About behavior and
that damned
corporate culture

Dear reader,
When you repeatedly find the same barriers preventing companies
from achieving their goals and experience the same inherent frustrations, you feel a strong desire for change.
The desire to move away from PowerPoint presentations and focus
instead on strategies that guide and motivate behavior, to develop
a new culture in favor of values plastered on coffee mugs and posters, and to opt for professional customer relations instead of yet
another well-meaning training course.
Garde Consultants was founded out of the frustration of dealing
with symptoms.
Management that layered new processes on top of existing ones
and new values on top of old culture. Sales teams that were given
new tools and new value propositions before they knew why they
shouldn’t use the ones they already had.
Many managers react with surprise when their organization simply
doesn’t do what it is told; register genuine surprise about a performance variance, don’t understand why some don’t’ act according
to company values, or why some don’t follow the strategy.
Maybe it’s because ‘wrong’ behavior is easy to spot but hard to correct, especially if you’re not sure what to do and in what order.
As a source of inspiration, we have shone a light on some of the
problems that occupy many companies. Not to set ourselves up as
experts at the expense of talented customers, but because we see a
pattern in the barriers that prevent them from achieving their goals.
If you would like to read more about our methods and results, we
have included a couple of our business cases in the appendix.
Welcome to Garde Consultants

If more courses aren’t the
answer to new behavior
and culture, then what is?

If follow-up alone isn’t the
answer to anchoring,
then what is?

Many companies have tried to solve the same problem over and over.

Wouldn’t it be wonderful if all you needed to do was to ask people
at the office whether they use the prescribed tools, remind them of
core values, or ask them to revisit company strategy?

Unfortunately with the result that they return to the old way of doing
things once the boss has finished his morale boosting speech or when
things go seriously wrong.
All companies have their own behavior and culture, so it is not difficult to determine whether people lack a sense of responsibility, ambition, or the ability to be proactive. The hard part is to identify why
you have the behavior and culture you have – and how to change it.
With our gap analysis, we analyze why you don’t get more from all
the good things you already do and how you get managers and staff
to do and say things in an even better way.
Our insights have uncovered the root causes of everything from disappointing sales, unreliable forecasts, and performance variances to
valid answers to incomprehensible performance ratings in various
satisfaction surveys, and management and culture surveys.
Perhaps you feel that you have more than enough analyses and that
it’s anchoring that is the problem.
But the key to anchoring is to find the reason why you have the behavior you have and identify the mechanisms that keep you in the
old behavior. Before you train.
Otherwise, you’ll end up with a ‘well-trained, reluctant workforce’.
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Maybe you’ve tried courses where the feedback was good but
where over time, the tools didn’t work the way they were intended
in the given situation. Nor did the good examples, methods, and
funny anecdotes.
If the sales organization lacks business know-how, it might seem
reasonable to demand that they acquire it. And you might wonder
how anyone can lack business know-how when the company boss
himself is outgoing, proactive, and offers so many illuminating
examples for the employees.
But what if employees quickly fall back into old habits?
And the reason for this is that the company presentation doesn’t
invite for dialogue about the challenges that face the customer.
Or that no one relates your value proposition to the customer’s
business because no one measures whether it is applied.
The key point here is that if the structure or communication maintains
old habits and behaviors, training will have no lasting impact.
This is why we remove the barriers we identified in the gap
analysis while we train.
Otherwise, the problems keep coming back.
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Culture back
and forth?
Talk to Garde Consultants if
your DNA is compromised

Can you add new values
to old behavior?
Culture gets blamed for a lot.
Everything from poor results, depressing
analyses, and silo thinking to management’s dismay over why some in the organization don’t want the same as them.
This is why management dream so often
about a different culture than the one they
already have.
However, customer, sales, winner or performance cultures are merely different
versions of the same thing. Culture is a
means to achieve a goal, but never a goal
in itself.
Culture is neither a project nor a new
work stream. Culture is a competitive parameter and a differentiation factor that
attracts and retains the right people. And
it’s difficult to copy.

Everyone gets together to exchange examples of how they are already customer-oriented and can therefore carry on
with business as usual.
It would be great if everyone could just
agree to be customer-oriented and stay
that way.
But if you’ve ever tried to add new values
to old behavior, you’ve probably discovered that the culture remains unchanged
and that new behavior doesn’t appear out
of the blue.
That’s why a successful culture journey begins with identifying where you
compromise with your values and why.
Not before.
Otherwise, you just end up back where
you started.

When it comes to change culture, many
start with a value process.

We can help you:
1. To identify the barriers that prevent you from changing your behavior and culture
2. By advising you on the steps you need to take and in what order
3. Influence, nudge, massage, and adapt behavior ’little but often’ until it becomes your new DNA
See case:
Remote anchoring page 36
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Is the strategy outside
your comfort zone?
Talk to Garde Consultants if you want the
strategy to guide and motivate

About strategy execution
and anchoring
To get the strategy to reach every part of
the organization is no easy task.

But in reality, the workforce has long since
understood the strategy.

Many PowerPoints set ambitious goals
for growth, satisfied customers, and a
committed workforce. Less attention is
given to how to reach these goals.

They’re just not on board with it.

