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Enhancing Commercial Maturity 
to Regain Market Leadership
Through its proprietary SPARK® methodology, Eendigo launched a comprehensive 

Commercial Transformation for a leading manufacturer. The program delivered a +8% uplift 

in EBITDA, boosted sales team effectiveness, reduced churn, instilled pricing discipline with 

optimized channel terms, and expanded go-to-market reach through broader retail 

coverage.

CASE STUDY 01



A leading British marine and 
watersports manufacturer was losing 
share despite strong products, as 
fragmented go-to-market models, 
inconsistent pricing, and weak sales 
processes eroded performance. 
Eendigo’s SPARK® Commercial 
Excellence Diagnostic assessed in 
detail the commercial maturity, 
integrated customer insights, and 
benchmarked best practices, 
exposing six structural gaps. From 48 
ideas, 10 high-impact initiatives were 
prioritized, balancing quick wins with 
a systemic transformation. Within 12 
months the company achieved +8% 
EBITDA, +5% revenue growth, added 
250 customer doors, and reduced 
churn, proving that commercial 
maturity, pricing discipline, GTM 
clarity, and salesforce effectiveness, 
are as critical as product quality in 
sustaining leadership.

Client Context

Our client, a longstanding British 
manufacturer of marine and 
watersports equipment, had built a 
strong multi-brand portfolio and 
global presence through

innovation, craftsmanship, and 
high-quality materials. For 
decades, its multi-channel model, 
wholesale, distributors, own retail, 
and digital, delivered steady 
growth.
However, as competitors 
accelerated product launches and 
consumers demanded seamless 
omnichannel experiences, the 
company began to lose share 
despite strong products and loyal 
customers. Growth efforts were 
fragmented: country managers 
pursued local practices without 
clear guidance, pricing policies 
varied widely across markets, and 
discounting eroded margins. 

• Sector: Manufacturing

• Geographies: Global

• Revenues: $350m

• Headcount: 1000+

• Project focus: SPARK® 
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Sales teams operated reactively, 
with limited visibility on account 
profitability, market headroom, or 
resource allocation.
Leadership realized that more of 
the same would not be enough, a 
step change was needed. A step 
change in commercial maturity was 
required. Eendigo was engaged to 
deliver an objective assessment 
through its SPARK® Diagnostic, 
benchmarking practices, 
integrating customer feedback, and 
mapping maturity across 19 pillars. 
The goal was to identify structural 
gaps, quantify growth headroom, 
and provide a clear roadmap of 
prioritized initiatives to restore 
profitable growth and regain 
market leadership.

Client Challenges

Our assessment identified six core 
themes:
• Unclear value proposition: only 

45% of accounts found the 
brand differentiated; channel 
conflict wasted 15–20% of 
marketing spend.

• Weak new business engine: 
<30% of sales reps added new 
leads; most opportunities lacked 
qualification.

• Pricing erosion: cost-plus 
practices led to 25% price 
deviations; rebates lacked 
governance, costing ~3pp 
margin.

• Governance gaps: 70% of 
escalations traced to unclear 
decision rights.

• Ineffective sales/marketing: 
<20% of opportunities had next 
steps; pipeline inflated 2x vs 
bookings.

• Misaligned incentives: >50% of 
sales didn’t understand variable 
pay; bonuses tied to volume not 
margin.
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Exhibit 1

Source: Eendigo analysis, case data

Scoring Commercial Maturity across Key Pillars and Value Levers
Breaking down each pillar allows to identify pressing pain points in the organization with precision



Detailed Assessment

Fragmented  go-to-market strategy and brand positioning
Responsibility for channels and regions evolved organically rather than by design. Customer 
interviews confirmed that brand messaging resonated inconsistently: only 45% of surveyed 
accounts described the value proposition as “clear and differentiated.” Retail activities often 
clashed with wholesale objectives in several core markets, creating channel conflict and 
fragmented product launches. Without a unified view of the customer journey or clear channel 
roles, leadership estimated that 15–20% of marketing spend was duplicative or misaligned. Staff 
remained unsure how to prioritize resources, and leadership noted the company had lost its 
edge as a category innovator, requiring a refreshed value proposition.

