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RETHINK YOUR 
G2M AND CHANNEL 
STRATEGY FOR
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IF YOU ARE TO 
REBUILD YOUR 
G2M STRATEGY
WHAT WILL 
BE YOUR MAIN 
CHANNEL DESIGN 
CRITERIA?

Higher interest and awareness

Cost-effective conversion

Profitable growth

Increased loyalty
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01. LESSONS 
LEARNED
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We are facing the biggest channel opportunity and challenge of our times…

Sources: FMI & Kurt Salmon (2017): Future of Food: New Realities For The Industry
International Trade Administration (2022): European B2B eCommerce Markets Forecast
McKinsey (2022): The new B2B growth equation

HOW ARE CUSTOMER 
PATHWAYS & CHANNEL 
PREFERENCES 
CHANGING 
and how might we configure our 
channel approach to leverage 
the opportunity?

Channel preferences are changing dramatically. On the 
consumer-side, 80% of shoppers visit three or more channels to fulfil 
their household needs.

1

Forecast indicates B2B e-commerce channels will grow ~12% 
over the next four years, due to channel fragmentation.2
Many new players and platforms are emerging, which leads to 
increasing channel complexity. Today, customers expect to 
engage across ten channels or more.

3
Return on marketing and sales efforts across channels are 
changing fast. 90% of B2B companies have kept or increased 
efficiency in their G2M model vs. pre-pandemic.

4
EXERCISE: Reflect upon and share what you are doing today to 
explore opportunities within existing and new channels and what 
you could investigate further.

?
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… and sharing our experience, there are several pitfalls to be aware of when improving 
an existing channel setup

5

CURRENT PERFORMANCE
• Not making a data-driven baseline identifying which channels are used today to generate what business
• Not having, and not investing, the time to get to know the profitability across the different channels

CHANNEL ASPIRATION
• No clear aspiration and goals for the different channels, and no clear definition of what success looks like
• Not identifying and clarifying the different roles the individual channels serve

MARKET FOCUS
• Not looking into market trends, ensuring key trends are leveraged
• Not looking into which market segments are being served through the different channels, and selecting which 

market segments to focus on without looking into attractiveness and the ability to compete

WINNING IN SELECTED CHANNELS
• Not looking into which value propositions should be used for what market segments in what channel and 

how you differentiate yourself from competition
• Not being absolutely clear on which channel development is needed and what the required investment might be

CAPABILITIES
• Limited understanding of which capabilities are highly important and required in order to deliver a competitive 

value proposition in our selected market segments and channels
• Limited understanding of, and interest in, which capabilities are required internally that can be acquired and 

which to partner for 

MANAGEMENT SYSTEMS
• Not adequately addressing the organisational aspects that would be required by a change in the 

channel approach
• Not proactively addressing how to ensure adequate follow-up on initiatives going forward

1

2

3
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02. OUR 
APPROACH
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In our view, companies should rethink their channel approach on three levels…

RETHINK 
YOUR G2M 
STRATEGY

How do we allocate our marketing and sales resources 
across channels? 

How do we strike the right balance between digital and 
analogue channels? 
How do we ensure an optimal resource allocation and 
agree on which resources are critical to have inhouse?

How do we reach our target segments most effectively 
and efficiently?

What combination of channels will be most effective and 
provide the highest ROI? 
Which channels do our target segments use and prefer, 
and which channels do we use and prefer?

How do we serve our existing customers most efficiently 
while meeting their expectations and driving profitable 
relationships?

What channel configuration will be most efficient in both 
landing new business as well as expanding our current 
relationships? 
What is the role of each channel?

02.
OPTIMISE 
CHANNELS

01.
OPTIMISE 
CHANNEL MIX

03.
ALLOCATE 
RESOURCES
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We believe an effective channel strategy must be built on a deep understanding of the 
customer pathways and the interaction between physical and digital channels 
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• Establish as complete an 
understanding of the customers’ 
paths to purchase as possible

• In ensuring the right integration of 
different channels, “the 5Cs” can 
be useful…

COVERAGE: 
What is the proportion of target 
audience reached?

COST: 
How cost-effective and efficient is the 
channel strategy?

CONTRIBUTION: 
How much does one channel affect a 
buyer?

COMMONALITY: 
To which extent do channels share 
the same purpose?

