
3

3
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Implement Consulting Group 

Senior Partner 
B2C industry lead 

Commercial strategy, 
customer experience

Industry expert in retail, 
FMCG. + 15 years as a 
consultant also during 
financial crisis in 2008

Please feel free to contact 
me at mls@implement.dk

or

+45 2338 0036

MARTIN LYNGAA 
SIMONSEN

Implement Consulting Group 
Partner

Strategy, retail and execution

Cand.merc.sol. and 
HD finance

15 years as strategy consultant 
and 7 years as CxO (FMCG, 
retail, biotech)

Please feel free to contact 
me at cfpe@implement.dk

or

+45 6161 6641

CLAUS F.
PEDERSEN

mailto:mls@implement.dk
mailto:cfpe@implement.dk


CHAT

Write in the chat:

1. Your name 

2. Your company

HELLO!
WHO’S HERE?



Q&A

Write in the Q&A:

1. Please write questions as we go 

through the material …

2. … and we will try to answer them 

at the end of this session.

PLEASE POST 
QUESTION IN Q&A
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Planned webinars …

GROW TOP-LINE
Increase customer centrism and intimacy, 
and grow the core customer base by being 

even more relevant than ever.

Webinar 1
21 April

ENSURE LIQUIDITY
Safeguard the market position of your retail 
business while being vigilant with cash and 

cost management. Cost focus!

Webinar 2A
5 May – 11.00

RETAIL
CONSUMER

Webinar 5
26 May – 15:00

NEW 
NORMAL

Webinar 4
19 May – 15:00

ONLINE 
PRICING

Webinar 3
19 May – 11:00

GROWTH 
STRATEGY

Webinar 6
June or August

CHANGE 
THE GAME

Webinar 7
June or August

GROW TOP-LINE
Increase customer centrism and intimacy, 
and grow the core customer base by being 

even more relevant than ever.

Webinar 1
12 May – 15:00

ENSURE LIQUIDITY

Webinar 2B
12 May – 11.00

Safeguard the market position of your retail 
business while being vigilant with cash and 

cost management. Cash focus!



… with the opportunity to deep dive into a 1:1 session with 
IM_experts with focus on your specific opportunities and challenges

8

1:1 SESSIONS

Webinar 1 Webinar 2 Webinar 3 Webinar 4

Webinar 5 Webinar 6 Webinar 7
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Will liquidity reset ensure short-term survival 
and long-term growth?

COVID-19 is not the (only) reason.

It is a catalyst of a change that 
most likely would have happened 

anyway …

… a large part of the traditional 
retail business was in an 

unhealthy state already prior to 
COVID-19.

Overnight disruption in 
consumer behaviour and 
channel utilisation has 

pinpointed many weak points 
of traditional retailing ...

… the faster you adapt, the 
more likely you are to 

experience growth, and the 
better you will be prepared for 

post-COVID-19.

however and

The response cannot only be focused on cost.

Reset of liquidity management to address the new normal through three buckets

Maintain debt | Increase Liquidity | Ensure funds for growth activities
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Seminar 2

SAFEGUARD LIQUIDITY IN RETAIL
Safeguarding liquidity concerns both evaluating your cost base 
to look for minimising of opportunities, as well as evaluating how 
to maximise your cash position.

CASH

Inventories

Payables

Receivables

CAPEX

Safeguard your cash position – employees, 
suppliers and creditors all need to get paid, 

even in a crisis.

COST
Be vigilant in terms of adjusting your cost 

base to your business activity level 
(expected revenue drop).

Cost of Goods

People

Rent

HERE I PROPOSE THAT 
WE INDICATE THAT IT 
WILL ONLY BE ABOUT 
COST THIS TIME
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Our ambition with this short webinar is to bring … 

11

1

… relevant theory and best 
practice from Implement

with tangible actions. 

… simple tools that can help you 
keep track of actions for cost and 

cash improvements.

… a guide/methodology for how to 
keep track of cost savings and how 
to channel funds to new activities 

following the reset.

2 3
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… hence, we need to move 
the cost curve down to 
create the liquidity needed 
for growth activities (and 
investments).

We need to move the cost 
curve down – but if this is all 
we do, revenue will most 
likely follow down …

Revenue

Cost

SAFEGUARDING 
LIQUIDITY IN RETAIL 
IS NEEDED TO CHANGE 
THE OUTLOOK
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COST ADJUSTMENT
Be fast and be persistent

Rent

Reach out to property owners to negotiate 
reduced rent and better terms. Consider new rent 
models based on revenue.

