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1.  What is your current view on the industry? What are 
the challenges and opportunities associated with 
foreign portfolio investment for Indian multi-brand 
retail industry?

  I am extremely positive about the growth of Indian 
economy as well as the large consumption opportunity 
that is currently unfolding in India. We are witnessing 
strong demand across consumption categories, and 
with the Indian economy flourishing, it is poised to soar 
further. We are well positioned in the industry to benefit 
from the opportunities that exist in the market. 

  Government policy changes and regulatory updates will 
keep on happening, however it is not a major deterrent 
for our business. In the past, some structural changes 
have been challenging but we are well positioned to lead 
the consumption play in India. The key in retail business 
is managing liquidity, and it takes care of business 
cyclicality, along with any other business risks that may 
arise. 

  Our business has a long gestation period resulting in 
a longer payback period; this is coupled with a higher 
cost of capital for running the business. Being a capital-
intensive business, it is utmost important that we have 
a healthy capital structure with an optimum mix of debt 
and equity. With the industry opening for foreign capital 
through FPI route, exploring equity options for funding 
has become easier than before. But we need to educate 

our investors about the market dynamics especially for 
an industry like retail where the nitty-gritties are very 
different from any developed country which has a high 
share of organized retail. 

  I strongly believe that steps have been taken in the right 
direction. As the policies relax over time, the business 
and the industry will stand to benefit.

  
2.	 	Future	Group	is	a	diversified	business	spread	across	

Retail, Financial Services, Supply Chain, Fashion and 
Lifestyle.	As	a	CFO	of	such	a	diversified	entity,	how	
do you align the varied business strategies to the 
overall strategy of the group?

  As a CFO of a diversified group, the role largely entails 
harmonizing diverse business strategies and aligning 
risks and rewards. My key focus is on the capital 
allocation for the various businesses and making sure 
that we get the best return on capital employed for 
our stakeholders. From ideation to execution, what 
business you want to get into, capital allocation and 
management, optimizing the partner selection and 
improving operational efficiencies are some of the key 
areas where I spend most of my time. It also entails 
sourcing “strategic capital” and managing key investor 
relations. One of the key deliverables for a Group CFO, 
is institutionalizing a robust system of strategic and 
annual business planning, followed by performance 
review and management.

CFO Speaks

Mr. Sanjay Jain
Group CFO
Future Group



  I strongly believe in today’s dynamic environment, 
governance framework is another important area 
which a group CFO should focus on. Profit and loss 
are managed at the business level through respective 
business CFOs. It is the quality of earnings that is the 
most crucial. A robust governance framework at the 
group level helps in attaining and sustaining these 
quality earnings. 

  Also, as a group CFO, I work with the business teams 
to facilitate creation of tangible goals; keeping in view 
the overall strategy of the group and enabling them to 
execute and manage the business.

 
3.  In the last 5-6 years, your organization has acquired 

multiple store chains and added to the retail space 
across Indian cities. What are the learnings that you 
would like to share with other CFOs?

  The process of mergers and acquisitions always requires 
us to do complete due diligence of the company we 
are acquiring. Once the due diligence of the company 
is done and we are satisfied on the fundamentals, 
it is important to match the synergy between the 
organizations. As the company being acquired gets 
merged, we need to have synergies, both strategic and 
operational, to create significant value. 

  While there are various pieces that need to be put 
together during the acquisition process; at the same 
time, we should not be overly burdened by any short-
term challenges or criticism. One needs to have a clear 
vision of the long-term benefits of the transaction. 

  The life beyond acquisition is far more challenging than 
the acquisition process itself and “cultural integration” 
is at the core. We need to have a plan in place for cross-
functional or cross-cultural integration and ensure 
timely accomplishment of the same. I strongly believe 
that the first 100 days post acquisition are extremely 
crucial. All the key decision makers should be involved 
right from the day one to avoid any aspect from being 
overlooked. At the same time, communicating with 
all the stakeholders proactively - the shareholders, 
customers, employees, regulators, etc. – is very 
important. Engaging with them to ensure that they are 
aligned with the chosen strategy. 

4.  With the advent of technological changes and 
analytics, there is a rise in the expectations from 
finance.	What	in	your	view	would	be	the	logical	
path	for	finance	function	to	be	prepared	for	all	the	
changes and add value to the business?