Inefficient cross-selling and hunting processes
Field teams lacked a structured approach to identify and pursue new opportunities. Internal 
CRM data showed that fewer than 30% of salespeople regularly added new leads, and 60% of 
logged opportunities were missing basic qualification fields. Fewer than 10% of accounts were 
tagged with quantified headroom or share-of-wallet potential, making it difficult to set ambitious 
growth targets or allocate sales time toward the highest-return prospects. As a result, sales 
teams focused on maintaining existing accounts while high-potential leads went unserved, 
operating in a largely reactive mode.

Complex pricing and commercial terms
Pricing practices differed across regions and channels, with limited governance. Roughly 40% of 
products were priced on historical cost-plus formulas, resulting in list price deviations of up to 
25% versus competitor benchmarks. Inconsistent discounts eroded profitability, with wholesale 
accounts capturing 5–7 percentage points higher margin than e-commerce. Rigid conditions 
such as minimum order quantities and payment terms hindered new customer acquisition, while 
cross-channel price disparities triggered complaints from several of the top accounts. There was 
also limited visibility on real discounts and rebates applied, as well as little understanding of 
price elasticity.

Process, governance, and organizational gaps
Roles, territories, and decision rules were not consistently defined across the organization. Local 
teams operated with autonomy but felt unsupported by headquarters. In 70% of escalations 
reviewed, issues stemmed from unclear decision rights. Some managers remarked that 
although the company had the capabilities of a high-performance “Ferrari”, its internal processes 
kept it from staying on course. Without a clear operating model, it was difficult to coordinate 
strategy implementation, assign responsibility, or make timely decisions.

Sales and marketing effectiveness challenges
Sales and marketing processes were reactive rather than proactive. Contracts and targets were 
set, but there was no consistent activity plan to achieve them. Opportunity tracking lacked a 
closed-loop process; funnel analysis showed that fewer than 20% of opportunities had a next-
step action defined. Forecasts were often misaligned: in one key market, reported pipeline value 
was 2x higher than actual bookings. Customer service feedback indicated that the company 
needed to improve responsiveness and support. Further, baseline analyses showed that 7% of 
clients contributed 80% of sales, while sales teams in some regions spent less than 45% of their 
time on selling activities, suggesting a need for better sales force allocation and coverage.

Incentives and target-setting misalignment
Compensation schemes were perceived as unclear and often communicated late in the year. 
Over 50% of the team members surveyed stated they did not understand how their variable pay 
was calculated. Incentives were tied primarily to volume rather than margin or strategic priorities, 
while individual objectives were sometimes linked to group-level results, further diluting 
accountability. With targets often delivered months into the fiscal year, team members reported 
feeling demotivated, and performance management failed to reinforce the behaviors needed for 
a margin-focused transformation. A large proportion of staff had not received any incentives in 
the past five years, and there was no ROI estimation for the bonuses that were paid out.
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• Execute quick wins: launch 
immediate actions. In this case: 
increase retail presence, 
introduce pricing guardrails, 
increase CRM adoption, and 
Sales Effectiveness. 

Let’s see the key steps in detail:

1. Internal Assessment
We began by capturing an inside-
out view of the organization. Over 
two weeks interviews  and survey 
responses revealed fragmented 
pricing, inconsistent value 
messaging, and weak pipeline 
discipline. Less than 10% of 
accounts had quantified headroom, 
and over half of employees found 
incentive schemes unclear. This 
created a clear fact base and 
highlighted the most pressing pain 
points.

2. Voice of the Customer and 
Partners
To balance internal perspectives, 
we interviewed 11 distributors and 
retailers and collected 17 customer 
surveys. 

Eendigo Approach

To address the client’s complex 
and interconnected challenges, 
Eendigo deployed its SPARK® 
Commercial Excellence 360° 
Diagnostic. This structured 
methodology assesses commercial 
maturity across six core areas, 
anchored in 19 pillars and 58 value 
drivers. The process combines 
data gathering, internal / customer 
insights, benchmarking against 
best practices, and bottom-up 
analyses, all leading to a 
pragmatic value creation plan.