Most employees give a nod of approval at
the introduction of new strategies – partly because the targets seem to make a lot
of sense, and partly because they want to
keep their jobs.
Enthusiasm and consensus last right up
until the moment when the people involved realize the impact of the new priorities on their own behavior and habits.
The symptoms of non-acceptance are evidenced by the fact that many in the workforce continue to behave as before. The
overarching (management) logic is that
the employees ’just need to understand’
and so management continues to repeat
the goals.

The reason is that many management
teams take for granted that everyone can
see the value of achieving the goals and
know how to change their behavior. And
meanwhile, time is spent on in-house follow-ups about the obvious until even enthusiastic supporters of the strategy burn
out.
The result is that the management shake
their head in frustration, lose their patience, or change the team.
Garde Consultants translates the strategy
into behavior and mindset, so that you
can devote more of your time to motivate
and upskill and spend less hours to persuade and follow up.

We can help you:
1. Describe the behavior that determines whether the strategy is successful
2. Achieve acceptance of the value of achieving the goals within the organization
3. Translate the strategy so that it guides and motivates the behavior on a daily basis
See case:
About cascading and anchoring or (re)implementation of Salesforce + page 36
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Is the customer
journey a
desert walk?
Talk to Garde Consultants if you are concerned
with the employees’ sense of responsibility

How long is
a customer journey?
Most management teams dream about increased customer satisfaction.

that talk about new projects rather than
new behavior.

They talk about how to find more efficient
and right ways to work for the benefit of the
customer. And they spend a lot of time internally doing so.

But why bother to create more roadmaps, if
customer dissatisfaction is due to the common practice of not replying to emails? Or
that business routines are more important
than customer experiences? Or that sales staff
make promises they can’t keep – or promises
to the wrong customers…?

Management wonder about their performance rankings in all sorts of analyses and
questionnaires, even though they repeat
them year after year. Everybody seems to be
on top apart from the customers and those responsible for the numbers.
And if it is puzzling to management, it is certain to be puzzling to your customers as well.
You probably have lots of analyses, SLAs, and
customer wheels, so it’s not insights that you
lack. Maybe you’ve also held courses in customer satisfaction, so that everyone knows
what outside-in means.
But when the results fail to materialize,
it is often a symptom of managements

The difficult thing about the customer journey is that it concerns the entire organization.
And that customer satisfaction isn’t limited to
those who are directly in contact with customers. And perhaps also that behavior doesn’t
change simply because you measure it.
So, instead of spending time solving the
customers’ problems, we recommend you
change the behavior that causes the problems
in the first place.
And that journey starts with talking about
the right things.

We can help you:
1. Identify the root causes of your performance rankings
2. Translate analyses into the behavior that decides whether your customers stay or leave
3. Anchor the new behavior so that your culture becomes truly customer-oriented
See case:
About customer satisfaction or improving NPS and Trust - page 35
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Is your sales force
too busy focusing on
the wrong customers?
Talk to Garde Consultants if your sales force
isn’t in line with segmentation

About true heroes
and profitable segmentation
Back in the days, it was enough to sell
everything to everyone and let customer
relations decide who you visited and how
often.

We believe it’s about being able to say
‘no’ to the wrong customers in a socially
acceptable way. Both inside and outside
the organization.

But when products become a commodity,
it is no longer viable to sell based on price
alone. When customers can’t tell the difference between you and your competitors,
it becomes difficult for your sales team to
remain motivated and self-confident.

And to do this, the organization must
have a clear picture of its Sweet Spot
Clients.

You’ve probably already told them to be
proactive, generate value, and schedule
more meetings with a confident attitude.
So, they hardly lack knowledge.

But in terms of behavior, segmentation
starts with finding out why sales staff sell
to the wrong customers or give discount
to those who would have bought anyway.
If a dollar is not just a dollar?

They have probably told you that they
lack wow factor, better branding, and
unique products at lower prices.

We can help you:
1. Be true to you segmentation and what you do best
2. Say no in a socially acceptable way so that even leads become your ambassadors
3. Acquire so many right customers that you dare say no to the wrong ones
See case:
About segmentation in behavior or anchoring of value proposition - page 37
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Can you sell
anything at all
at those prices?
Talk to Garde Consultants when
the excuses are queueing

About new sales and
lack of self-confidence
Many sales managers dream about new
customers, shorter sales cycles, and valid
forecasts. Qualitative customer relations,
professionalism, and a hunter attitude.
But the excuses for not to grab the phone
and booking meetings with the right people or to sell on other parameters than
price are many.
The sales force tells you that they would
have no problem to reach the targets ’if
only’ marketing increased brand awareness or gave them better leads. Or if
someone would make the products more
unique or lower prices.
The numerous rejections from customers
and daily price negotiations result in a
downward spiral and an erosion of both
self-confidence and belief in the company’s products and position.
And when enough people lose their enthusiasm, a sense of collective despondency sets in. Because when motivation is

at an all-time low, it’s only natural to turn
to existing customers or focus on administration and internal challenges.
We think you are better off if you start
somewhere else.
For example by finding out what you actually sell, to whom, and why?
Because to explain your uniqueness and
justify higher prices starts with an attractive value proposition as well as being
able to highlight customer benefits over
competitor prices.
And once you have identified your Sweet
Spot Customers, i.e. those who value what
you deliver and how, everything becomes
much more enjoyable.
The positive spiral of attracting the right
customers translates into pride, self-understanding, and identity.
And vice versa.