People

Reset work capabilities to the new normal to 
deliver in relevant touch-points in all channels 
and then adjust headcount if needed

Cost of goods

Approach your supplier/brand owner to 
negotiate sharing of margin loss, followed 
by higher proportion of revenue sold with 
discount



Negotiate reduced cost 
of goods on outstanding 

invoices and incoming goods.

REDUCE INCOMING 
GOODS

REDUCE COST 
OF GOODS

Negotiate cancellation 
of incoming volume, goods 

in transit or on hold.

ADAPT YOUR COST OF GOODS
Current situation opens-up a window for new ideas

RESET COMMITMENT 
FORMAT

Use current situation to reset 
commercial agreements to 
match new normal in retail.
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SITUATION

• Business outlook for 2020, and beyond, is significantly different now vs. when 
you placed your order for spring and summer 2020.

• 50% of all consumers expect to spend less in the coming 6 months (or longer) than 
what they did in the same period the year before.

• Consumers’ prompt stop in spending has caused an immediate excess inventory 
for many retailers. On top additional inventory is on its way.

• Consumers are increasingly shifting sales channels (Physical → digital), which 
further emphasises current inventory challenge. Particularly for those with emphasis 
on physical retail.

• Post-COVID-19 many consumers indicate an interest in staying with new sales 
channel.

• As a consequence many retailers are, and will be, seeking to minimize risk by 
selling products at discounted prices. Not good for retailers nor brand owners.

REDUCE COST OF GOODS
High inventory levels and high discount levels would be challenging in a normal setting, 
in current crisis it is lethal!
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REDUCE COST OF GOODS
Along side commercial initiatives, reduced Cost of Goods and/or better payment 
terms on outstanding invoices may be what brings your business through the crisis

RECOMMENDATIONS

Short term

• Approach suppliers/brand owners 
and ask for:

• Sharing of margin loss on 
outstanding invoices and on 
incoming goods.

• Improved payment terms

Medium/long term

• Look for ways to reduce 
commitment with long horizon

• Look for commercial models, 
that better balance your 
risk/reward.  

• Increase value chain 
transparency beyond own 
“frontiers”.
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REDUCE COST OF GOODS
A simple example of how to present your case to a supplier/brand owner showing how 
significant an impact it gives if retailer and supplier/brand owner share the profit drop

Comment

• Having your supplier/ 
brand owner to part-take 
in the discount game will 
have significant impact

• Improved payment terms 
may be what will bring you 
on the other side of the 
current crisis

• Material will be shared, 
including how to use

• Further elaborated in 1:1 
sessions

Simplified overview of retail revenue and cost structure

Revenue 

(DKK)

Revenue split-

% (full price/off 

price)

Margin% for 

retailer
Margin (DKK)

Salaries 

(DKK)
Rent (DKK)

Other costs 

(DKK)
Profit (DKK)

100 80 50 40

20 20 4

Total (DKK) 100 44 18 15 8 3

100 60 50 30

40 20 8

Total (DKK) 100 38 18 15 8 -3

100 60 50 30

20 20 4

20 35 7

Total (DKK) 100 41 18 15 8 0

Normal outlook

If new 

discounts are 

100% taken

If new 

discounts are 

shared 50/50 
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REDUCE COST OF GOODS

Simplified overview of retail revenue and cost structure

Revenue 

(DKK)

Revenue split-

% (full price/off 

price)

Margin% for 

retailer
Margin (DKK)

Salaries 

(DKK)
Rent (DKK)

Other costs 

(DKK)
Profit (DKK)

100 80 50 40

20 20 4

Total (DKK) 100 44 18 15 8 3

100 60 50 30

40 20 8

Total (DKK) 100 38 18 15 8 -3

100 60 50 30

20 20 4

20 35 7

Total (DKK) 100 41 18 15 8 0

Normal outlook

If new 

discounts are 

100% taken

If new 

discounts are 

shared 50/50 

Expected additional 
discounted revenue.

Expected realised 
margin after sharing 

discount with supplier.

Significant impact on 
profitability by sharing discount 

with supplier.

Ambition

• To convince supplier/ 
brand owner to partake 
in efforts to sell out 
goods with discounts.

Ratio of discounted revenue doubles from 20% to 
40% of revenue.

Full price revenue has a margin of 50%, 
discounted has an average margin of 20%.