  The role of a CFO is evolving with the advent of data 
analytics and new technologies, which are altering 
the way he or she understands and reacts to business 
complexities. 

  For our retail business, data analytics is key for demand 
forecasting and enables decentralizing decisions 
making at the store level. There are multiple touch 
points for customers and through digitization, it has 
streamlined identification of customers behavior and 
plan merchandise at stores accordingly. Analytics help 
provide a predictive analysis of not just the products 
required but also helps in managing the supply chain 
and thus improving the operational efficiencies. 



  Technology and analytics further enhances the growth 
in volumes, with better and accurate merchandise 
planning. It also leads to better customer experience 
and real time visibility of requirements at the store 
level. Certainly, ecommerce with the advent of digital 
payments is adding a new dimension to the business. 

  Technology and analytics enable turning data into 
insights and insight into foresights which will become 
more valuable.

5.  As a CFO, what are your mantras of success in this 
dynamic environment today?

  The most important mantra for me is that first be a 
leader and then wear the hat of your function. The 
functional characteristics of finance should follow the 
characteristics of a leader. As a leader, one needs to be a 

dreamer, able to dream with the CEO and management 
about the growth and success of the organization. A CFO 
must align himself with the organizational strategy and 
then align goals of function with the overall strategy. 

  A CFO in my view is a “Chief Facilitation Officer” and 
should work as a catalyst in achieving the objectives of 
the organization. As a leader, the CFO needs to make 
his team believe in organization dream, the objectives 
emanating from there and show what it means for them 
and for the overall organization. 

  As a CFO, one needs to be agile and as the environment 
is evolving, you need to outsource or adapt technologies 
for performing most of one’s operator and steward 
roles and make more time for strategy execution and 
facilitation of business as a catalyst.



Expert views
Transforming Risks into Opportunities: Insights into the 
leading trends from India Inc.

Key indicators

The risk landscape is evolving. Every day’s headlines bring 
new reminders that the future is on its way, and new risks and 
response strategies are around every corner. Risk leaders are 
faced with new challenges and opportunities at a pace very 
different from that of the past. Further into this article, we 
explore how Indian businesses are equipping themselves to 
manage the emerging and dynamic risk landscape.

There exists a divide on the viewpoint of risk management 
amongst Indian organizations. According to the Deloitte 
‘Risk Survey 2018’, 44% of the businesses harness risks to 
find future opportunities and drive returns (a value-focused 
approach) while others (36%) use risk management with an 
aim to drive compliance and prevent losses. 

This insight further gets substantiated with the fact 
that Regulatory Risk (44%) still leads amongst the top 3 
risk areas in India followed by Cyber Security (31%) and 
Technology Disruptions (25%). The core reason for this 
trend is the fact that CXOs are considering regulatory 

compliance as a critical value protector exercise. 

Interestingly, 3 years from now, there is an expected shift in 
the trend and Cyber Security (36%) takes the lead amongst 
the top 3 risks for businesses, followed by Technology 
Disruptions (33%) and Regulatory Risks (31%). 
A designated CRO can not only mitigate crises for a firm, 
but also transform them into opportunities of business 
growth and stakeholder confidence. However, 39% of 
the organizations mention that risk management is the 
responsibility of each business function, and there is no 
separate CRO role. 

We also probed corporate India on the extent of adoption of 
these enablers in their risk management programs in the last 
3 years and the findings suggest that while there is high level 
of collaboration with the business units, the investment in 
tools and the right skills sets leaves a lot to be desired: 

• 32% of the organisations have low investment in 
automation;

• 34% of the organisations have low adoption of analytics;
• 34% of the organisations have not reskilled or staffed 

their risk management teams adequately.



What do the trends imply?
Increased Cyber Focus

The realization that cyberattacks have become increasingly 
probable—and perhaps inevitable—is beginning to take 
hold among the executives and the Boards. Business 
leaders are acknowledging that we are part of an 
interconnected world dependent on technologies that are 
designed to share information, not to protect it. 

With the awareness of what matters most to the 
organisation, plans can be made to involve the various 
parties needed to protect, defend, and recover if those 
things are compromised. Incident response plans can be 
appropriately broadened—and rehearsed—to anticipate 
and prepare for the high-risk cyberattack scenarios 
identified. 