We can help you:
1. Identify the barriers that prevent you from selling
2. Create cohesion between communication, processes, and sales behavior
3. Professionalize sales behavior and reach your sales targets faster
See case:
About doubling sales - page 35 or shorter sales cycles - page 36
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Is there something
you forgot to say?
Talk to Garde Consultants when
you want to sell as One Firm

About cross-selling and
silo mentality
Many managers feel they miss out on business when their customers fail to place all
their purchases in their company basket.
Especially when analyses show that the
more customers buy, the happier and longer they stay with the company.
If the customer also believes that they deal
with the company more than the individual salesperson, it makes even more sense
to expand the product range.
But if you don’t trust your colleague,
his product, or you feel that having him
in the car next to you is a pain, then it is
of course much easier to focus on your
own targets.
But when you forget to make clear to customers the value of your business model
or the cohesiveness of your product offering, you make life that much harder for
both customers and colleagues.

The result is that your customers are
forced to meet with your competitors and
the specialist in the other silo has a hard
time becoming relevant.
We believe the solution is to talk a little
less about yourself and more about the
business model and what the organization also has to offer – at the first meeting.
That way, we increase transparency, make
adjustments to KPIs, and adjust the common picture of the role model so that that
everyone can see the value of an integrated approach.
Integration not only makes everything
more fun, but it also makes it a little easier to remember your colleague the next
time – and therefore makes the whole process a little less mysterious for everyone
involved.

We can help you:
1. Identify the root causes of ineffective cross-selling
2. Map the success recipe for effective cross-selling
3. Define the next steps to become ’One Firm’
See case:
About positioning and brand behavior - page 35 or anchoring of value proposition – page 37
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Can you sell as
a service?
Talk to Garde Consultants if you have
sales and service on the agenda

About upselling and
derived effects
Most of us are eager to listen to the person
who has just solved our problem.
Especially if that person can point to untapped possibilities and talk about the
things your most satisfied customers are
happiest about in an informative and
non-selling manner.
Those responsible for customer satisfaction and upselling already know this.
They dream about uniformity and a structured approach to conversation.
Some view sales in a negative light - see
it as the opposite of integrity and professional competence. The fear of getting a
‘no’ prevents them from asking as it feels
like the safest way to lose face and quality
(of life).

But it’s hard to upsell if you’re not passionate about something or can’t ask motivating questions. And without motivation, your customers and consultants will
soon be gone.
We believe it’s about avoiding traditional
selling so that the advisor can advise and
allow the customer to buy. A small detail
perhaps, but a sequence that determines
whether one’s self-image gets in the way
of upselling.
And if you can conclude by telling the
customer where to find the answer in the
future, then you can spend more time on
those who need advice. And less time on
those who don’t.
The greater the customer experience – the
greater the likelihood of sales.

We can help you:
1. Expand your comfort zone using tools and terms from The Trusted Advisor
2. Raise your baseline so that you’re less dependent on high performers
3. Anchor the cross-selling behavior that works best for you on top of your professional expertise
See case:
About NPS and consent - page 35 or references on page 37
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Does it pay to be
curious?
Talk to Garde Consultants
when you’re looking to be ’proactive’

About proactive behavior and
questioning techniques
You can listen your way to an order.
But the process starts with you taking the
initiative. If for no other reason, then because failure to inform customers about
important business initiatives erodes trust
– or because the customer expects that customer relations are included in the price.
But to maintain customer relations is hard
if the customer never hears from you.
The excuses often given for advisors that
are not proactive is that they don’t know
what questions to ask and that they are at
a loss if colleagues haven’t provided them
with good sales opportunities in the shape
of new product offerings.
For many, to ask questions that they themselves can’t answer is a mental block – just
as ‘I love you’ calls can be a mouthful for
the introverted.

Partly because it’s easier not to bother to
call and partly because historically, the experience hasn’t been a positive one for any
of the parties involved.
We believe that proactivity is a technique
that begins with business know-how. The
key to immediate relevance lies in understanding the needs of the customer, when
and why.
The good thing for anyone who isn’t curious by nature is that to ask the questions
that help you to understand your customers’ needs is a skill that can be acquired.
But before your customers can appreciate
your proactivity, your solutions must be
translated into motivating questions that
cause your customers to ‘open up’.
The essence is that it is the business acumen and customer understanding you develop and the derived effect is proactivity.

We can help you:
1. Identify the good opportunities for proactive behavior
2. Define the specific questions that provide insight into the customer’s business
3. Train the (questioning) techniques that ensure that everyone feels comfortable
See case:
About NPS and consent - page 35 or references - page 37
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Are your
customers resisting
digitisation?
Talk to Garde Consultants if

you need everyone on board

About digital relations
and consent
The difficult thing about digitization is that
the customer comes to you through other
(and more) channels and with different expectations than before.
This means that many more employees are
in contact with customers and at a pace
that can easily leave you feeling breathless.
And if at the same time (in a call center),
you are measured on how quickly you answer or hang up the phone, you simply
add more stress to the equation.
The challenge is to make the calls shorter,
more relevant, and value-adding without
compromising on your professionalism
and integrity.
’First Time Right’, ’Four Minutes of Excellence’ and ’Fast & Easy’ all look great
in Excel, but unfortunately, conversation
quality isn’t just something you acquire
– just as new behavior doesn’t happen
by itself.