On the “new” discounted revenue, margin drop is 
shared 50/50 with brand owner. Hence, your 
margin becomes ((50+20)/2) = 35  

Support slide, was not part of 
presentation
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Revenue (DKK)

Revenue split 

(full price/off 

price) - %

Margin% for 

retailer
Margin (DKK) Salaries (DKK) Rent (DKK)

Other costs 

(DKK)
Profit (DKK)

100 80 50 40

20 20 4

Total (DKK) 100 44 18 15 8 3

100 60 50 30

40 20 8

Total (DKK) 100 38 18 15 8 -3

100 60 50 30

20 20 4

20 35 7

Total (DKK) 100 41 18 15 8 0

Normal outlook

If additional 

discounts are 100% 

on you

If new discounts 

are shared 50/50 

with supplier

19

Approach

1. Prepare numbers for your normal split between full price and discounted revenue.

2. Prepare best guess for your margin ratios, full price and discounted revenue.

3. Prepare your normal salary % and rent % and others %.

4. Identify your best guess on increase in discounted ratio of revenue.

5. Set your target for what suppliers should contribute (in example, 50% of margin drop).

6. Fill in the numbers in this simple tool and see the consequences.

REDUCE COST OF GOODS

Support slide, was not part of 
presentation
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REDUCE INCOMING GOODS NOW. 
ACT AS INTEGRATED RETAILER GOING FORWARD

Examples of reactions from integrated retailers
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REDUCE INCOMING GOODS NOW. 
TAKE STEPS TOWARDS INTEGRATED RETAILING

Worthwhile considerations for other retailers

• Seek to cancel any expected excess 
volume of planned incoming orders. Reset 
you plans for next order cycle with your 
suppliers

• Explore more flexible commitment 
formats (e.g. consignment), short and long 
term. You may have to accept lower margin

• Consider sharing of stock across multiple 
locations/retailers

• Pursue transparency from factory to store 
floor
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COST 
OF GOODS

How much have you 
involved your supplier/ 
brand owner in the current 
crisis situation?

POLL

1 = Nothing

5 = All I can imagine



Review the salary base and make a 
temporary reduction in salary or move 

more towards incentive pay.

REDUCE/CHANGE 
HEADCOUNT

RESET WORK TASKS
AND CAPABILITIES

REDUCE 
SALARIES

Evaluate the activities needed within 
the channels to fit the customer journey 
and the value chain to fit the operating 

model…

… and consider the balance between 
fixed and flexible employees

Reset work tasks and capability needs 
to the new normal.

QUICKLY ADAPT YOUR PEOPLE
To a situation (and future) with less store traffic

Less possible in retail as we are 
typically at minimum wages.
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Fixed costs

RESET WORK TASKS AND CAPABILITIES

Variable costs

Local legislation has opened for support packages, 
where stores are closing, and revenue has dropped 

(30% in DK)

People costFlexible base

Key consideration now is how to activate employees 
in generating traffic and increasing conversation.

Fixed base

Reset work tasks and capability needs to the new normal 
and then reduce headcount, if needed 
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People cost

Fixed base

Customer 
journey

Flexible base
Touchpoints

RESET WORK TASKS AND CAPABILITIES
Reset work tasks and capability needs to the new normal 
and then reduce headcount, if needed 
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People cost

Fixed base

Customer 
journey

Flexible base

Offline

Touchpoint 

Online

Inspiration Traffic POS Fulfilment

Customer journey

Multiple touchpoints within 
different customer journeys 

and across channels.

RESET WORK TASKS AND CAPABILITIES
Reset work tasks and capability needs to the new normal 
and then reduce headcount, if needed 
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People cost

Fixed base

Live video shopping

Flexible base

RESET WORK TASKS AND CAPABILITIES
Reset work tasks and capability needs to the new normal 
and then reduce headcount, if needed 

Move of 80 people from stores to 
online advisory with in-store studios
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People cost

Fixed base

Yesterday

Customer  journey is developing 
with more touch-points

Today

Tomorrow

New touchpoints

+ + + +

0

Accept negative business case 
in touchpoint to have consumer 
continue on journey.

Missing touchpoints due to a negative 
business case within touchpoint and 

risk having consumers leave journey.

Flexible base

Touchpoint 

RESET WORK TASKS AND CAPABILITIES
Reset work tasks and capability needs to the new normal 
and then reduce headcount, if needed 
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People cost

Fixed base

Customer 
journey

Tomorrow
0.8

We need to understand the value of each touchpoint as the 
multiplication of each touchpoint and thereby probability of 
winning the customers.

