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Royal Jongeneel is a 225-year-old building and construction materials wholesaler, 

supplying wood, sheet material and construction materials to large developers and 

contractors. Experts in the field of construction, and a household name for everyone who 

builds or does odd jobs, Jongeneel received the Dutch royal predicate of “Koninklijke” in 

1997 for their 200-year anniversary. The company has 42 branches, 600 employees and 

an eCommerce presence in the Netherlands. 

Despite their expertise and renown in the sector, Jongeneel was experiencing significant 

commercial challenges and headwind. When the real-estate crisis hit the Netherlands, 

their key subsectors were hit particularly hard, and as a result, Jongeneel began losing 

market share. 

In 2015, a holding company that also owned their biggest competitor, Pontmeyer, 

acquired Jongeneel, which remained in business as a familiar and well-known brand in 

the industry. 

A few years later, Denis Brouwer took the reins as CEO of Jongeneel. With the aim of 

helping the company regain market leadership, Brouwer started visiting the branches, 

talking to the employees and pouring through the financial data from each branch. 

Although Jongeneel was losing market share as a whole, some 
branches were outperforming the market while others were 
underperforming. He looked to his branch managers for an 
explanation, but none of the top performers were able to clearly 
articulate what they were doing differently, let alone identify how 
the others could improve. At that point, Brouwer decided to look 
outside the company for help to regain and grow market share. 

Market challenges erode performance 
in construction sector
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A proven track record and 
an element of fun

Brouwer invited 3 consultancies to pitch. IG&H was ultimately chosen for two reasons: 

1. because of its structure and proven track record, and 

2. because of its culture. By structure, Brouwer was impressed with IG&H’s proposed 

approach to the project, which was smart, concrete and no-nonsense. But it was the 

IG&H culture that was the deciding factor for Brouwer. 

IG&H quickly showed their enthusiasm for the project by visiting various Jongeneel 

branches before their first meeting. Also, they were the only firm that injected an element 

of fun into their pitch. IG&H consultants enjoy what they do and are always looking for 

ways to manifest that enjoyment through their work. In this case, the IG&H team found 

a way to gamify Jongeneel’s quest for success by providing a structure for friendly 

competition between branches. 

In Brouwer’s words, “IG&H spoke the same language as we did; 
they weren’t afraid to roll up their sleeves to get the job done. 
They wanted to help us win the game together and make it fun 
while we were at it.”
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Incorporating data into the 
commercial way of working 
to drive sales

IG&H was hired with the goal of helping Jongeneel grow revenue and market share 

(while maintaining margins). As outlined in the pitch, they began the project with an 

extensive analysis of the commercial data per branch (win-loss analyses, POS data, 

up-sell and cross-sell, client analyses, and many more). The analysis was structured 

like a pyramid with “increased market share” at the top and the data from each branch 

separated into four key commercial performance pillars. Underlying the pillars were their 

associated commercial activities. 

One might have expected this analysis to expose “smoking guns” that had caused the 

downward spiral, or “magic bullets” that, if structurally applied across all 42 branches, 

would help grow market share. While the analysis succeeded in bringing relevant 

insights to light, which were then leveraged throughout the project, more was needed to 

determine what drove superior commercial effectiveness in certain branches. 
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After careful examination of Jongeneel’s commercial activities at the branch, the joint 

team realized that success heavily depended on the commercial discipline of the 

employees who interacted with customers on a daily basis. The question then became, 

how do you identify, develop and institutionalize successful ways of working that will 

create positive outcomes, and embed them in daily operations across all 42 branches?

 

During the transformation, IG&H designed and implemented 
“commercial day-starts” at 7 pilot branches and worked behind 
the scenes to train regional and national “champions” to be ready 
to facilitate a country wide roll out later on. 

For 15 minutes, everyone at the branch participated in sharing their thoughts about what 

was going well and what wasn’t, what they had accomplished the day before, and what 

they anticipated for the day ahead, as well as any ideas for improvement. It was a time 

for transparency, camaraderie, and reinforcement of their goals. These daily updates 

quickly became a part of Jongeneel DNA and were instrumental in helping the company 

successfully navigate the road ahead. 
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In the short term, the daily updates would become the key to Jongeneel reversing the 

downward trend. The IG&H team acted as coaches during the updates and received 

valuable input toward the creation of a dashboard based on the four performance pillars: 

 ʯ Customer retention

 ʯ Customer growth

 ʯ Orders per client

 ʯ Price per order

For each pillar, specific commercial activities and ways of reporting on the activities were 

created. The dashboard enabled each branch to choose which activities they wanted 

to focus on and monitor from a “salad bar” of options. There was also a facility for each 

branch to create some bespoke options if that was deemed appropriate. The activities 

were very specific in terms of who would perform them, how often they would be 

performed, and how they would be measured. 

Creating a data-driven dialogue for 
commercial discipline
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Once the first production-ready version of the dashboard was created, it provided 

the data and structure for discussions during the daily update meetings, and in turn, 

feedback from the meetings provided input for the next iteration of the dashboard. 

The approach was very structured, but the implementation gave 
each branch the freedom to customize it to meet their specific 
needs, and the employees the ability to let their voices and ideas 
be heard, all with the goal of increasing market share. 

Every day during the daily updates, team members were asked about the previous 

day’s activities: How many clients did you talk to yesterday? How many client visits did 

you follow up on? How many times did you follow up with a client post-sale? All input 

was logged and stored for evaluation and learning. The meetings and dashboards also 

gave management a cross-functional view of daily organizational activities, helping drive 

discipline and focus. And the dashboard gave everyone a clear view of the great results 

that were being achieved. 



Increasing market share by transforming commercial operations IG&H - make strategy work  9

The commercial transformation of Jongeneel was extremely successful. The decline in 

market share was completely turned around. Based on industry reports, Jongeneel’s 

market share increased considerably. 

But the numbers only tell part of the story. IG&H helped Jongeneel harness the intangible 

aspects of their culture that had made them a success and leveraged it as a tool for 

improving performance. As a result, they were able to improve the experience for every 

stakeholder—from executives and employees, to customers and shareholders.  

More than just achieving their market share goal, the entire organization is now 

commercially stronger, sharper, more focused and ready to take on whatever the next 

225 years may bring. 

“Even after 225 years, there was still a lot we didn’t understand 
about how to structurally scale commercial success in our 
business. Bringing in IG&H was exactly the right move at the 
right time. Their collaborative, fresh, cross-functional approach 
enabled them to quickly solve the mystery behind our lackluster 
performance and overcome it. You might not think a company as 
old as ours would be capable of such an intensive commercial 
transformation, but with IG&H to guide us, we didn’t just do the 
commercial transformation, we also had fun along the way.”

Denis Brouwer, CEO, Royal Jongeneel

Significantly, and sustainably, 
outperforming the market



“With IG&H to guide 
us, we didn’t just 
do the commercial 
transformation, we also 
had fun along the way.” 

Denis Brouwer | CEO 
Royal Jongeneel



Get in touch to discuss 
how we can help.

Contact us
+31 302 04 09 00
info@igh.com
www.igh.com

With over 30 years’ experience in Retail, Logistics and FMCG, IG&H enables 
retailers to create and deliver superior customer propositions and journeys. 
Today, our strategies and solutions reflect a wholly digital mindset, focusing 
on 6 key service areas to unlock the power of data-driven decision making 
at every level of your operation. Our latest digital innovation is the ABC 
app, which helps accelerate retail transformation by institutionalizing best 
practices and effective behaviors in a fun and collaborative way. 

IG&H 
Your partner in retail transformation


