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DARE TO DREAM 
BIG, ASPIRE AND 
MAKE CLEAR 
CHOICES OF WHERE 
YOU WANT TO GO…
AND HOW TO 
GET GOING!

A commercial strategy should be an actionable answer for how to grow your company 
organically

Leverage market opportunities by considering 
multiple possible options

Have a clear purpose and aspiration and make 
it part of your culture/ commercial mindset

Structure and align your organisation according 
to commercial priorities and track progress

Think creatively on how to obtain necessary 
capabilities

Reconfigure your value proposition to target 
validated customer needs
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01. OUR POV ON 
DEVELOPING 
COMMERCIAL 

STRATEGY
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GROWTH 
STRATEGY Do you know where 

your existing growth is 
coming from… why 
customers choose to 
do business with you?

And do you know where 
your future growth is 
going to come from?
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IDENTIFYING AND DESIGNING OPTIONS FOR GROWTH

Strategy as portfolio 
optimisation
We believe in an uncertain world; it’s about 
de-risking growth bets in the future, not 
executing a plan. Strategy turns into a 
continuous decision-making process that 
continues long after consultants have gone. 
We centre strategy execution around your 
portfolio of growth bets. 

Think of strategy like a venture 
capitalist.

Framework: Strategic Agility
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Strategy as designing
We try to overcome solution jumping by 
carefully framing the right problems. Only 
then can we craft enough promising growth 
options which we arrive at both analytical 
and intuitively.

Think of strategy like a designer.

Framework: Design Thinking

Explore
opportunities

Make 
decisions 

2
Strategy as decision-
making
We believe that strategy is the answer to 
five simple questions. It is about real and 
integrated choice making that includes both 
the goal setting as well as the operating 
model side. Have the decisions ready in a 
well communicable manner that is inviting 
and stresses the “WHY. 
Think of strategy like a constitutionalist 
does!

Framework: Playing to Win

1
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We believe that strategy is the answer 
to a question. It is about real and 
integrated choice making that includes 
both the goal setting as well as the 
operating model side. Have the 
decisions ready in a well 
communicable manner that is inviting 
and stresses the “WHY. 
Think of strategy like a 
constitutionalist does!

DECISION-MAKING
Strategy as the answer to five questions

Roger Martin, among the 
top management and 
strategy thinkers globally 
and in a partnership with 
Implement Consulting 
Group regarding strategy 

321

What management 
systems are required?

What capabilities 
must be in place?

How will we win?

Where will we play?

What is our winning 
aspiration?

• What is our the long-term aspiration?
• What are the strategic and financial goals that we aim to fulfil?
• How do we deliver a strong brand promise to existing and new customers?

• In which segments and product/services categories will we play?
• Which needs (articulated/latent) do we intend to target for each key stakeholder group?
• Where will we not play? 

• How will we position ourselves optimally in the chosen playing field to 
differentiate and win customers against competition? 

• With what value proposition and key choices about business model 
design?

• Which core capabilities (processes, skills, systems and assets) 
must be in place to support our digital aspiration?

• With what level of distinctiveness and in what configuration? 
Where do we rely on partners?

• How do we design the organisational setup and 
governance structures to support the capabilities required 
to win?

• How do we manage, measure and track performance to 
align our efforts?
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We try to overcome solution jumping 
by carefully framing the right problems. 
Only then can we craft enough 
promising growth options which we 
arrive at both analytical and intuitively.
Think of strategy the way a designer 
thinks of his product!
Framework: Design Thinking

GROWTH OPTIONS TO BE CRAFTED
Strategy as a creative design process to explore growth options

Design Thinking, the 
dominant approach to 
tackle problems and 
design solutions under 
uncertainty

DISCOVER
RESEARCH

DEFINE
SYNTHESIS

DEVELOP
IDEATION

DELIVER
REFINING
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Solve the right problem Solve it right
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SOLUTION 
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We believe in an uncertain world, it’s 
about de-risking growth bets in the 
future, not executing a plan. Strategy 
turns into a continuous decision-
making process that continues long 
after consultants have gone. We centre 
strategy execution around your 
portfolio of growth bets. 
Think of strategy like a VC does!
Framework: Strategic Agility