At its core, the journey follows 
three steps:
• Diagnose and data analysis: 

assess maturity across 19 
pillars, integrate customer voice, 
and benchmark practices.

• Prioritize: consolidate 48 
improvement ideas into 10 
initiatives, sequenced into quick 
wins.
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Voice of the Customer Assessment showing Key Account’s Marketing Mix Perception 
Exhibit 2

Combined ratings and qualitative comments revealing areas for improvement in go to market and support 
practices

Source: Eendigo Playbook



Their feedback validated the 
client’s strong product reputation 
but pointed to commercial 
weaknesses: inconsistent pricing 
across platforms, complex terms, 
and limited promotional support. 
These insights sharpened the 
focus on key marketing mix levers: 
place, price, and promotion.

3. Gap Analysis and 
Benchmarking
We compared practices to global 
best-in-class benchmarks. This 
highlighted gaps in pipeline 
management, pricing execution, 
and role clarity. These findings laid 
the groundwork for improvement 
ideas.

4. Maturity Scoring and Ambition 
Setting
Findings were synthesized into a 
maturity scorecard across the 19 
pillars. The results showed 
significant improvement potential, 
especially in pricing, go-to-market 
strategy, and pipeline 
management. In a workshop with 
leadership, we reviewed the map, 
set pragmatic ambition levels, and 
agreed on priorities with both high 
impact and feasibility.
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In-Depth Client Interview Outcomes
Exhibit 3

Consolidated feedback on relationship management, service quality, and future expectations

Source: Eendigo analysis, case data

5. Initiative Ideation and 
Prioritization
From the diagnostic, we developed 
48 initiatives. Rather than leave 
these as a long list, we partnered 
with leadership to narrow them to 
10 high-impact projects. This 
ensured a coherent transformation 
agenda that delivered early impact 
while laying the foundations for 
sustainable change.

• Collaborative Workshops 
brought sales, marketing, 
finance, operations, and HR 
together to co-create solutions: 
channel role definitions, market 
segmentation, pricing 
governance, funnel dashboards, 
and redesigned compensation 
schemes.

• Sequencing distinguished quick 
wins (discount guardrails, 
pipeline dashboards, approval 
matrices) from medium-term 
initiatives (organizational 
redesign, incentive realignment, 
pipeline governance).



6. Market and Value Pool 
Analysis
To ensure initiatives were rooted in 
growth potential, we conducted a 
rigorous market and value pool 
analysis. Starting with the Total 
Reference Market (TRM) across 
focus countries, we refined the 
Total Addressable Market (TAM) 
based on product relevance, 
competitive intensity, and channel 
access.
The analysis revealed untapped 
growth opportunities:

• Customer vs. Prospect Mapping 
exposed gaps where high-
potential prospects had little or 
no coverage.

• Prospect Density Heatmaps 
identified three clusters of 
white-space opportunity, some 
up to 550 km from current hubs, 
raising trade-offs between 
opportunity and feasibility.

• Operational Feasibility Checks 
factored in salesforce capacity, 
travel time, and workload to 
ensure expansion was 
commercially realistic.

This shifted the leadership 
conversation from abstract growth 
potential to a tangible growth 
playbook: where new customers 
could be won, what scale of 
headroom existed, and how 
resources should be allocated.

Results Achieved

The diagnostic went beyond 
recommendations. It created a 
shared fact base, aligned 
leadership on priorities, and 
produced a transformation 
roadmap with clear ownership and 
timelines. By the end of the four-
week assessment, the client had a 
robust view of its commercial 
maturity, customer perceptions, 
and internal capabilities.

Key outcomes of the diagnostic 
included:

An objective perspective on 
commercial maturity: bringing to 
light the pain points with the input 
of internal stakeholders, experts, 
customers, prospects and all the 
detailed analysis performed on 
internal processes and ways of 
working.
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• A clear picture of which gaps 
could really move the needle if 
addressed via bottom-up size of 
the prize estimation.

• A baseline analysis showing 
that some sales teams spent 
less than 45% of their time 
selling (vs. 65% best practice), 
12% of customers were loss 
making if accounting for the 
end-to-end margin and that the 
company  was covering fewer 
accounts than believed, leaving 
significant market white space.

