
with social grant disbursements and paydays. In contrast, 
Shoprite’s Usave sees peak trading mid-month, mainly from 
top-up purchases. 

Approximately 45% of the South African population are social 
grant recipients, highlighting the substantial opportunity for 
retailers targeting this demographic. Moreover, social grant 
related spending is forecast to grow 5% annually - from 
R266 billion in 2024/25 to R300 billion by 2027 - reinforcing 
Boxer’s long-term runway for growth.

Bang for your buck 
Boxer has become famous for their combo deals, designed to 
help stretch shopper budgets. These essential product bundles 
are, on average, 12% cheaper than items bought individually - 
encouraging cross-category and bulk purchasing. In many 
cases, customers pool their money to purchase larger bulk 
bundles and then divide items among themselves - also known 
as a grocery stokvel - allowing all to bene�t from the savings.

A standout success has been Boxer’s integration of private label 
products into its combo deals. Its 23 private label brands - 
including Boxer, Best Cook and Golden Ray (named after PnP 
founder Raymond Ackerman) - span 600 products and currently 

South Africa’s informal grocery retail market is expected to 
grow from R403 billion in 2024 to R494 billion by 2027 - an 
average annual growth rate of 7%. Boxer aims to win market 
share from informal and independent traders by offering 
proximity, scale and affordability. However, incumbents remain 
formidable, bene�tting from deep community ties that offer 
valuable insight into local needs. Some traders provide credit 
and many employ agile pricing strategies. Additionally, their 
ability to offer ‘break-bulk’ sales that allow customers to buy 
smaller quantities (eg a cup of sugar instead of a full bag) 
makes them especially appealing to customers, particularly 
later in the month. Consequently, the proven resilience and 
resourcefulness of these traders have earned the respect of 
customers and the formal retail chains.

A race for space 
Boxer plans to double its 525-store estate over the next �ve 
years. Concurrently, Shoprite is set to double its footprint with 
the planned opening of 500 new Usave stores and the 
expansion of its core brand. Spar’s SaveMor also plans to 
double its 61-store base over the next two years. This rollout 
surge intensi�es competition for prime sites and heightens the 
risk of cannibalisation within Boxer’s own network, particularly 
in already saturated areas.

We acknowledge the opportunity for Boxer to expand into 
these nodes, however, we are mindful that future capital 
deployed into these already well-served markets may yield 
lower returns and sales densities. While we appreciate Boxer’s 
operational excellence, high returns and strong cash �ows, 
we believe the current market valuation of the company 
represents over-optimism about substantial rollout success 
and underestimates the execution risks tied to its bold 
expansion strategy. We therefore do not hold Boxer shares in 
our portfolios at present.

turnover is roughly one-�fth that of its larger adversary. Boxer’s 
simpli�ed product range streamlines inventory management 
and supports consistent stock availability, which is critical in 
ensuring customer satisfaction.

Location, location, location
Boxer’s store placement strategy is designed to target 
price-sensitive consumers and is an integral part of its overall 
business approach. By locating stores near to where customers 
live and commute, transport costs are minimised. In 
conjunction with consistently low prices and the convenience 
of in-store social grant collection, this reinforces Boxer’s 
reputation as an accessible, community-rooted brand.  

Lean, mean, winning model
A key pillar of Boxer’s business model is its strong commitment 
to minimising costs, re�ected in the lowest costs-to-sales 
ratio2 in the industry. 

This is achieved through several measures including:

° low-cost, no-frills store layouts designed for high footfall 
 and maintained with simple, scalable IT systems; 

° lower store rental costs owing to non-premium but
 high-traffic store locations; 

We delve into the factors that have propelled Boxer’s success, 
its competitive positioning and its growth strategy.

Boxing clever
Boxer holds 6.4% of the formal domestic grocery market and 
operates over 500 stores countrywide. With a people-focused 
approach, it primarily targets the enlarged middle- to 
lower-income consumer segments through three key formats: 
Superstores (62%), Liquor (31%) and Building Materials (6%). 