Flexible base

Touchpoint 

0.7 0.9 0.8 0.9 0.9 0.7 = 0.2x x x x x x

We need to consider the risk 
if the value for the customer 
is not there in a given 
touchpoint.

0.8 0.7 0.9 0.0 = 0.0x x x

RESET WORK TASKS AND CAPABILITIES
Reset work tasks and capability needs to the new normal 
and then reduce headcount, if needed 
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Traffic

Conversion

Basket size

10%

40%

30%

30% 50%

25%

30%

20%

30%

20%

*) Estimated effects from different retailers

RESET WORK TASKS AND CAPABILITIES
Each potential touchpoint or action has the possibility to drive up sales* 
– being traffic, conversion and basket size
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How much do you expect 
to work on resetting tasks 

and capabilities?

Have you mostly reallocated 
resources or simply reduced 

headcount?

POLL

1 = Nothing

5 = All I can 
imagine

POLL

1 = Reduced 
headcount

5 = Reallocated 
resources

People



ADAPT YOUR RENT COST
To a situation (and future) with less store traffic

LESS RENT
Negotiate reduced rent 

and/or better payment terms 
to reflect the crisis situation.

RESTRUCTURE
Restructure the commercial 
agreements away from floor 
space-based towards linked 

to value.

LESS SPACE
Downsize your footprint and 
vacate premises/areas not 

absolutely needed.
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Situation
• Footfall in physical retail: Index 60 or less.

• Revenue for online retailing: Index 130 or 
higher.

• Conversion is stable or slightly increasing.

• Basket size is stable or slightly increasing.

• Increasing share of revenue is generated by 
discounts (=lower margin).

• Things will normalise, but the retail channel 
split will be changed permanently, AND

• Margins in many sectors are likely to stay 
lower than pre-COVID -19 for a while

CHALLENGE YOUR RENT AGREEMENTS
There is a new normal

Footfall 

Basket size

Conversion

Margin
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CHALLENGE YOUR RENT AGREEMENTS
The value of your current store location can be seen as the

Location value equation

Footfall Conversion Basket size Margin
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CHALLENGE YOUR RENT AGREEMENTS
Use the Location Value Equation as lever for change in dialogues with owner 

2019: 21.220 30% 782 DKK 44% DKK 2.190.413

2020: 15.000 33% 802 DKK 32% DKK 1.270.368

Location value equation

Footfall Conversion Basket size Margin

Location 
value
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Recommendations, based upon the equation

• Renegotiation of rent levels:

1. New reduced fixed rent level.

2. Move to revenue-/traffic-based rent level.

3. Revenue-based (with floor level).

• Renegotiation of terms:
1. Reset of automatic future rent developments.

2. Introduction of more flexible payment terms.

Location value equation

CHALLENGE YOUR RENT AGREEMENTS
The value of your current physical location shall be foundation for negotiating 

Footfall Conversion Basket size Margin
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Respect that the situation is also 
critical for the property owner. 

Be prepared to share government 
support and give extended 

commitment against a new rent 
model.

Increasing tendency in Denmark of 
moving from fixed to revenue-based 

rent models. 

However, 
including e-commerce sales into 
value based rent agreement, in 
relevant geographies, may be a 

point for discussion.

CHALLENGE YOUR RENT AGREEMENTS
Remember that nothing comes for free
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Recommendation

• Make overview of turn-over and 
rent% can help you quickly identify 
locations that needs attention.

• Clarify what improvements that 
are needed in rent agreement in 
order to prevent closedown or 
down-sizing of location.

• Approach property owner

CHALLENGE YOUR RENT AGREEMENTS
Example of a way to identify where to initially focus your efforts

Support slide, was not part of 
presentation
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Approach

• Make Excel sheet with list of all 
store locations.

• Insert for every location:

1. Turnover, rent, margin and rent % 
for all of 2019.

2. Realistic turnover, rent, margin 
and rent % for all of 2020.

3. Expected turnover, rent, margin 
and rent % for all of 2021. 

• Prioritise locations to work with.

• Use overview as visualisation in 
dialogue.

RESTRUCTURE YOUR RENT AGREEMENTS
Change from fixed to value-based rent

Support slide, was not part of 
presentation
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RENT

How much have you 
done to reset your store 
location rent?

POLL
40

1 = Nothing

5 = All I can imagine
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MOVING COST SAVINGS TO GROWTH INITIATIVES …
Evaluate your cost base, consider what is critical now while also 
having an eye for what will drive growth on the other side 

SAVINGS BUCKETS

Maintain 
debt

Increase 
liquidity

Growth 
initiatives

Balance the buckets 
to change the 
outlook

Revenue

CostBucket 1 Bucket 2 Bucket 3



… TO COME OUT STRONGER FROM THE SUMMER 
AND MAKE 2020 GREAT AGAIN

We need to balance the aggregated 
realised savings towards expected 
investments.