PORTFOLIO OPTIMISATION
Strategy is not a linear process

3

Strategic Agility a time-
tested methodology to tackle 
strategy in a turbulent and 
uncertain world by the former 
Implementers Lukas Bär, 
Michael Erzinger and 
Samuel Loher
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In order to drive a valuable commercial strategy process, we believe you should focus on 
four key elements

Facilitate 
strategy                   
as co-creation 
process

It is critical to engage all relevant stakeholders while developing the options to ensure they are anchored 
within the organisation. By involving different stakeholders from different parts of the organisation, growth 
opportunities can be identified and evaluated – based on the existing knowledge and market feedback. The 
aim is not to chase all opportunities, but to pursue the right ones to reach our goal. 

Focus on 
actionable 
commercial 
choices

Complex strategic choices should be made as clear and simple as possible. All key stakeholders should be 
able to see the implications for their role. Start by co-creating a firm market gameboard: Where are we 
playing, who are we serving, with what products and services. Then ensure that key choices are translated 
into a financial build up from today to the future growth.

Test and calibrate 
the commercial 
system

All key choices should be calibrated into our commercial system: Customer Experience, OPM, Value 
Proposition, Go-to-market, Operating Model (the Growth diamond).
The agreed changes to the most critical dimensions are then prototyped to ensure stakeholder validation 
and valuable feedback loops. 

Start with 
outside-in 
customer insights 

Customer insights is the foundation for decision-making. We dare to ask explorative questions about the 
human experience, instead of building new solutions based on outdated assumptions about how the world 
works. We are dedicated to turning real people’s real needs into new business opportunities, at a pace that 
secures our clients’ competitive advantage in a fast-moving world.

1

2

3

4

At IM we believe…
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02. 
COMMERCIAL

LESSONS LEARNED
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In our view, companies should rethink their commercial strategy on three levels…

RETHINK 
YOUR 
COMMERCIAL 
STRATEGY

02.
INVESTED IN THE RIGHT 
DELIVERABLES

01.
IDENTIFIED THE RIGHT 
CHALLENGE

03.
TRACKED THE RIGHT THINGS 
AND EVALUATED FREQUENTLY

HAVE WE…?
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01.  HAVE WE IDENTIFIED THE RIGHT CHALLENGE? 
Companies with successful commercial strategies share 10 key characteristics

Strategic 
dimensions

We communicate strategic choices that enable daily prioritisations

We track all change initiatives to specific commercial funnel impact

We focus time and resources on no more than 5 market segments

We work in cross disciple teams that generate proactive sales in target segments 

We showcase channel-specific presence based on insight into customer journey

We are organised in financially focused teams with commercial focused targets

We have fact-based insight into target segments needs and sales drivers

We work actively to minimise complexity of both offering and operation

We balance firm customer promises and short-term commercial targets

We are able to articulate a real market-differentiated value proposition

1

2

3

4
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Commercial parameters

What is our 
winning 

aspiration?

Where will 
we play?

How will we 
win?

What 
management 
systems are 

required?

What 
capabilities 
must be in 

place?
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02. HAVE WE INVESTED IN THE RIGHT DELIVERABLES?
A complete commercial strategy covers a firm set of 18 requirements

Strategic 
dimensions

Requirements
– In order to successfully implement a commercial strategy we need to:

Align our long term 
aspiration and values

Prioritise market 
segments and target 
customers

Make fact-based 
choices on how to 
differentiate

Prioritise and improve 
critical capabilities

Generate energy 
around a few Must 
Win Battles

Track and evaluate 
performance on a 
fixed set of KPIs

Set strategic and 
financial goals

Align on a desired 
market position

Define customer 
experience & 
moments that matter

Develop joint 
commercial 
empowerment

Clarify and 
communicate 
customer promise(s)

Allocate focus and 
resources to prioritised 
sales channels

Invest in and train our 
front-line employees

Develop and 
communicate a 
competitive Value 
proposition

Execute change 
initiatives in agile 
model

Prioritise and 
overinvest in specific 
markets

Challenge our 
business model to 
fit market dynamics

Optimise suppliers 
and partners to fit 
differentiation

What is our 
winning 

aspiration?