Despite its smaller size relative to Shoprite, its main rival, Boxer 
has proven to be a formidable competitor. Its differentiated 
merchandising strategy offers a curated range of 3 000 SKUs1 

- compared to Shoprite’s 11 000 (compared below) - with a core 
offering built around shelf-stable essentials (ie maize meal, 
rice, oil and beans). These products can be stored at ambient 
temperatures, negating the need for complex and costly 
cold-chain logistics. 

A narrow product range enables larger order sizes from 
suppliers, strengthening Boxer’s purchasing power and 
enabling procurement on competitive terms. Passing these 
savings on to customers is a fundamental pillar of Boxer’s 
operating model. In some key product lines, Boxer even holds a 
higher market share than Shoprite - remarkable given its 

° distribution centres (DCs)3 that function as warehouses,
 without the need for expensive cold chain infrastructure; and

° fresh produce sourced directly from farmers, or nationally
 from fruit and vegetable markets, and transported directly to
 stores - eliminating the need for specialised storage.

Boxer’s low-cost model also applies to new store development, 
with a full-service supermarket costing as little as R17 million 
to open, and a liquor store just R1.6 million. This lean approach 
reduces capital intensity and supports self-funded growth 
through strong operating cash �ows. The result is exceptional 
performance: a three-year average return on equity of 84% and 
a return on invested capital of 26% - signi�cantly surpassing 
industry averages of 26% and 12%, respectively.

Targeted growth
Lower-income consumers, who make up Boxer’s core customer 
base, contribute an estimated 52% of South Africa’s formal 
grocery spend and represent the fastest-growing segment in 
the market. Within this demographic, population growth and 
rising living costs support the increasing number of consumers 
resorting to shopping at value-focused retailers such as Boxer. 
Their customer base often earns less than R12 000 per month, 
with many being social grant recipients. Around 60-70% of 
Boxer’s monthly sales occur at month-end, which is consistent 
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contribute 19% of revenue. These value-led offerings resonate 
strongly with price-conscious consumers, boosting loyalty and 
basket size. On average, private labels are 17% cheaper than 
branded alternatives, with some like Best Cook Baked Beans 
even outselling well-established brands such as Koo. Including 
private label products in combo deals offers an attractive, 
low-risk opportunity for customers to trial Boxer’s own brands. 
As preference and trust builds, customers are more likely to 
repurchase these products outside of promotions, improving 
long-term loyalty and growing the share of private label sales. 
This bene�ts the customer and Boxer - the latter through 
improved gross margins and greater product control. Despite 
already holding a material sales share, we see meaningful 
headroom for growth in private label products at Boxer.

Can it compete with the heavyweights?
Boxer’s investment case hinges on expanding its store network 
and market share. Management has identi�ed R106 billion in 
expansion opportunities across all nine local provinces - almost 
three times its 2024 revenue. There are markets where Boxer 
currently has little or no presence but where the demand for 
value-focused retail remains buoyant. Boxer aims to double its 
turnover over the next six years, re�ecting an ambitious 
strategy following a 23-year track record of 19% average 
annual sales growth (charted on the previous page). 

However, there are plenty of challenges, particularly in that many 
regions are already well served by entrenched competition, 
notably the Shoprite Group through Shoprite, Usave and (to a 
lesser extent) OK Stores. Shoprite’s brand familiarity, extensive 
logistics network and early-mover advantage give it a solid 
foothold that we believe will be difficult to dislodge. This is 
especially evident in the Western Cape - Shoprite’s home base 
and stronghold - where Boxer (active since 2015) operates 
fewer than 15 stores. Conversely, Shoprite and Usave together 
have more than 150 outlets in the province.

Edward Mtsweni - Investment Analyst

Curro - reshaping education 
in South Africa

Private schools have played an increasingly important 
role in addressing the challenges of underinvestment 
and declining academic outcomes in the public 
education system in South Africa. Smaller class sizes, 
modern facilities and more personalised learning 
experiences are among the key characteristics that 
make private schools the preferred choice. 



grades). They are optimising existing capacity and supporting 
learner retention and gains in key grades. Despite a challenging 
environment, the underlying issues are largely manageable, 
with targeted interventions underway to stabilise performance 
and realign the group’s growth trajectory.