Evolution of Digital Risk 

While Industry 4.0 plans to enhance digital capabilities 
throughout the value chain and drive revolutionary 
changes to connected devices, it also brings with it new 
risks for which the industry is unprepared. Developing a 
fully integrated strategic approach to risk is fundamental 
to manufacturing value chains as they marry operational 
technology (OT) and information technology (IT)—the very 
force driving Industry 4.0. 

Organizations now need to rapidly learn and adapt to 
the new ABCDs of business arena – Artificial Intelligence 
and Analytics, Blockchain and Big data, Cloud and Cyber, 
Digital platforms and more. Business ecosystems, the 
permeation of AI, advances in quantum computing, and 
the rapid evolution of cloud and fog computing is going to 
fundamentally change businesses and business models. 
Companies that proactively embrace these opportunities in 
risk-intelligent, agile ways will differentiate themselves and 
win in the marketplace.

Regulatory Risk as a Growth Catalyst

Over the last few years, there has been a significant 
change in the regulatory scenario in India in terms of new 
regulations, and an increased enforcement of regulations 
by the regulators.

Emerging regulations – cross border impact: Risks are 
not limited to a specific geography or developed economies. 
The enhanced nature of regulations addresses both risk 

mitigation in the interest of customers, investors or citizens, 
and the alignment of the country’s landscape to the global 
regulatory standards. In the next few years, we will see the 
introduction of new regulations and amendment of existing 
regulations, making them more effective and enforceable.

Social Media – Strong tool for creating awareness: 
Various means of communication, including social media 
are used to create awareness on regulations, cases of non-
compliance, and their implications. Consumers, customers 
and investors are using social media as a platform to report 
issues, raise concerns or even highlight matters (relating to 
products, environment, health and safety) which can lead 
to serious implications for organisations, if they do not take 
compliance matters seriously. 

Regulatory Changes – A business opportunity: 
Regulatory changes may be a cost to companies but 
they also create business opportunities for many other 
organisations. Companies are implementing automated 
solutions for business processes to ensure compliances 
rather than relying on manual processes, which are prone 
to errors and frauds.

Building capabilities – Strong structure: Compliance 
structures/teams have been set-up within companies to 
manage regulatory risks effectively. Most companies are 
seeking guidance and assistance from external specialists 
to understand the nature of regulations and seek support 
in implementing frameworks and mitigations measures. 



Emerging themes from the survey

1. Elevate the conversation: Organisations should 
consider the need to have a full-time CRO as part of 
the senior management. The Board of Directors too 
need to enhance their participation in the risk agenda 
and perhaps create a Board level Risk Committee. 
The CRO should have a direct line of reporting to this 
Committee, in addition to the Chief Executive Officer. 
Risk considerations must be embedded into strategy 
and continuously monitored.

2. Right-skill the function: There is a clear need to 
attract professionals with diverse skills, as also 
retrain and upskill the existing risk professionals. 
Organisations also need to consider the role of external 
experts – academia, professionals, and experts, as well 
as internal business teams, to augment risk related 
capabilities.

3. Use technology to enable the risk function: Risk 
teams need to adopt and invest in technology and 
analytical tools. This will aid them to scan vast amounts 
of data being generated, both internally and externally, 
and convert that into meaningful and actionable 
insights.

4. Create a risk-aware culture: Timing is everything. 
There are several important shifts expected in the 
next few years, making it imperative for business 
leaders to react quickly to these shifts. The scope 
and responsibility of managing risks need to expand 
beyond the domain of a select few. For organisations, 
building a risk-aware culture and identifying 
opportunities for value creation and loss avoidance 
are becoming increasingly important, along with 
compliance management.



Way forward
Ultimately, risk management is a story of human judgement, in which, executives understand that risk management is a 
means to achieving a lot more than safeguarding the business. For those who can use the uncertainties to their advantage, 
the future looks bright. Are you a leader who is ready to take calculated risks? Consider transforming your focus—from a 
traditional enterprise risk management approach to one that is more agile and strategic—to reposition risk and accelerate 
your organisation’s performance.

Please click here to read the complete report. 

https://www2.deloitte.com/content/dam/Deloitte/in/Documents/risk/in-risk-RiskSurvey2018-noexp.pdf
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