What is surprising to many is that the less
time you have to get to know your customer, the more structure and the better
the questioning technique you need for
customers to experience digitization as an
advantage rather than a savings exercise.
Symptoms of a lack of structure are long
conversations that fail to translate into consent and additional sales. And a culture in
which it’s up to the individual to decide
who and how many to ask – and about
what.
On the other hand, the derived value of
getting customers and employees on board
is a greater sense of responsibility and job
satisfaction – while management can look
forward to increased sales, shorter calls,
a larger number of consents, and shorter
phone queues.

We can help you:
1. Find out where the (value)chain falls off and why
2. Describe behavioral best practice
3. Scale and standardize the behavior that determines how quickly you reach your targets
See case:
About fewer calls and more consents - page 35
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Can onboarding be
accelerated?
Talk to Garde Consultants if you want
more success faster

About on-the-job training
and churn
In some sectors, it is only natural that employees stay a shorter time.
But if the pattern is that they leave you
after costly training because they didn’t
experience success quickly enough, never understood the culture, or drowned in
information, then it is money out of the
window.
Added to the deficit are factors such as
lost knowledge, diluted culture, and eroded management credibility.
It is said that the habits new employees
acquire in their first six weeks stay with
them, and analyses show that it takes between six and nine months to become familiar with a culture. If some employees

then go on to leave the company because
it didn’t feel right for everyone involved,
the entire process start all over again.
Most organizations have employee handbooks, intranets, learning portals, and introductory courses. In practice, however,
many are left to their own devices and
their success depends on a devoted colleague in the neighboring office.
We believe that new employees should
start before they start.
And we believe you must state the ’small
print’ from the start as well as describe
the culture so that everyone knows what
is expected of them in terms of behavior
from the first day on the job.

We can help you:
1. Find the root causes for people leaving the organization
2. Find, condense, and describe the behavior you expect of each other
3. Accelerate onboarding so that more people experience success faster
See case:
About check-in conversations and remote sales behavior - page 37
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Di-stan-ce-lea-der-ship
Talk to Garde Consultants when
there’s more than seven metres
between you and your employees

Greater uniformity
or diversity?
If scale and profitable growth are high on
your agenda, you probably need to work
more alike than different.
Also because it’s hard to follow up effectively if time is spent discussing the reliability of figures and what doesn’t work
at local levels.
Head office feel things go well locally
while they dream of access to facts and
insight into what actually happen at customer meetings and how the local offices present the company’s business model
and value propositions.
To interpret a performance variance is
easy – as is to see who’s at the top and bottom. The hard part is to decode patterns
and identify which successful behavior
recipes can be copied.

On the other hand, it can be difficult for
customers and colleagues to spot synergies if everyone has their own way of doing things.
The problem is that behavior and standalone examples don’t scale up in the same
way as products and processes.
We believe that people feel motivated by
doing what’s right, and that the feeling of
progress results in meaningfulness, better
self-understanding, and pride about the
organization’s joint activities.
We have therefore developed Remote
DNA®, a method to standardize behavior
and anchor all the good things you develop at local levels.

The argument for not to say and do things
the same way is that people are different –
and that’s true.

We can help you:
1. Find, accelerate, and anchor behavioral best practice
2. Work more uniformly across languages, geography, and time zones
3. Nudge behavior digitally so that management ‘can be there without being there’
Se cases:
About behavioral design and nudging - pages 36-37
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About
profitable behavior
Profitable behavior is about finding the straight way towards the goal.
About simplifying, refining, and condensing behavior.
Profitable behavior and culture is likewise about being true to values
and strategy in the daily, which practically means that:
If we have to advance your leaders to be able to execute on your strategy, then strategy must dictate themes and orders – not just what is
requested by the majority.
If we are to accelerate sales, your value propositions and segmentation
must be at the outset without harming your customer satisfaction. Not
short-term bonuses or personal preferences.
When we have our customers for more than 2, 5, and 10 years, it is because continuity and coherence enable gradual layering. Without compromising with strategy and values. We do it to keep the ball rolling
and because holism and coherence aid meaning and relevance.
Therefore, our Sweet Spot Clients are impatient and brave business
people with ambitious goals.
Impatient because pace and impact is their (and our) DNA. Brave because they dare to set strategic goals above internal atmospheres. And
ambitious because they know that their goals cannot be reached with
current behaviors.
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The proof is in
the pudding
Back in 2010, when we established Garde Consultants, we decided
to talk to some of the most talented players within finance, IT, telco,
and professional service firms.
Today, we have more than 30 signature customers with strong
brands and market positions. Customers who want to achieve ambitious goals faster and get more from what they already have and
already do.

22,000 FEWER CALLS AFTER
4 MONTHS OF INTENSIVE COURSE

CREATING RECORD RESULTS
WITH NEW MANAGEMENT

IMMEDIATE CLARIFICATION REDUCES AMOUNT
OF CALLS WITH 22.000 P.A.