Untapped digital opportunity
Digital education represents a powerful growth opportunity 
for Curro, that we believe has yet to be realised to anywhere 
near its potential. Using digital delivery more broadly can 
enable lessons from top educators to be shared with thousands 
of learners regardless of where they are based, without the 
heavy costs of building large campuses or hiring specialist 
teachers at every site. 

Curro’s digital model (DigiEd) was launched in 2019, delivering 
digital lessons to learners on campus, with facilitators available 
for support within a structured, full school-day routine. While 
initiatives such as DigiEd have begun to test the waters, it 
remains only a small part of the group’s offering and is aimed 
at a very speci�c niche market. As these offerings can be priced 
well below conventional private schooling, they open the door 
for families in South Africa’s lower-income segment, where 
demand for affordable, quality education is high but often 
unmet. By combining greater affordability with enhanced 
quality, Curro is favourably positioned for pro�table growth in 
this area, while playing a leading role in reshaping access to 
education in South Africa.

Primed for evolving education 
Curro’s multi-tiered school model aligns well with South Africa’s 
growing demand for accessible, affordable, high-quality private 
schooling across diverse income groups. It has recently 
announced a proposed buyout that would see the business 
delist and transition into a non-pro�t public bene�t 
organisation. This structure should support faster expansion 
by allowing all surplus funds to be reinvested into the schools, 
while offering pricing �exibility to boost enrolments and 
capacity utilisation.

Although current �nancial returns are modest, the group is 
strategically well-placed for improved performance as enrolments 
increase - unlocking signi�cant long-term value for investors. 

 English-medium schools serve lower-income urban 
 communities and follow the South African National Senior
 Certi�cate (NSC) curriculum.

° Academy Schools: Located in urban areas and aimed at
 lower- to middle-income families, these English-medium
 schools also follow the NSC curriculum.

° Curro Schools: The group’s core model serves middle- to
 upper-income families. These co-educational schools offer
 grades R to 12, often including preschool phases. They follow
 the South African Independent Examination Board (IEB)
 curriculum, with class sizes limited to 25 learners.

° Select Schools: These well-established schools are acquired 
 by Curro and maintain their original identity, while bene�ting
 from Curro’s support. They are English-medium and offer 
 the IEB or Cambridge curriculums, with class sizes capped 
 at 25 learners.

This tiered approach allows Curro to diversify its revenue base 
and mitigate risks associated with exposure to particular 
income segments. It also enables the group to strategically 
grow its footprint, entering underserved markets.

As South Africa’s largest independent private school network, 
Curro serves learners across a broad income spectrum and has 
taken strategic steps to address the growing need for affordable, 
high-quality education. Considering the continually evolving 
education sector, we explore Curro’s operations and how it is 
positioned to capitalise on emerging growth opportunities.

Differentiated model addresses diverse needs
Established in 1998, Curro has grown signi�cantly over the past 
two decades, now with more than 180 schools in operation 
countrywide. Through a tiered pricing model, it is able to 
deliver quality private education to a broader segment of the 
population, competitively positioning the group against 
traditional high-fee private schools (charted below). 

Curro differentiates itself by offering modern facilities, 
extensive sports and cultural activities and an enhanced 
curriculum using various models (including the Cambridge 
International programme - typically not available at smaller 
private schools and Model C1 schools). It achieves this at more 
affordable price points through a varied portfolio of school 
models. These include:

° Meridian Schools: Curro’s most affordable model is developed
 in partnership with the PIC and Old Mutual. These

The business of schools
Curro’s business model is built on a steady stream of school fee 
income, providing predictable cash �ow throughout the 
academic year. This is buoyed by ancillary income from facility 
rentals, uniform sales, catering services, aftercare and boarding 
facilities. Strong learner retention and upfront enrolment 
improve revenue visibility, supporting �nancial planning and 
operational stability. 

Opening a new school requires substantial investment, with 
signi�cant upfront costs for building infrastructure and hiring 
staff (approximately 70% of total costs) well before learners are 
enrolled. Consequently, schools tend to operate at a loss in the 
early years. As each new intake of learners builds momentum, fee 
income rises, and the �nancial performance steadily improves.