Where will we 
play?

How will we 
win?

What 
management 
systems are 

required?

What 
capabilities must 

be in place?
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03. HAVE WE TRACKED THE RIGHT THINGS AND EVALUATED FREQUENTLY?
The strategy should be evaluated based on a joint impact case that supports the 
desired aspiration and highlights a set of key commercial KPIs

• The project scope and 
desired value creation 
should be agreed and visible to 
all relevant stakeholders.

• To ensure a common 
understanding and joint focus, 
Implement always works with a 
formulated impact case.

• The impact case should always 
look to include all three levels of 
impact: financial, business and 
behavioural.

• The three levels of 
impact ensure a 360° view of 
the project and that we are on 
track in terms of both short-term 
and long-term value creation.

• Winning aspiration for all three key stakeholders 
(customers, partners and organisation)

State desired impact on relevant dimensions, e.g.:

• Customer performance 

• Financial performance 

• Process performance 

• Compliance with external requirements

• Intangibles and other benefits

Business impact

State the desired impact along relevant 
dimensions, e.g.: 

• Behaviour, such as specific practices applied 

• Organisational capabilities demonstrated

• Technological capabilities demonstrated

• Competence, knowledge and abilities of 
employees

Behavioural impact

IMPACT CASE
Organic strategic growth

Business expansions Innovation

Top line growth

Motivation and commitment from all relevant 
stakeholders

Actionable strategy for targeted markets and products

Market penetration and 
market development

Product development 
and earnings 
optimisation

Overall ambition
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03. 
WHY IMPLEMENT 
AND SELECTED  

REFERENCE CASES
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Why Implement Consulting Group?

WHAT WE BRING …
A unique approach 
to strategy

• We believe strategy is about more than just making a plan; it is about creating choices and designing the future you want
• We combine different ways of approaching strategic challenges by combining innovation tools like prototyping and testing with

analytical thinking and methods
• We co-create with you a strategy that builds a burning desire and delivers energy

Functional experts • By bringing in subject matter experts, we can provide insights and thought leadership which can spark new ideas and solutions
to key business challenges

• Implement Consulting Group works with a broad range of functional areas, and for example, we have people who are experts 
within internationalisation, sustainability, value proposition design, digitalisation, supply chain optimisation and innovation

Change with impact • We work collaboratively with you, as we believe this creates the most long-term sustainable impact from the projects we support
• Our focus is not just to solve challenging problems, it is just as much to make sure that the necessary changes and solutions

are well implemented across the organisation
• Our approach to change and implementation is that it starts on Day 1 – there is no clear distinction between commercial 

strategy formulation and implementation

Unparalleled insights 
capability

• We bring a unique outside-in perspective through our partnership with Is it a Bird and our proprietary SONAR insights platform
• We work closely with our Is it a Bird colleagues to gain a deep and nuanced understanding of customers’ behaviour, 

motivations, and emotional drivers, to inform where there are opportunities to create relevance and value
• We use SONAR, our video-based research platform, to easily and quickly process qualitative interview data and provide access 

to dynamic insights boards and individual customer quotes & observations
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We have supported several of our other clients with similar commercial growth strategies 
as you can see in selected reference cases below

Commercial Strategy 
and GTM model

Growing the Core Commercial 
Turnaround

New Market Offering Strategy Redesign 
Process

Commercial Strategic 
Activities

A leading consumer 
electronics company identified 
six priority markets in Europe 
which they were intent on 
winning. Implement supported 
them in defining a win-a-
market blueprint, which 
outlined the growth choices the 
market teams needed to 
create and make in order to 
turn their commercial 
ambitions into real life results.

Identified growth options of 
100M GBP sales (5X today).
Achieved 136 sell out index 
(within 6 months).
Scope: Global (Prototype 
within one market).