AN ARTIFACT INCREASES SALES EFFICIENCY,
SPEED AND AGILITY IN BEHAVIOR

Starting point •
•
•
•

Danica's value promise is to deliver ﬁnancial security in all customer contacts
App. 220t calls p.a. and 300 mails/day
5 team leaders and approx. 30 employees
The goal is to anchor ﬁnancial security in service culture and
customer experiences

Starting point •
•
•
•

The new sales management identiﬁes unrealized sales potential
High top level among the sellers, and many copyable success recipes
Approx. 135 advisers and sales managers must work 'more alike than diﬀerent’
Sales eﬃciency must be increased on top of high professionalism and credibility

The challenge •
•
•
•

Feeling of constant busyness and understaﬃng
High recall rate
Large performance variance in conversation time, recall, AHT, NPS, CES etc.
Self-perception, behavior and conversational structure are key challenges

The challenge •
•
•
•

Product-centric identiﬁcation of needs/comparison of existing policies
Fear of getting a script and working in a diﬀerent way, etc.
Management amnesty in relation to the use of Comadso, GEO etc. (few use it)
Everyone sent home due to covid-19 must be trained and motivated remotely

The process • Work meetings, desk research and involvement of coaches and team leaders
• Key ﬁgures from the actuarial department are translated into rules of thumb
and Clear Recommendations (KA)
• Analysis of taped conversations are translated into behavior and feedback model
• Train the trainer for managers, training of employees, listening and 'alignment'
of the value chain
Results • Approximately 22,000 fewer transfers per year
• Recall reduced from 11% to 6%
• 8.8 on a scale of 9 means that they "got a clear recommendation“
• NPS score increased to 48
• 66% of customers would recommend Danica to friends and family
Tipping points •
•
•
•

Rule of thumb, wording and conversation structure rooted in behavior and culture
Permanent operational change (not a project or a course)
Condensation of the good questions for each theme (Payout, resignation, etc.)
Metrics changed to support the required behavior

End product

The payoﬀ is a noticeable
increase in customer and
employee satisfaction.
It builds pride

The process • Gap analysis uncovers level, requirements and gaps in the value chain and
customer journey
• Co-Labs with coaches on simplifying/condensing messages
• Product and customer messages translated into behavior and mindset
• Execution through train the trainer, 10-week onboarding plan, etc.
Results •
•
•
•

Sales break all records (in private)
Customers receive more uniform guidance at all points of contact
All advisers know what to say, do and in what way
Proﬁtable balance between insurance check and customer's potential/ssh.
for purchase

Tipping points • Uniform method for how everyone trains at the distance (WFH)
• A physical book (The Blue Book), and part of the performance plan

End product

As in youSee, the artefact (the book)
has determined how quickly we have
improved sales results. And with
covid, everyone has had the recipes
for success lying around at home

- Michael Schiedel

- Ulf Barrit

Head of Danicalinjen, Danica Pension

Salesdirector, Topdanmark Privat
(now director of all Private)

They view behavior and culture as competitive parameters because
they know that behavior is execution.
On the following pages, you will find a handful of business cases
with vastly differing themes but always with behavior and culture
as the X-factor.
And if you prefer visual media, you are very welcome to visit gardeconsultants.com, where several of our customers discuss their
goals, challenges, and results.
Happy reading!

ADDED VALUE AND CUSTOMER EXPERIENCE ANCHORED IN NEW BEHAVIOR

COMPANY PRESENTATION
SUPPORTING 'ONE FIRM'

ARTIFACT ANCHORS BEHAVIOR ACROSS
4 CUSTOMER CENTRES

FROM MANY DIFFERENT MESSAGES TO COMMON
POSITION AND UNIFORM BRAND BEHAVIOR

Starting point •
•
•
•
•

Gap analysis and Train the Trainer course increase additional sales by 71%
Proof of concept prepared
Train the Trainer course completed
Desire to scale via uniformity
The next step is embedding proﬁtable behavior in the culture

Starting point • Many and very diﬀerent company presentations (colors, graphics,
font, messages, etc.)
• Great variation in interpretation and prioritization of messages
• Time-consuming to prepare presentations for each newbizz meeting
• Ambition to professionalize and standardize presentations

The challenge •
•
•
•

Many good recipes for success exist, but in diﬀerent forms
Diﬃcult to share good examples on the distance (WFH)
Diﬃcult to achieve uniform best practices across 4 centres
Local autonomy among managers and employees

The challenge •
•
•
•

The process •
•
•
•

Brief, road map, deep dives, interviews and behavioral assessment
Co-lab, screenplay, outline, hypothesis and workshops
Development, design, layout and production
Implementation via 'wave makers' and Train the Trainer courses

Results • Training culture with coaching and feedback
• Artifact with best practice advisor behavior (private, business, retention)
• Added value doubled, NPS from 65 to 81, EPSI – Best service quality among
the majors in the industry, EPSI – Proactive advice increased by 7 points

Tipping points • Personal training manual, which is physically included in everyday life
• Unique method which ensures relationship and large buy-in
• From training in models and tools to training in behavior and success recipes

End product
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We have a best practice which
ensures that our managers
and trainers demand the
desired behavior

The process •
•
•
•
•

Finding time to collect, prioritize and condense the messages
Prioritize time on presentation over content
Prepare more for the customer's situation than the presentation of WTW
Go from telling to involving, positioning and relating messages to customers

Results •
•
•
•

Review of company presentations, strategy, customer analyses, exit interviews etc.
Participation in 2 customer panels lasting 1½ hours
Interviews of 6 partners and 6 customers (new, existing and former)
3 workshops with the steering group
Training in presentation technique including use of media,
involvement and argument selection
From 55 power points to 5-10 pieces with 'prompt texts’
From inside-out focus too outside-in
Fewer errors and more sales time
New sales process that ensures shorter and more accurate preparation