A new Curro campus can take three to �ve years to reach pro�t 
break-even point. A grade one class might begin with fewer 
than 10 learners, which is well below the cost coverage threshold. 
However, as the school expands annually, new grades are added 
and learner numbers grow accordingly. Once a school reaches 
the breakeven level, additional learners can be added at 
minimal incremental cost, growing income faster than expenses. 
As enrolments escalate, revenue grows at a faster rate than 
costs, leading to growing overall pro�tability (below left).

Curro’s strategic pivot
Curro has invested substantial capital into building and 
acquiring schools over the past 13 years. However, a considerable 
number remain in the early stages of their development 
lifecycle and have not yet reached optimal learner capacity. 
Schools operating below breakeven levels have severely 
weighed down the group’s returns on capital. Curro has 
subsequently adjusted its strategy to prioritise �lling existing 
capacity above expanding the school network. This is a shift 
from a growth-oriented approach to one centred around 
operational efficiency and improving returns on invested 
capital. As the rate of large-scale infrastructure investment 
declines and fewer newer schools require upfront funding, 
capital expenditure is expected to reduce materially.

As indicated in the right chart below, a reduction in capital 
intensity has signi�cant implications for cash �ow. With much 
of the physical infrastructure already in place, Curro is well 
placed to generate more cash from operations as it �lls up 
capacity, allowing for debt reduction and improving shareholder 
returns. The transition from high-growth, capital-intensive 
expansion to a more cash-generative phase will be central to 
shaping the group’s future value creation.

Course correction
Curro has faced several challenges over the last couple of years 
that have impacted learner growth and �nancial performance. 
Their decision to raise school fees above in�ation (particularly 
in lower adjacent grades where parents tend to be more price 
sensitive) has been a critical misstep. 

This has notably impacted enrolment numbers and learner 
retention in lower grades (shown below). While such fee 
increases were intended to protect margins, they have 
contributed to affordability concerns during a period of 
broader macroeconomic strain.

Another area of concern has been Curro’s historical approach 
to campus development. In some cases, schools have been 
built in areas with weaker underlying demand and limited 
levels of affordability, exacerbated by economic pressures. 
Less-than-ideal locations have therefore made it difficult to 
achieve the necessary scale for pro�tability, leading to 
underutilised capacity, elevated cost structures and a select 
group of underperforming Curro schools. 

Curro has actively sought to address these areas of concern 
by focusing on re�ning fee strategies to better re�ect market 
conditions and parental expectations (particularly in entry 

Curro - reshaping education in South Africa

Large opportunity for private schools in SA

1 The government retains ownership of these schools and pays core teaching staff, with
 governance and �nancial management delegated to elected school governing bodies. 
 They are largely administered and funded by the parent body and fees charged can differ 
 between schools.
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grades). They are optimising existing capacity and supporting 
learner retention and gains in key grades. Despite a challenging 
environment, the underlying issues are largely manageable, 
with targeted interventions underway to stabilise performance 
and realign the group’s growth trajectory.

Untapped digital opportunity
Digital education represents a powerful growth opportunity 
for Curro, that we believe has yet to be realised to anywhere 
near its potential. Using digital delivery more broadly can 
enable lessons from top educators to be shared with thousands 
of learners regardless of where they are based, without the 
heavy costs of building large campuses or hiring specialist 
teachers at every site. 

Curro’s digital model (DigiEd) was launched in 2019, delivering 
digital lessons to learners on campus, with facilitators available 
for support within a structured, full school-day routine. While 
initiatives such as DigiEd have begun to test the waters, it 
remains only a small part of the group’s offering and is aimed 
at a very speci�c niche market. As these offerings can be priced 
well below conventional private schooling, they open the door 
for families in South Africa’s lower-income segment, where 
demand for affordable, quality education is high but often 
unmet. By combining greater affordability with enhanced 
quality, Curro is favourably positioned for pro�table growth in 
this area, while playing a leading role in reshaping access to 
education in South Africa.