• A reviewed estimation of the  
actual market share following 
the Addressable market 
estimation indicating the vast 
potential.

• Prioritization of key actions. 
We selected the top 10 
workstreams out of the 48 
identified initiatives We defined 
for each the core execution 
enablers, so ideas would 
become real actions and 
provide a tangible impact.

• A value creation roadmap with 
potential to deliver €3–4m in 
gross margin uplift and support 
~8% CAGR revenue growth 
over the next four years.

• Internal buy-in, launch of a new 
weekly Commercial War Room, 
reviewing dashboards, pipeline 
metrics, and market headroom 
to ensure transparency and 
execution discipline.
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Impact Delivered

By focusing improvement efforts on 
high-impact levers, the diagnostic set 
the foundation for sustained 
performance improvement. Tangible 
benefits were visible within the first 
year:

• +8% EBITDA uplift, driven by +5% 
revenue growth in priority 
segments and ~2pp deal margin 
improvement from pricing 
discipline and focus on profitable 
clients.

• 250 new customer doors opened, 
expanding market share in 
previously under-covered 
geographies.

• 20% of low-margin and loss-
making accounts renegotiated or 
exited, freeing resources for 
higher-value opportunities and 
improving overall profitability.

• +40% CRM adoption, with over 
80% of sales teams now using 
segmentation tiers to plan activities 
and update pipelines, improving 
forecast accuracy.
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• 12% reduction in first-year churn 
among top accounts, thanks to 
more structured account 
management and cross-functional 
support.

• Pipeline management 
professionalized, with full visibility 
at every stage and measurable 
improvements in conversion rates.

The CEO captured the shift best:
“Before this diagnostic, we were 
operating on hunches. Now we have 
clear priorities and a roadmap that 
everyone understands and agrees 
upon.”

Source: Eendigo analysis, case data

Timeline: 12 months

• EBITDA impact:  +8%

• Retail new Doors: +250 

• Churn reduction: -40%

• Low-margin accounts 
renegotiated: 20% 

• CRM adoption: 40% increase

Strategic Initiative Prioritization Matrix by Business Impact and Implementation Effort
Exhibit 5

Visual mapping of high-value, low-complexity actions alongside other prioritized recommendations to 
guide the transformation roadmap



Advice to CEOs

This case demonstrates a truth we see across 
industries: commercial execution, not product 
quality, is often the decisive factor in growth and 
profitability. 
Even category leaders lose ground when 
pricing, go-to-market, and sales discipline are 
left to evolve organically. 

For CEOs determined to build resilience and 
outperform, five imperatives stand out:

.
1. Anchor decisions in facts, not anecdotes 

→ Commission maturity diagnostics to 
expose structural gaps, quantify headroom, 
and build alignment around objective data

2. Balance quick wins with structural 
changes → Early actions (e.g., pricing 
guardrails, funnel dashboards) create 
momentum, but only systemic redesign 
(organization, incentives, processes, 
governance) sustains impact.

3. Secure broad buy-in through impact → 
Engage leadership, sales, finance, and 
partners around measurable outcomes, 
ensuring accountability is widely shared .

4. Focus ruthlessly on what matters → 
Resist the temptation to “do it all.” Prioritize 
the 5–10 initiatives that will truly move the 
EBITDA needle and execute them with rigor.

5. Manage the commercial engine like 
operations → Factories are run on hundreds 
of KPIs, while sales often rely on intuition. 
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Across industries, growth is less 
about product quality and more 
about the commercial execution. 
Our work shows that 60–70% of 
performance gaps come down to 
three levers: salesforce 
effectiveness, pricing discipline, 
clarity on growth engines and 
GTM.

Companies that professionalize 
these areas can often uplift their 
revenues and margins in the mid 
term, proving that commercial 
maturity is as decisive as 
operational excellence.

CEOs must instil the same 
discipline, cadence, and 
accountability in the commercial 
function as in production or supply 
chain.

Commercial Excellence builds a 
true competitive advantage.



Get in touch now.
Email: office@eendigo-ops.com

Our website: www.eendigo.com

LinkedIn: www.linkedin.com/company/eendigo

Delivering impact that lasts