A Nordic female clothes 
producer was facing 
challenges during COVID-19. 
Implement helped develop a 
commercial strategy. Key 
initiatives were identified 
focusing on accelerating the 
on-line sales channel, 
establishing own physical 
outlet store – to be used as a 
show room, increasing prices 
for specific market segments 
and growing specific countries.

Identified key initiatives to 
enable 100% growth within 
3 years.
Scope: Nordics

The client is a global 
ingredients producer and 
regional market leader in 
China, which was losing 
market share. Implement 
helped establish and drive the 
process, facilitating and 
challenging on all relevant 
strategic dimensions, ensuring 
a clear strategy to turn around 
the business, with full 
ownership.

Top line growth went from a 
drop of +30% YOY to a +40% 
growth over 18 month.
20% annual increase in 
sales.
Scope: China

The business division, 
Renewables, of an offshore 
facility services provider had 
tried for years to get a new 
service partnering offering 
established. Implement 
supported establishing a 
stringent process to determine 
whether this was a good idea, 
and what this would look like in 
terms of market segments, 
value proposition and business 
model.

Aspiration to grow business 
topline from DKK100m to 
DKK300m in 3 years.
Scope: Nordics

A leading alcohol beverage 
company wanted to address 
identified strategic fields and 
start a Strategy Re-Design 
Process to shape the future of 
the business. Implement 
designed a new strategy 
process with the client, which 
combined analytics and 
creativity, aspiration and 
experimentation, and earnings 
and learnings.

Project ongoing. 
Scope: Global 

A leading pharma company 
was looking for support to  
prioritise commercial strategic 
activities: Determine financial 
targets, define a gameboard 
prioritising key customers and 
products, design the right 
value proposition, decide the 
right way of selling and agree 
on the needed competences 
and organisational setup to 
deliver on the prioritised 
customers.

Enabled management to 
have clear and unified 
perspective on commercial 
activities and resource 
allocation.

… DOCUMENTED IMPACT

SELECTED REFERENCE 
CASES AND …
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Case overview
Enabling growth with Lantmännen Unibake UK/US

How and where to 
grow the FS 
business?

How to focus sales 
efforts with new ways 
of working and 
increased 
collaboration

How to make 
actionable and fact-
based choices of 
customer segments

How to sharpen 
value proposition to 
each segment

Where will 
we play?

How will 
we win?

Management 
systems

Capabilities
Which core skills to 
invest in to succeed 
within target 
segments?

Questions 
in scope

• The UK market has a significant amount of FS products supplied 
by small, local players, who we should be able to outperform

• Strong sales and operation planning process is required to service 
and develop local markets

• Local, segment-specific win rooms help sustain ambition level 
down through the organisation and create joint sense of 
accountability

• We optimise our cost to serve by having a predefined route to 
market for each segment category based on a set of tangible 
choices

• Finding and building cooperation with local distributors is key to 
penetrate specific segments

• Need for narrowing down from 90+ possible market segments to 
few target segments, which should receive proactive attention and 
resources to grow business

• Proactive to sales through wholesales is required to boost lead 
generation and conversion rates

• Process to use evidence-based sales etc. – not emotion or 
relationship to make key decision

• Pricing is done overly complex and can often benefit from standard 
contract and SLA

• The optimal way to service the retail and FS segments is 
significantly different and requires alternative setups, incl. sales 
skills, new product development, marketing, insight support, etc.

• The FS sales force is often too reliant on distribution push to 
generate growth

Key 
learnings

Strategy one pager 
(based on P2W 
concept) to showcase 
clear strategic choices

Commercial 
excellence framework 
to focus on  strategic 
issues

Game board to scope 
market and identify 
potential target 
segments

Market segment 
analysis based on 
attractiveness and 
ability to compete

Commercial win room 
to ensure actionable, 
short-term 
prioritisations

Cascading where to 
play decision down to 
single sales rep time 
allocation

How-to-win analysis 
and customer 
interview validation

Value proposition and 
service differentiation

Industry challenge to 
help identify key 
improvement areas

Assessment of 
commercial 
capabilities to 
challenge with best 
practice

Key 
frameworks 

and tools
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