Primed for evolving education 
Curro’s multi-tiered school model aligns well with South Africa’s 
growing demand for accessible, affordable, high-quality private 
schooling across diverse income groups. It has recently 
announced a proposed buyout that would see the business 
delist and transition into a non-pro�t public bene�t 
organisation. This structure should support faster expansion 
by allowing all surplus funds to be reinvested into the schools, 
while offering pricing �exibility to boost enrolments and 
capacity utilisation.

Although current �nancial returns are modest, the group is 
strategically well-placed for improved performance as enrolments 
increase - unlocking signi�cant long-term value for investors. 

 English-medium schools serve lower-income urban 
 communities and follow the South African National Senior
 Certi�cate (NSC) curriculum.

° Academy Schools: Located in urban areas and aimed at
 lower- to middle-income families, these English-medium
 schools also follow the NSC curriculum.

° Curro Schools: The group’s core model serves middle- to
 upper-income families. These co-educational schools offer
 grades R to 12, often including preschool phases. They follow
 the South African Independent Examination Board (IEB)
 curriculum, with class sizes limited to 25 learners.

° Select Schools: These well-established schools are acquired 
 by Curro and maintain their original identity, while bene�ting
 from Curro’s support. They are English-medium and offer 
 the IEB or Cambridge curriculums, with class sizes capped 
 at 25 learners.

This tiered approach allows Curro to diversify its revenue base 
and mitigate risks associated with exposure to particular 
income segments. It also enables the group to strategically 
grow its footprint, entering underserved markets.

As South Africa’s largest independent private school network, 
Curro serves learners across a broad income spectrum and has 
taken strategic steps to address the growing need for affordable, 
high-quality education. Considering the continually evolving 
education sector, we explore Curro’s operations and how it is 
positioned to capitalise on emerging growth opportunities.

Differentiated model addresses diverse needs
Established in 1998, Curro has grown signi�cantly over the past 
two decades, now with more than 180 schools in operation 
countrywide. Through a tiered pricing model, it is able to 
deliver quality private education to a broader segment of the 
population, competitively positioning the group against 
traditional high-fee private schools (charted below). 

Curro differentiates itself by offering modern facilities, 
extensive sports and cultural activities and an enhanced 
curriculum using various models (including the Cambridge 
International programme - typically not available at smaller 
private schools and Model C1 schools). It achieves this at more 
affordable price points through a varied portfolio of school 
models. These include:

° Meridian Schools: Curro’s most affordable model is developed
 in partnership with the PIC and Old Mutual. These

The business of schools
Curro’s business model is built on a steady stream of school fee 
income, providing predictable cash �ow throughout the 
academic year. This is buoyed by ancillary income from facility 
rentals, uniform sales, catering services, aftercare and boarding 
facilities. Strong learner retention and upfront enrolment 
improve revenue visibility, supporting �nancial planning and 
operational stability. 

Opening a new school requires substantial investment, with 
signi�cant upfront costs for building infrastructure and hiring 
staff (approximately 70% of total costs) well before learners are 
enrolled. Consequently, schools tend to operate at a loss in the 
early years. As each new intake of learners builds momentum, fee 
income rises, and the �nancial performance steadily improves.

A new Curro campus can take three to �ve years to reach pro�t 
break-even point. A grade one class might begin with fewer 
than 10 learners, which is well below the cost coverage threshold. 
However, as the school expands annually, new grades are added 
and learner numbers grow accordingly. Once a school reaches 
the breakeven level, additional learners can be added at 
minimal incremental cost, growing income faster than expenses. 
As enrolments escalate, revenue grows at a faster rate than 
costs, leading to growing overall pro�tability (below left).

Curro’s strategic pivot
Curro has invested substantial capital into building and 
acquiring schools over the past 13 years. However, a considerable 
number remain in the early stages of their development 
lifecycle and have not yet reached optimal learner capacity. 
Schools operating below breakeven levels have severely 
weighed down the group’s returns on capital. Curro has 
subsequently adjusted its strategy to prioritise �lling existing 
capacity above expanding the school network. This is a shift 
from a growth-oriented approach to one centred around 
operational efficiency and improving returns on invested 
capital. As the rate of large-scale infrastructure investment 
declines and fewer newer schools require upfront funding, 
capital expenditure is expected to reduce materially.