Tipping points •
•
•
•

External help for what few people get to do, and no one has time for
The process of working questions, steering group and 3 workshops in 4 weeks
Feeling of better meetings because the customers are more active in the meetings
Steeper learning curve for new colleagues

End product

We might have done it ourselves,
but it would take time from the sale,
and we stay more honest by
using external resources

- Jakob Dreyer-Stapput

- Lars Depping Christensen

SVP, Customer Center
Alm. Brand

CCO, Partner, Member of the Executive Board
Willis Towers Watson
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DIGITAL COMPASS FOR STRATEGY
AND VALUE CONSISTENCY IN WORKDAYS

FROM (ReD) ANALYSIS TO
BEHAVIOR AND RESULTS

SIGNIFICANT PROGRESS
IN REFERRALS

AGILITY IN THE CULTURE
WITH VALUABLE SIDE BENEFITS

NORLYS ERHVERV ACHIEVES EXECUTION
SPEED AND ‘ONE FIRM’

FROM 250 DIFFERENT WAYS OF ADVISING TO
‘BEST PRACTICE’, COMMON STYLE AND TRAINING CULTURE

BETTER CUSTOMER EXPERIENCES, MORE REFERRALS
FOR SECURITY PRODUCTS AND NEW CUSTOMERS

FROM ANNUAL MUS CONVERSATIONS TO SHORT, FREQUENT
AND MEANINGFUL CHECK-IN CONVERSATIONS

Starting point •
•
•
•
•

Merger of several departments, each with their own way of working
Ambition for increased synergy between sales, marketing, and PM
Establishing ‘One Firm’, solution sales, cross-selling, and increased new sales
Desire for common identity and sharing culture
Objective to streamline analogue and digital management communication

Starting point •
•
•
•
•

Tryg Erhverv is the business community's preferred insurance company
Best ﬁnancial results and highest customer / employee satisfaction
Management raises the bar with new strategy and higher sales targets
Analysis (193 pages) from ReD reveals customer needs and vacancies
Double-digit million invested in new IT system (requires ROI)

Starting point • Sydbank's strategy is to become a stronger bank;
1. The customer ﬁrst, 2. More Sydbank, 3. What works
• The goal is customer satisfaction, proactive behavior and the result is a stronger bank
• We start in Sydbank Direkte, as they receive the most customer inquiries and
as a future benchmark for other channels

Starting point •
•
•
•

The challenge •
•
•
•

Cultural diﬀerences between departments
Historically, a heat loss in the strategy
Diﬃcult to share good examples in a busy everyday life
Geography, distance management and analogue constraints

The challenge •
•
•
•

Share of Wallet (SoW) has great additional sales potential (+ DKK 100m)
Winning Aspiration (WA) is interpreted at approx. 250 diﬀerent ways
It requires (conversation) structure and skills (transitions, questioning technique)
4 diﬀerent IT systems are combined into one system (~ CRM)

The challenge •
•
•
•

The process •
•
•
•
•
•
Results •
•
•
•

Co-labs with development of training kits for 6 sales channels
Reporting to business management and each sales director/channel
Train the trainer for 20 sales directors/partner managers/sales managers
Steering group with CM team (input for e.g. e-learning, measuring points, script)
Design of new sales process for upper/lower segment
Recording video with testimonials from management to business administration
Gap analysis detects 3 barriers to anchoring and lasting eﬀect (of training)
Best practice in advisor behavior described for 6 sales channels
Sales tool/kit for 20 trainers distributed on in/outbound, partner, SME
Coherence of sales potential, position, customer needs and behavior

The process •
•
•
•

The challenge • To get more out of the 1,480 hours spent on MUS interviews with
approximately 500 employees
• The premise is that the time consumption is the same as before
• Traditional MUS does not create enough value
• Structure and communication skills to make the conversation short and precise
The process • MUS must be converted to 10-minute weekly Check-in conversations
• Mapping the most value-creating themes and challenges through interviews
of 20 managers across functions and business areas
• Train the Trainer concept for 3 HR Partners
• Training of 80 managers for 2 x 3 hours

The process • Gap analysis (curriculum, interviews, real-time observations, deep dive,
debrief with recommendations)
• Behavioral design, idea, and concept
• Production, implementation, and anchoring of app (compass)
• Broadcast of best practice in behavior
• Ongoing monitoring, follow-ups, and nudging of managers and employees
Results • Connection between analogue and digital management
• Better understanding of own role in relation to strategic goals
• Increased (cross) sales, better collaboration, and the feeling of ‘one ﬁrm’
• Greater eﬀect and savings in internal activities, e.g., leave irt. support
for digital platform
• Better and faster onboarding
Tipping points • Increased reﬂection and skill development
• Execution speed in the strategy
• ‘Silent talents’ made visible
• Authenticity in the culture
End product

We have undoubtedly come closer
to each other and the ambition of
"One Firm", but the most surprising
thing has been the many derivative
eﬀects and the speed with which
we can now execute...

