Commercial Acumen -The 15 30 day challenge.

Developing commercial acumen is a mix of logic and
magic built over time. In many instances the magic
comes from being commercially confident and
experienced which includes learning through errors of
judgement about what to commercially say or do in
specific situations.

The |O iC is Questioning/ Investigating Developing a Aplicati W W%/W
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combining Listenicg information solution

existing skills

and applying them to the new currencies of growth,
efficiency and engagement.

The first 30 day challenge is grounded in logic and enabled by curiosity, being nosey to know
your customers business!

Challenge 1.

Choose 1 customer whose business challenges

g:ﬂld a picture you want fo understand better to fuel a smarter
commercial challenges business conversation, OR, whose behaviour is
of causing them and McCain some operational

challenges e.g. they are ordering erratically or in
partial pallets which needs to be the basis of a
S smarter business conversation.

Challenge 3.

The end in mind — a detailed
understanding of the customers
commercial challenges anchored against
the new currencies so that we can identify
ways to help them and deliver profitable
topline growth to McCain. Endto end value creation

Sales Operating Costs Thought leadership

Sales ‘ Operating Incremental sales

Brands ‘ $bn profit % SRk Many customers are working on smaller
operating profit than their suppliers. This means
s e sodsk that suppliers are the natural go-to support for
Sysco ss5 14% $715K financial improvement. Being proactive with
mutually beneficial support means that McCain

)

@ $6 36% $27.7k .
is seen areal partner.
2L ! EeCOK The incremental sales is calculated as:
b 4ie % E 10,000/0.018 =$545k Kroger

10,000/0.018 i.e. operating profit%=$545k Kroger
Hagical posately - 15% $66.6k To generate $10k of operating profit, Kroger must sell an
extra $545k across any products (not McCain specific).
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The end in mind from this challenge is that for your nominated customer you
have built out as complete a picture as you can from questioning and listening
to the customer AND doing some investigative work about their business which
should then be on-going.

The big buckets to iry and get a view on:

Customer Commercial Challenges
I R U

Business/Corparate

Financial Snapshot The big commercial stuff that the customer is working on in

THEIR business allocated to whether it’s supporting growth

(sales revenue), efficiency (reducing their business costs) or
engagement (their corporate social responsibility).

Financial Headlines
(trends &/or numbers)
Sales, Costs, Profits

Connects back to our ¢ ¢

core model JE— . r " f '-
° perationa How the big commercial stuff filters down in the customer to their store,

outlet, depot operations.

Strategy Priorities driving the commercial challenge McCain’s main . 1 .
Customar stakeholders YHow the big commerecial stuff filters down to what our key contacts are

being asked to focus on (and therefore what might land on McCain).
The big stuff the customer is e v v
looking to achieve as a business s The main metrics/kpi‘s the customer is looking to influence.
(this will impact on what your E.G.
customer contacts are asked to
achieve).

Challenge Tool completed example:

Commercial Challenges

Business/Corporate Year on year gains in market share Eliminate waste by 2025. Improve the environmental footprint.
Restock Kroger: Redefine the Grocery Manage cost reductions through “Make or Deliver Responsible Sourcing targets
Experience to generate $400m in profit Buy” decisions. by 2020.
. . (next 3 years). Cost efficiently expand partnerships e.g. Support to operationalise eating
Financial Snapshot Winning in e-commerce (stop losses ta Ocado. trends and make accessible e.g. Meal
Amazon). Improve cost to serve primarily through Kits.
(55 werkn) (52 wok) s Monetizing services/products e.g. Kroger stores. Support corporate CSR initiatives like
- S Precision Marketing or Turkey Hill lce Zero Hunger, Help for Heroes.
Cream as a revenue stream.
Offset declines in petrol/fuel price
changes with Grocery sales.
Expand Restaurant concepts (penetrate
Summary: Increases in costs outpacing sales growth which more eating occasions).
is negatively impacting operating profit
THEREFORE .. Likely to want to maintain sales growth BUT Operational Increases like for like store sales. Eliminating increased warehousing,
get more efficient to recover profit. transportation and shrink costs.
Reducing store operating costs

s

s

ng, war
tion, n separ:
ng. general and administrative

Depreciation and amortization

Operating profit

Strategy Priorities driving the commercial challenge MeCain's main Growing category share Reducing frozen/chilled operational costs.  Contributing to the corporate
Customer stakeholders Increase frozen average basket spend. Improve on shelf availability from xto y. environmental agenda.
Generate supplier income for Precision
Marketing.