As indicated in the right chart below, a reduction in capital 
intensity has signi�cant implications for cash �ow. With much 
of the physical infrastructure already in place, Curro is well 
placed to generate more cash from operations as it �lls up 
capacity, allowing for debt reduction and improving shareholder 
returns. The transition from high-growth, capital-intensive 
expansion to a more cash-generative phase will be central to 
shaping the group’s future value creation.

Course correction
Curro has faced several challenges over the last couple of years 
that have impacted learner growth and �nancial performance. 
Their decision to raise school fees above in�ation (particularly 
in lower adjacent grades where parents tend to be more price 
sensitive) has been a critical misstep. 

This has notably impacted enrolment numbers and learner 
retention in lower grades (shown below). While such fee 
increases were intended to protect margins, they have 
contributed to affordability concerns during a period of 
broader macroeconomic strain.

Another area of concern has been Curro’s historical approach 
to campus development. In some cases, schools have been 
built in areas with weaker underlying demand and limited 
levels of affordability, exacerbated by economic pressures. 
Less-than-ideal locations have therefore made it difficult to 
achieve the necessary scale for pro�tability, leading to 
underutilised capacity, elevated cost structures and a select 
group of underperforming Curro schools. 

Curro has actively sought to address these areas of concern 
by focusing on re�ning fee strategies to better re�ect market 
conditions and parental expectations (particularly in entry 

Source: Curro reports and presentations, Camissa Asset Management research
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grades). They are optimising existing capacity and supporting 
learner retention and gains in key grades. Despite a challenging 
environment, the underlying issues are largely manageable, 
with targeted interventions underway to stabilise performance 
and realign the group’s growth trajectory.

Untapped digital opportunity
Digital education represents a powerful growth opportunity 
for Curro, that we believe has yet to be realised to anywhere 
near its potential. Using digital delivery more broadly can 
enable lessons from top educators to be shared with thousands 
of learners regardless of where they are based, without the 
heavy costs of building large campuses or hiring specialist 
teachers at every site. 

Curro’s digital model (DigiEd) was launched in 2019, delivering 
digital lessons to learners on campus, with facilitators available 
for support within a structured, full school-day routine. While 
initiatives such as DigiEd have begun to test the waters, it 
remains only a small part of the group’s offering and is aimed 
at a very speci�c niche market. As these offerings can be priced 
well below conventional private schooling, they open the door 
for families in South Africa’s lower-income segment, where 
demand for affordable, quality education is high but often 
unmet. By combining greater affordability with enhanced 
quality, Curro is favourably positioned for pro�table growth in 
this area, while playing a leading role in reshaping access to 
education in South Africa.

Primed for evolving education 
Curro’s multi-tiered school model aligns well with South Africa’s 
growing demand for accessible, affordable, high-quality private 
schooling across diverse income groups. It has recently 
announced a proposed buyout that would see the business 
delist and transition into a non-pro�t public bene�t 
organisation. This structure should support faster expansion 
by allowing all surplus funds to be reinvested into the schools, 
while offering pricing �exibility to boost enrolments and 
capacity utilisation.

Although current �nancial returns are modest, the group is 
strategically well-placed for improved performance as enrolments 
increase - unlocking signi�cant long-term value for investors. 

 English-medium schools serve lower-income urban 
 communities and follow the South African National Senior
 Certi�cate (NSC) curriculum.

° Academy Schools: Located in urban areas and aimed at
 lower- to middle-income families, these English-medium
 schools also follow the NSC curriculum.

° Curro Schools: The group’s core model serves middle- to
 upper-income families. These co-educational schools offer
 grades R to 12, often including preschool phases. They follow
 the South African Independent Examination Board (IEB)
 curriculum, with class sizes limited to 25 learners.

° Select Schools: These well-established schools are acquired 
 by Curro and maintain their original identity, while bene�ting
 from Curro’s support. They are English-medium and offer 
 the IEB or Cambridge curriculums, with class sizes capped 
 at 25 learners.

This tiered approach allows Curro to diversify its revenue base 
and mitigate risks associated with exposure to particular 
income segments. It also enables the group to strategically 
grow its footprint, entering underserved markets.