Tipping points •
•
•
•
End product

- Kristian Magnus Nielsen
Marketing Manager
Norlys Erhverv

Strategy ﬁrmness in all management layers
Courage in management to follow the recommendations in the analysis
Consistency in counseling behavior and feedback culture
Strong project management / control of program-director and Change team

Incredible that there is so much to
pick up in structure and we have
created a real training culture, where
everyone practices 'a little, but often'
in the common style.
We had huge reservations in the
beginning, but now everyone can
see the value

Results •
•
•
•
•

Gap between strategy and communication versus behavior and experience
Large performance variance in conversation time, referrals for new customers etc.
Self-perception, behavior and conversational structure are key challenges
The key is an organizational competence, which we develop together
over 2 themes/3 months.
Insight into analyses, processes, job descriptions, customer programs, call types etc.
Interviews
Real time observations and mapping of best practices
Train the trainer for managers, training employees in conversation structure,
managing the conversation and concrete formulations
New customers (referrals) target achievement 175%
Trustpilot target achievement 173%
Insurance referrals target achievement 176%
More quality in AML conversations
Employee engagement increases by 10% points

Tipping points • Rule of thumb, wording and conversation structure rooted in behavior and culture
• Shared image of 'What good looks like' in behavior and customer experiences
• The feeling of becoming more skilled gives a sense of responsibility and the
desire for more
• Managers have gained better skills in demanding more value-creating behavior
End product

Our existing tools have been
translated into behavior and
this is good for
our business

The strategy is digitalization, customer orientation and proﬁtable growth
The requirement is more agility in the performance culture
All managers talk to their employees, but with very diﬀerent eﬀects
The managers must be closer to the employees and the employees
closer to the customers

Results • Sick leave reduced by 25% in the ﬁrst 3 months
• More proﬁtable distribution of conversation time and focus on all employees
regardless of performance
• The managers (re)act on deviations and problems in the bud
• More positive and forward-looking conversations accelerate learning
and engagement
Tipping points • Analysis also uncovers the level, key challenges and barriers in the culture
• The method must be adapted to diﬀerent management roles, ratios and
contact points for employees
• Condensing the previous MUS schedule to one page simpliﬁes
and focuses the conversations
End product

Our sickness absence has fallen
by 25% since we introduced
Check-in conversations
3 months ago

- Joan Mai

- Lars Novrup

Department Manager

HR Manager, Danica Pension

- Claus Thaarup Mikkelsen
Change konsulent,
Tryg Erhverv

(RE)IMPLEMENTATION AND ANCHORING SALES FORCE IN 19 COUNTRIES

CONVERSION RATE
INCREASED BY 57% IN 4 MONTHS

ANCHORING OF CVP
IN SALES BEHAVIOR

ANCHORING OF NEWSALES
BEHAVIOR AT A DISTANCE

HOW TO CAPITALIZE ON SYSTEMS AND BEHAVIOR
AFTER 35 ACQUISITIONS

YOUSEE HAD THE BEST PRACTICE DESCRIBED IN BOOK FORMAT.
THE RECIPES ARE NOW ROLLED OUT TO 1,600 EMPLOYEES

USE CUSTOMER VALUE PROPOSITIONS (CVP), USPs AND PROOF
POINT FOR POSITIONING, PROFITABLE SEGMENTATION AND RESULTS

BEHAVIORAL DESIGN AND NUDGING PAVES
THE WAY FOR SCALE AND PROFITABILITY

Starting point •
•
•
•
•

35 acquisitions
590 employees since 2009, out of which approx. 300 are salespeople
HQ in Denmark and 26 oﬃces in 19 countries
More than 1,000,000 item numbers
Double-digit million investment in Salesforce (CRM)

The challenge • Local autonomy, Salesforce is not used consistently after two years
• Busyness with emails from C-customers must be converted to proactive
contact with A / B customers
• Low margins and price pressure, but huge potentials in
changed product and customer mix
The process • Joint buy-in with all country managers in Paris
• Train-the-trainer course for 26 sales managers (2 days / quarter)
• Mapping of best practice in sales and management behavior in Scandinavia
and Southern Europe
• Development of basic narrative, CVP and USPs
Results •
•
•
•
Tipping points •
•
•
•

92% of salespeople now use Salesforce and sales reports
Acceptance of strategy, product and customer mix
Common language, tools and focus across national borders
Uniform, professional cross-border sales behavior

Co-creation of process and content with management and marketing
The strategy that dictates the order of training themes
Use of facts, insights and documentation from HQ
Admission criteria have made the forum special to participate in (private club)

End product
DIGITAL CAPABILITY

PROFITABILITY
%
-11%

+26%

The potential is enormous,
and we must capitalize
on that
- Søren Drewsen
CEO in EET

-24%

+9%

LEADERSHIP CAPABILITY

Starting point •
•
•
•

8 trainers in retail/18 coaches in call centers and own academy
1600 employees distributed among 6 call centers and 47 stores
Strong sales culture driven by incentives, campaigns and competitions
Premium product and price and many low-cost providers

Starting point • Pressure on prices and relationships (products are perceived as 'commodity’)
• Unclear position in new segments
• Marketing has created value propositions, but they are not used by
the salespeople (because no one is measured)
• Desire for new customers

Starting point •
•
•
•

The challenge •
•
•
•

Churn of customers and employees
Large ﬂuctuations in results and performance
TV, broadband and mobile are perceived as commodity
Fifth attempt to create lasting behavioral changes in youSee