COMPLEMENTARITY: 
To what degree do channels 
complement each other?

Channel configurationCustomer pathwaysSTART WITH A DEEP 
UNDERSTANDING OF 
CUSTOMER  
PATHWAYS

Awareness

Consideration

Evaluation

Purchase

Use

Awareness

Consideration

Evaluation

Purchase

Use
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Go-to-market accelerator

SELECTIONAWARENESS EDUCATION ONBOARDING IMPACT GROWTH

PROSPECT
LEAD

OPPORTUNITY
COMMIT

LIVE
RENEW

COMPLETE

Identify those 
who benefit 

from our 
impact

Provoke 
based on 
impact

Share insights  
based on 
impact

Diagnose the 
impact

Price based 
on the impact

Review a plan 
to get to the 

desired 
impact

First  
impact

Achieve 
recurring    
impact

Measure and 
report the 
impact

Find areas 
where more 

impact can be 
achieved

Most successful companies adopt an integrated channel approach that covers the 
different parts of the customer journey and drives effective land and expand activities

MARKETING CHANNELS
Target:
• Attract and persuade customers to 

engage with the brand or product

SALES CHANNELS
Target:
• Cost-effective conversion 

of customers

SERVICE CHANNELS
Target:
• Deliver profitable growth and 

ensure increased loyalty



10

OVERALL CHANNEL CONFIGURATION
How are the customer channel preferences changing – and how might we configure our channel approach to leverage the opportunity?

What is the optimal channel mix to maximise return while delivering the desired customer experience for our prioritised target segments?
How do we fill the gaps in our customer pathway to drive profitable growth? 

Depending on your business needs and starting-point, there could be relevant key questions 
to address, while keeping in mind the combined channel configuration

MARKETING CHANNELS
• How do we optimise ROMI?
• How do we create the right 

balance between reach and traffic?
• How do we use marketing channels to 

drive sales efficiency most efficiently?
• How do we reach our target segments 

most effectively?

SALES CHANNELS
• How do we optimise conversion

/ win-rate by designing a more 
effective sales channel engine?

• How do we structure our sales channel 
mix to accommodate for changing 
customer preferences?

• How do we bring sales and marketing 
together throughout the buying journey 
to create a more compelling customer 
experience?

SERVICE CHANNELS
• How do we ensure increased 

loyalty and customer satisfaction 
through appropriate use of channels?

• How do we serve our target segments 
most efficiently throughout the customer 
lifecycle?

• How do we strike the right balance 
between customer retention and cost to 
serve?
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An effective G2M approach should be informed by insights and facts covering market/ 
segment insight, channel performance and an understanding of the customer journey

INSIGHTS AND FACTS COVERING:

Optimised 
G2M approach

• Channel trends and insights about new ways to reach our target segments
• Channel preferences and channel behaviour for each target segment

• Current channel performance
• Current channel cost and resource effectiveness
• Channel development

• Use and preference across channels and touchpoints
• Expectations, context and jobs to be done
• Current pain points and requirements in the category

Market and 
segment 
insights

Channel 
performance

Customer 
journey
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Solving the key issues and creating the channel strategy will typically take 8–12 weeks, 
and we suggest a four-phased approach

PURPOSE

MAIN
ACTIVITIES

1-2 weeks 3-4 weeks 2-3 weeks 2-3 weeks

Understand current 
performance, key issues, 
market trends and 
customer preferences