As South Africa’s largest independent private school network, 
Curro serves learners across a broad income spectrum and has 
taken strategic steps to address the growing need for affordable, 
high-quality education. Considering the continually evolving 
education sector, we explore Curro’s operations and how it is 
positioned to capitalise on emerging growth opportunities.

Differentiated model addresses diverse needs
Established in 1998, Curro has grown signi�cantly over the past 
two decades, now with more than 180 schools in operation 
countrywide. Through a tiered pricing model, it is able to 
deliver quality private education to a broader segment of the 
population, competitively positioning the group against 
traditional high-fee private schools (charted below). 

Curro differentiates itself by offering modern facilities, 
extensive sports and cultural activities and an enhanced 
curriculum using various models (including the Cambridge 
International programme - typically not available at smaller 
private schools and Model C1 schools). It achieves this at more 
affordable price points through a varied portfolio of school 
models. These include:

° Meridian Schools: Curro’s most affordable model is developed
 in partnership with the PIC and Old Mutual. These
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The business of schools
Curro’s business model is built on a steady stream of school fee 
income, providing predictable cash �ow throughout the 
academic year. This is buoyed by ancillary income from facility 
rentals, uniform sales, catering services, aftercare and boarding 
facilities. Strong learner retention and upfront enrolment 
improve revenue visibility, supporting �nancial planning and 
operational stability. 

Opening a new school requires substantial investment, with 
signi�cant upfront costs for building infrastructure and hiring 
staff (approximately 70% of total costs) well before learners are 
enrolled. Consequently, schools tend to operate at a loss in the 
early years. As each new intake of learners builds momentum, fee 
income rises, and the �nancial performance steadily improves.

A new Curro campus can take three to �ve years to reach pro�t 
break-even point. A grade one class might begin with fewer 
than 10 learners, which is well below the cost coverage threshold. 
However, as the school expands annually, new grades are added 
and learner numbers grow accordingly. Once a school reaches 
the breakeven level, additional learners can be added at 
minimal incremental cost, growing income faster than expenses. 
As enrolments escalate, revenue grows at a faster rate than 
costs, leading to growing overall pro�tability (below left).

Curro’s strategic pivot
Curro has invested substantial capital into building and 
acquiring schools over the past 13 years. However, a considerable 
number remain in the early stages of their development 
lifecycle and have not yet reached optimal learner capacity. 
Schools operating below breakeven levels have severely 
weighed down the group’s returns on capital. Curro has 
subsequently adjusted its strategy to prioritise �lling existing 
capacity above expanding the school network. This is a shift 
from a growth-oriented approach to one centred around 
operational efficiency and improving returns on invested 
capital. As the rate of large-scale infrastructure investment 
declines and fewer newer schools require upfront funding, 
capital expenditure is expected to reduce materially.

As indicated in the right chart below, a reduction in capital 
intensity has signi�cant implications for cash �ow. With much 
of the physical infrastructure already in place, Curro is well 
placed to generate more cash from operations as it �lls up 
capacity, allowing for debt reduction and improving shareholder 
returns. The transition from high-growth, capital-intensive 
expansion to a more cash-generative phase will be central to 
shaping the group’s future value creation.

Course correction
Curro has faced several challenges over the last couple of years 
that have impacted learner growth and �nancial performance. 
Their decision to raise school fees above in�ation (particularly 
in lower adjacent grades where parents tend to be more price 
sensitive) has been a critical misstep. 

This has notably impacted enrolment numbers and learner 
retention in lower grades (shown below). While such fee 
increases were intended to protect margins, they have 
contributed to affordability concerns during a period of 
broader macroeconomic strain.

Another area of concern has been Curro’s historical approach 
to campus development. In some cases, schools have been 
built in areas with weaker underlying demand and limited 
levels of affordability, exacerbated by economic pressures. 
Less-than-ideal locations have therefore made it difficult to 
achieve the necessary scale for pro�tability, leading to 
underutilised capacity, elevated cost structures and a select 
group of underperforming Curro schools. 

