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Why the format decision shapes everything that 
follows.

Digital Native Brands 
Enter Physical Retail.
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Digital growth reaches a limit.

Many digital native brands reach a similar moment in their growth journey.

Ecommerce has delivered scale, customer reach and brand 
awareness.

But digital growth alone rarely builds enduring retail brands.

Stores create visibility, presence and connection in a way 
that digital channels cannot replicate.

Physical retail becomes the next stage.

But the transition introduces a different kind of challenge.

Scaling ecommerce and scaling stores are not the same thing.

The decisions made at entry - format, market, investment and operating 
model - determine whether physical retail becomes a powerful growth 
platform, or a costly distraction.

Most brands underestimate how much the format decision shapes 
everything that follows.



FRONTLINE

Retail Cloud Performance. Delivered.

What stores actually deliver.

For many digital native brands, physical retail begins as an experiment.

But the brands that succeed quickly recognise that stores serve a broader 
role than transactions.

Physical retail creates 
presence digital channels 
cannot replicate.

Stores become a platform 
for discovery, storytelling 
and community.

Customers experience 
the brand in a physical 
environment rather than 
through a screen.

Stores are often the most 
efficient acquisition 
channel for growing 
brands.

Physical visibility drives 
awareness beyond digital 
performance marketing.

Footfall introduces new 
customers who may 
never have discovered 
the brand online.

Physical retail 
strengthens the 
economics of 
omnichannel commerce.

Stores support:

• fulfilment
• returns
• customer service
• product experience
• customer interactions
• brand connections

Brand 
Visibility.

Customer 
Acquisition.

Omnichannel 
Economics.

The store becomes part of a broader commercial ecosystem.



FRONTLINE

Retail Cloud Performance. Delivered.

The format decision.

Before the operating model. Before the rollout plan. Before the leadership 
structure. The format decision shapes what comes next.

Concession, shop-in-shop, outlet, pop-up and own stores each carry 
different economics, different levels of control, and different requirements of 
the operating model.

Concession and Shop-in-Shop
Lower capital commitment. Faster market entry. But limited control over environment, 
staffing and brand experience. Performance depends on the host retailer as much as 
the brand itself.

Outlet
Strong footfall and lower occupancy costs. But outlet positioning can conflict with full-price 
brand strategy if not carefully managed. The economics look attractive until they don't.

Own Store
Full control over brand experience and execution. But fixed costs, leases and capital 
investment mean store productivity becomes critical from the start.

The wrong format choice does not just create underperformance. It creates 
the wrong foundation for everything built on top of it.
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Where performance breaks.

Digital brands often underestimate how different physical retail is to 
operate.

The skills that built the ecommerce business do not automatically translate.

Store economics are unforgiving
Digital businesses operate with variable cost structures. Physical retail 
introduces fixed costs, leases and capital investment that do not flex with 
demand. A poorly performing store does not quietly underperform – it 
erodes.

Execution does not scale automatically
A single store can succeed on the strength of one location, one team and 
one market. That does not mean the model scales. As the network grows, 
consistency of execution becomes the determining factor.

Leadership gaps appear quickly
Scaling physical retail requires field leadership and operational structure that 
most  digital native businesses have never needed to build. Without it, 
performance diverges between locations and the network becomes difficult 
to manage.

Growth exposes capability gaps.
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Turning strategy into 
physical retail performance.
Digital brands entering physical retail face a different kind of challenge.

Not advice from the outside. Capability built from within.

Retail Cloud supports this transition through >FORWARD.

Understanding where 
physical retail can create 
value for the brand.

Assessing format, market 
economics, investment  
and store productivity.

Identifying where the 
operating model needs to 
be built before growth 
begins.

Translating strategy into 
operational execution.

Designing rollout models, 
leadership structure and 
store operations.

Building the capability 
that allows the network to 
perform consistently from 
the start.

Embedding the operating 
model so performance 
scales as stores and 
markets expand. 

Execution becomes 
disciplined, repeatable 
and sustainable.

The model holds as the 
network grows.

DIAGNOSE. ACTIVATE. HARDWIRE.

Scaling physical retail requires the same discipline as scaling digital growth.
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The format is the foundation. 
Everything else builds on top.
Digital brands rarely fail because demand is missing.

They fail because the format was wrong, the operating model wasn’t built 
for scale, or execution didn’t keep pace with growth.

The brands that succeed treat physical retail not as an experiment, but as a 
disciplined growth platform.

It starts with the right decisions at the point of entry.

Retail strategy only matters when it performs.

Performance. Delivered.
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