CASHCOST
Safeguard your market and cash 

position – employees, suppliers and 
creditors all need to get paid.

Be vigilant in terms of adjusting your 
cost base to your business activity level 

(expected revenue drop).

43

Today Next week
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COST ADJUSTMENT
Be fast and be persistent

Rent

Reach out to building owners to negotiate 
reduced rent and better terms. Consider 
new models based on revenue.

People

Reset work capabilities to the new normal 
to deliver in relevant touch-points in all 
channels and then adjust headcount if 
needed

Cost of goods

Approach your supplier/brand owner 
to negotiate a situation (and future) 
with less footfall and higher discount 
levels.

REDUCE/CHANGE 
HEADCOUNT

RESET WORK TASKS
AND CAPABILITIES

REDUCE INCOMING 
GOODS

REDUCE COST 
OF GOODS

RESET FUTURE 
COMMITMENT

LESS SPACELESS RENT RESTRUCTURE



Q&A

Write in the Q&A:

1. Please write questions in Q&A

2. We will try to answer in the next 20 min.

Q&A
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1:1 SESSIONS

Webinar 1 Webinar 2 Webinar 3 Webinar 4

Webinar 5 Webinar 6 Webinar 7

You now have the opportunity to sign up for a 1:1 session
with an Implement expert panel …



… which includes a preparation call and then 
3 rounds of 1-2 hours to move from idea to action

47

1:1s
Launch prototypes and 

test the plays in the 
market (micro-moments).

Group prioritised ideas 
into company-specific 

plays that describe how to 
win in each play.

Generate ideas of 
company-specific sub-
industries and prioritise 

ideas.Understand the context of 
your business –

challenges and actions 
taken.

Round 1 Round 2 Round 3

Pre-call

Ideas

Growth Cost

Prepare to track ongoing 
cost savings and growth 

initiative effects.

Identify key cost levers 
and prioritise where to 

reduce. 

Round 1 Round 2 Round 3

Split cost reductions into 
different buckets, incl. 
allocation for growth 

initiatives.

Growth Cost
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You are qualified to a free 1:1 session if you …

1 2 3 4 5

… are willing to 
allocate the 

necessary time for 
the sessions and 
work in-between 
sessions to mature 

ideas and plays.

… have been granted 
full involvement in 

all sessions by your 
management team 

(CxOs).

… are willing to 
commit to testing 

new plays 
(prototypes) upfront 

on how to create top-
line growth in the 

markets.

… will provide 
feedback to 

Implement on 
progress and impact 
of plays (in return, we 
will help you adjust).

… write us a few 
lines about yourself 

and your current 
situation.

And if you really liked it and it created impact, 
please share this with others.
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Next webinars …

GROW TOP-LINE
Increase customer centrism and intimacy, 
and grow the core customer base by being 

even more relevant than ever.

Webinar 1
21 April

ENSURE LIQUIDITY
Safeguard the market position of your retail 
business while being vigilant with cash and 

cost management.

Webinar 2A
28 April

RETAIL
CONSUMER

Webinar 5
26 May – 15:00

NEW 
NORMAL

Webinar 4
19 May – 11:00

ONLINE 
PRICING

Webinar 3
12 May – 11:00

GROWTH 
STRATEGY

Webinar 6
June or august

CHANGE 
THE GAME

Webinar 7
June or August

GROW TOP-LINE
Increase customer centrism and intimacy, 
and grow the core customer base by being 

even more relevant than ever.

Webinar 1
12 May – 15:00

ENSURE LIQUIDITY

Webinar 2B
5 May

Safeguard the market position of your retail 
business while being vigilant with cash and 

cost management.



CASHCOST
Safeguard your market and cash 

position – employees, suppliers and 
creditors all need to get paid.

Be vigilant in terms of adjusting your 
cost base to your business activity level 

(expected revenue drop).
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Next Tuesday
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HAVE A GREAT DAY

THANK YOU 

51
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IT’S TIME FOR

QUESTIONS

CHAT



53

THANKS
Facilitators:

Claus F. 
Pedersen

cfpe@implement.dk

Martin 
Lyngaa 
Simonsen

mls@implement.dk

mailto:cfpe@implement.dk
mailto:mls@implement.dk