Curro has actively sought to address these areas of concern 
by focusing on re�ning fee strategies to better re�ect market 
conditions and parental expectations (particularly in entry 

N
um

be
r o

f s
tu

de
nt

s

Grades
R      1 2 3 4 5 6 7 8 9 10 11 12

2019         2021        2022         2024   

0

 1 000

 2 000

 3 000

 4 000

 5 000

 6 000

 7 000

 8 000



Footnote: 1Annualised (ie the average annual return over the given time period); 2TER (total expense ratio) = % of average NAV of portfolio incurred as charges, levies and fees in the 
management of the portfolio for rolling one and three-year periods to 30 June 2025. 3Transaction costs (TC) are unavoidable costs incurred in administering the �nancial products 
offered by Camissa Collective Investments (“Camissa”) and impact �nancial product returns. It should not be considered in isolation as returns may be impacted by many other factors 
over time including market returns, the type of �nancial product, the investment decisions of the investment manager and the TER. This is also calculated on rolling one and three-year 
periods to 30 June 2025. 4Source: Morningstar; net of all costs incurred within the fund and measured using NAV prices with income distributions reinvested; 5CPI for May is an 
estimate; 6Source: Camissa Asset Management; gross of management fees; 7Domestic Balanced Fund benchmark returns are an estimate for May; 8Median return of Alexander Forbes 
SA Manager Watch: BIV Survey; 9Global Balanced Fund benchmark returns are an estimate for May; 10Median return of Alexander Forbes Global Large Manager Watch.
Important information: Camissa [Reg. No. 2010/009289/06] is a registered management company in terms of the Collective Investment Schemes Control Act, No 45 of 2002. Camissa is a 
subsidiary of Camissa Asset Management (Pty) Limited the investment manager of the unit trust funds and a voting member of the Association for Savings and Investment SA (ASISA). 
The information, opinions and any communication from Camissa, whether written, oral or implied are expressed in good faith and not intended as investment advice, neither does it 
constitute an offer or solicitation in any manner. Furthermore, all information provided is of a general nature with no regard to the speci�c investment objectives, investment performance, 
�nancial situation or particular needs of any person. It is recommended that investors �rst obtain appropriate legal, tax, investment or other professional advice prior to acting upon 
such information. 
Unit price: Prices are published daily on our website. Unit trusts are traded at ruling prices and can engage in scrip lending and borrowing. Exchange rate movements, where applicable, may 
affect the value of underlying investments. All funds are valued and priced at 15:00 each business day and at 17:00 on the last business day of the month. Forward pricing is used. The 
deadline for receiving instructions is 14:00 each business day to ensure same day value.
Performance: Unit trusts are generally medium to long-term investments. The value of units will �uctuate, and past performance should not be used as a guide for future performance. 
Camissa does not provide any guarantee either with respect to the capital or the return of the portfolio(s). Foreign securities may be included in the portfolio(s) and may result in potential 
constraints on liquidity and the repatriation of funds. In addition, macroeconomic, political, foreign exchange, tax and settlement risks may apply. However, our robust investment process 
takes these factors into account. 
Performance is based on a lump sum investment into the relevant portfolio(s) and is measured using Net Asset Value (NAV) prices with income distributions reinvested. NAV refers to the 
value of the fund’s assets less the value of its liabilities, divided by the number of units in issue. Figures are quoted after the deduction of all costs incurred within the fund. Individual 
investor performance may differ because of initial fees, the actual investment date, the date of reinvestment and dividend withholding tax. Camissa may close a portfolio to new investors 
to manage it more effectively in accordance with its mandate.
Fees: Different classes of units may apply and are subject to different fees and charges. Commission and incentives may be paid, and if so, would be included in the overall costs. A feeder 
fund is a portfolio that invests in a single portfolio of a collective investment scheme, which levies its own charges, and which could result in a higher fee structure for the feeder fund. 
A schedule of the maximum fees is available upon request.

Camissa Asset Management is a licensed FSP
Reg No. 1998/015218/07

Camissa Asset Management (Pty) Limited

Fifth Floor MontClare Place
Cnr Campground and Main Roads

Claremont 7708

PO Box 1016  Cape Town 8000

Tel +27 21 673 6300  Fax +27 86 675 8501

Email: info@camissa-am.com

Website: www.camissa-am.com