Set strategic direction and 
identify key channel 
options and choices

Mobilise the team and 
communicate why we 
are running this project

Develop the overall 
channel strategy

Implement initiatives and 
review effect

MOBILISATION CREATING 
INSIGHT

SETTING 
DIRECTION

FORMULATE 
STRATEGY

• Carry out an analysis of 
current performance

• Analyse market trends 
and effect on business 

• Map the customer 
journey

• Set initial goals for each 
channel

• Interview customers and 
market experts

• Identify market 
segments and channel 
preferences

• Prioritise market 
segments

• Decide on channel 
configuration

• Identify critical success 
factors to win in the 
different channels

• Identify which 
competences and 
resources are required

• Identify organisational 
aspects to be clarified

• Initial workshop
• Interview selected 

managers
• Booking upcoming 

workshops
• Create project plan and 

prepare analysis
• Start data collection

• Finalise channel 
aspiration and goals

• List strategic initiatives
• Prioritise initiatives
• Develop implementation 

roadmap
• Determine Critical 

Success Factors
• Finalise the strategy 

report 

• Define ownership of 
initiatives

• Ensure that governance 
setup and KPI’s are in 
place

• Implement initiatives

IMPLEMENT  
INITIATIVES

PHASE

Plan OK! Issues OK! Options OK! Channel Strategy OK!
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03. REFERENCE 
CASES AND 
BUSINESS 
IMPACT
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We have supported several of our other client with similar G2M and channel challenges 
and achieved sustainable results as you can see in selected reference cases below

Go-to-market model Commercial strategy 
and omni-model

New digital business 
platform

DTC go-to-market 
eCommerce 

New product offering 
and channel strategy 

Channel optimisation

The client, a high-end 
electronic producer, 
wholesaler and retailer, 
needed a new go-to-market 
model. 

We helped conduct detailed 
research of customer 
segments, customer journey 
mappings and channels –
designing a new customer 
experience brought to life 
across the various go-to-
market channels

100% Revenue Growth in 
prototyping country
Scope: Global (Prototype 
within one market).

The client was experiencing 
growth challenges and was 
behind with respect to 
customer’s needs fulfilment 
compared to competition.

We helped design the 
commercial strategy and an 
omni-channel business model 
and go-to-market model for 
online, physical stores and 
social media – creating the 
right match between products, 
customers, markets and 
channels

+23 million new customers, 
29% increase in sales.
Scope: Global 
(18 countries in Europe)

The client wanted to address 
the digital channel challenge 
and convert it into an 
opportunity they could harvest.

We helped co-create an online 
trading platform and a new 
value proposition and a more 
effective go-to-market set-up 
to target relevant market 
segments through an improved 
digital channel.

20% annual increase in sales 
and a more fit and motivated 
sales organization.
Scope: Global

The client needed support 
developing a B2C go-to-
market model for a medtec 
product, which historically had 
only been sold B2B.

We helped analyse the market 
structure, identification of 
target customers, development 
of value prop options and 
prototyping a new go to market 
channel – the DTC 
eCommerce solution.

New Sales
Scope: Global 
(Prototype US)

The client needed a new 
branded product offering and 
channel strategy

We helped conduct market 
segmentation based on in-
depth analysis of customer 
needs and behaviour. In order 
to attract the “young 
professionals” segment, a new 
value proposition and brand 
was developed, as well as a  
channel strategy and a 
communication platform. 

A new way for the client to 
expand their position within 
the targeted segment.
Scope: Four Nordic 
countries 

The client was doing well with 
their market KPIs – but not 
with business targets and profit 
levels. Consequently, they 
were seeking to optimise their 
channel structure. 

We helped work out which 
changes to the channel 
structure had the most impact 
on revenue and cost, and we 
helped realise that impact.

2.9 MEUR in EBIT increase 
due to channel optimisation 
Scope: Local Nordic project.

… DOCUMENTED IMPACT

SELECTED REFERENCE 
CASES AND …
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Below you can see how we think about impact and how your channel strategy will create 
value for your business

Financial effects

Business effects

Behavioural effects

More efficient use of the right channel structure and better fit with target segments

Increased profitability

Increased revenue Reduced operating cost

Increased profitability in channel 
operations

Increased control and channel 
structure

Higher return on marketing, sales 
and service investments

Reduced complexity and increased 
productivity 

• Increased revenue
• Reduced operating cost
• Increased EBIT/EBITDA
• Sales volume
• Market share

• Increased Return on Marketing 
Investment (ROMI)

• Increased Return on Sales 
(ROS)

• Increased ROI from customer 
service

• Increased channel productivity

• Channel decisions based on 
customer and channel insights

• Internal conversations centred 
around customer needs and 
journey and how channels can 
be optimised based on this

• Clear roles for each channel

A go-to-market channel configuration with increased total effect and better overall productivity

Increased focus on the right 
activities in the right 

channel 

Clear channel roles and 
responsibilities for each 

channel

A channel configuration 
based on insight about the 

customer journey

Channel usage optimised 
based on produced effects 

and ROI

Go-to-market decisions are 
based on the overall 

channel structure
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