The challenge •
•
•
•

The challenge • Diﬃcult to standardize and follow up due to local autonomy and individual
success recipes
• Diﬃcult to improve skills at a distance without a common frame of reference
• Diﬃcult to explain what the seller should do and say diﬀerently to make it
even better
The process • Mapping of 'best practice' in behavior
• Platform adaptation and setup (Actimo)
• Establishment of editorial and screenplay
• Inﬂuence of the organization 'a little, but often’

The process •
•
•
•
•
Results •
•
•
•
•

Gap analysis identiﬁes the 3-4 major barriers for anchoring
Co-lab with Sales Excellence team
Deep dive into strategy, analysis, product descriptions, tools, systems, processes
In-depth interview of managers, coaches, marketing, product managers and others
Ongoing collection of success stories and hype on Facebook Business, gamiﬁcation, etc.
Best practices are found, condensed and described in thegreenbook
AHT decreased by 17%
Pilots for 9 stores and 2 call centers increases sales by 15,000 main products p.a
77% of sales came from 12% of employees. That ﬁgure is now reduced to 35%
56% have been below their weekly goals. That ﬁgure is now reduced to 4%

Tipping points • The book is personal and physical at the coﬀee machine, follow-up conversations,
onboarding etc. (but also integrated in sales process, pdf and interactive screens)
• The unique process of gap analysis, co-lab, thegreenbook, train the trainer, sales etc..
• Mandate, budget and resources at transversal Sales Excellence team
• Practice ‘little but often’
End product

We have gone from a campaign and incentivedriven sales culture where we sold on price,
to a sales culture where we sell on customer
beneﬁts and added value. The sales behavior
supports our strategy of happy households.
We have increased our conversion rate by
57%, and both customers and employees stay
longer with us. Now, we unroll thegreenbook
to 1,600 executives and employees

The process •
•
•
•
Results •
•
•
•

Churn of customers and sellers
Diﬃcult to explain oneself uniquely
The advisers sell on price and/or to the wrong customers
Many rejections go beyond self-conﬁdence and self-image
Insight in analyses, presentations, exit-interviews, sales process, etc.
Depth interviews with leaders, sellers and customers
Real Time observations of sales behavior and customer’s reaction
Training in relating and exemplifying the customer's situation

Communicable value proposition with UPS and proof points
More of the right customers
Increased sales and reduced churn
The ability to explain one's distinctiveness strengthens self-concept
and builds identity

Tipping points • The process that uncovers what you already do well (reuse)
• Alignment, so that the KPIs support use of the CVP, and are included in the onboarding
• The CVP anchored in the sales process, company presentations and management
follow-up
• The method where we implement the value proposition from the outside-in and
'a little, but often'
End product

The strategy is digitalization, customer orientation and growth
Gaps between sales processes and local ownership
Best practices are not documented, and the examples are diﬃcult to scale
Knowledge sharing scattered around in drawers, drives, folders and portable

Results • One common platform for nudging and behavior design
• Common language, structure and a toolbox
• Liberated management time and less backlog as the platform is included in
the onboarding
• Fivefold increase in meetings in the calendar, more (full) customers and
increased customer loyalty
Tipping points • The management sees how the organization uses everything at disposal
• Increased motivation to do the right thing, ﬁrst
• Latest knowledge and customer experiences at your ﬁngertips and in real time
• Impacts between trainings create lasting behavioral changes
End product

- Ulf Barrit
VP youSee and Head of Sales Excellence team
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When should you choose
Garde Consultants?
Customer satisfaction begins with you being satisfied with what we
offer and the way we do it. Here’s what you can expect from us:

1. We solve the actual problem first
We observe the behavior in all touch points to ensure that your structure (e.g.
segmentation, sales process, and KPIs) and communication (e.g. positioning,
CVP, and company presentation) support the aspired behavior.red behavior.
2. You train the right things
Right is difficult. The money is in the details, and the same ingredients can
give different results, because it all comes down to quantity and timing.
3. You’ll have everyone on board
When we structure and design behavior, we use artefacts, nudging, and behavioral design. By nudging ‘little but often’ and simultaneously adjusting
behavior, you’ll start to see movement.
4. You will gain speed and lasting impact
The gap analysis identifies the gaps you need to bridge. We do this while we
train to ensure that you execute on your strategy simultaneously with adjusting the behavior.
5. We’re there for you in the long run
Since behavior is key in communication and strategy, we help you with everything from value propositions with USPs to a customer-oriented sales
process or app through which you can share knowledge or collect tools to
bind it all together.
6. What we leave behind
With us, you will not be left with loads of papers! Instead, you get insights,
visual tools, a common language, best practices in behavior, catalogues with
concrete ideas, communication strategies, and structural knowledge sharing. Things that no one has time for and that only the few get done.
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Is it time
to cut through?
Garde Consultants is a niche consultancy based in
Hellerup and Aarhus.
We are specialized in knowledge intensive firms, and
our discipline is to find, accelerate and anchor profitable
behavior and culture.
We deliver the behavior that management often takes for
granted, hasn’t described, or thinks of as banal.
And because we go deeper into the analysis and anchoring,
we create the biggest value in important projects.
Our customers say we are the choice of the impatient:
‘It hurts, but it works‘.

East: Strandvejen 100, 2900 Hellerup

West: Store Torv 9, 8000 Aarhus C

www.gardeconsultants.com

Phone: 71 99 10 00