Metrics that Matter to LFL store growth excl. petrol (+0.9% in Product cost deflation (+0.8% in 2017). Shopper satisfaction scores (stores/e-

the Customer 2017). Managing operating, general and admin comm).

(Corporately) Digital revenue (+90% in 2017). costs (increased per $ sold n 2017). Guest satisfaction (restaurant
concepts).

Free cash flow (as an investment fund — doubled to $800m in 2017).
Shareholder dividends.

Gross margin (declined in 2017 because of increased investment in price).
Improvements in operating margin.

On shelf availability.

NOT all customers will have this level of openly accessible information but we can form a
picture e.g. by asking a Regional Chain “What are the big things you're working on this
yeare” or “What are the biggest business challenges you're anficipating having to deal with
this yeare” will help you to form a picture.
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Getting started

1. For your nominated customer reflect on what you know &/or think you know
about their commercial challenges from discussions that you've already had. Capture it
on the Challenge Tool.

2. Hit the www with some searches on the customer fo see what you can find:

1. Ifit's a public business there will be published full year results and most of the time
these are accompanied with explanations of “why” and what will be the focus for
the following year.

2. Look at their corporate sites, social media platforms, e-comm. platforms, menu’s —
all of these will give you clues about where their focus lies e.g. e-comm, delivery
services are focussed on sales revenue BUT must be done in away that's
operationally sensible and not driving up costs.

3. Goin store/outlet or depot and observe what's going on as a consumer/shopper
and then back of store/house as a supplier. What do you see? Who can you talk to
and uncover the “why’se” or "why not’s2" e.g. “Why are you breaking down
palletse What stops you from getting stock on to shelves? What are your biggest
day to day problemse”

What doe this tell you about the customer’s Operational challenges?
Make a connection to Growth, Efficiency or Engagement and add to the Challenge Tool.

3. Based on how your Challenge Tool is starting to shape up think about where you have
knowledge gaps and who you know in the customer that you could talk to. This may
highlight that we only have a limited network so it may prompt you to ask for introductions
from people you feel you can ask, OR, it will prompt a conversation with people you
know.

Either way you need to think about the questions to ask so that they are talking and you
are listening! It may feel uncomfortable but most people want to talk about their business
and will be pleased that you've asked.

4. Focus on big open questions and remember to probe in a conversational (not
interrogative way) and lead in to why you're asking e.g.

e “I was looking at / talking to / reading about ..... what, why,

how .."

" think you're leading in fo a new financial year ... what, why,
how ..”

"One of the things I've noticed is ... what, why, how ..”

Actively listen and use their language to probe and get real
clarity e.g.

“You mentioned you were looking to bring a better guest
Closed experience to drive average check size — experience can
mean different things .. What do you mean by a better guest
experience?.
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Remember to summarise back to what you've heard and ask 2 high gain questions:

a) Open: “How would you prioritize the importance of fixing the commercial challenges
you've talked aboute”

b) Closed: “Is there anything I've missed or summarized incorrectlye”

After the discussion, reflect on what you've learned. Make a connection to Growth,
Efficiency or Engagement and add to the Challenge Tool.

5. Look at the picture you've started to build out. Can you see any connectivity between
the commercial challenges and,
a) requests that you've been receiving from the customer?
b) things you see happening across their business e.g. in stores, outlets or depots?

6. Share and socialise the picture you've built with your team and Line Manager before
moving in to Challenge 2.

First

30
gy hallenye

completed
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