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OPPORTUNITY 

BWS wanted to empower team members to provide consistent, 

authentic in-store customer experiences nation-wide.

Subsidiary of Woolworths’ 

Endeavour Drinks Group 

with 1300 stores and 7500 

staff members across 

Australia.

SUMMARY

SERVING THE ACE: PROGRAM DESIGN 

Performance Frontiers co-created, designed and rolled out the 

Authentic Customer Experience (ACE) Program, which involved 

training 43 BWS Customer Experience Facilitators (CEFs) to 

facilitate a suite of training workshops to 7500 team members 

nationally, empowering team members across Australia with the 

skills and confidence to build a consistent, authentic approach 

to customer experience.

RESULTS/IMPACT

Team Engagement score:  

Rose 13 points, from 73 to 

86, which is Global Retail 

Best Practice

Leadership score:  

Rose to 91/100

Net Promoter Score (NPS):  

Rose from 0 to 16+

Voice of Customer:  

Rose 10 points,   

from 51 to 61

Designers, facilitators and 

leaders in organisational 

transformation.

PARTNERSHIP

Customer’s team 

engagement rating: 

Rose 9 points,   

from 80 to 89 

Financial return:  

BWS sales and profit 

have consistently out-

performed the rest of the 

liquor market and have 

had meaningful year on 

year increases.



“The Authentic Customer 
Experience modules have 
been transformational for 
our business. 

They are a part of our DNA…

The ACE modules, or the theory 
behind ACE is equally applicable 
to any business, really. It’s 
about: how do you engage, 
motivate, inspire, and empower 
your teams and what is the best 
way of training?”

GUY BRENT, GENERAL MANAGER BWS
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OVERVIEW

When we think of customer 
service in this time-poor 
modern world, the words 
“fun”, “authenticity” and 
“real connection” are 
unlikely to spring to mind; 
however, this is just what 
BWS and Performance 
Frontiers achieved with the 
revolutionary Authentic 
Customer Experience (ACE) 
Program.

Savvy retailers like BWS 
recognise that a great in-
store customer experience 
is the difference between 
a one-time shopper and a 
lifelong company advocate.  
For bricks-and-mortar stores, 
creating great customer 
experiences is the key to 
thriving In an increasingly 
competitive retail landscape. 

For the last three years, 
Performance Frontiers 
has partnered with BWS to 
transform the business, 
building the team’s skills and 
confidence in delivering great 
in-store experiences and 
forging a customer-centric 
culture.

In return, BWS has seen 
customer sentiments 
warm and loyalty measures 
skyrocket; it has witnessed 
profits climb and sustainability 
forecasts stabilise; it has seen 
its team grow in confidence, 
knowledge and ability; and 
it has developed a culture 
where “have fun and be the 
best versions of yourself” 
motivates teams across the 
business to drive for the  
best outcomes.

If these 
results sounds 
extraordinary, 
just wait until you 
hear the story 
behind them...



It’s a 
Match
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THE BIRTH OF THE ACE PARTNERSHIP

Our ACE story begins with a 
fruitful partnership between 
Performance Frontiers and 
BWS – two organisations 
driven by a shared sense of 
curiosity, vision and drive. 

In late 2014, Performance 
Frontiers’ Managing Director 
Gretel Bakker, a trailblazer 
in the field of organisational 
transformation, was leading 
a number of development 
initiatives with the overarching 
Endeavour Drinks Group (EDG).

We were approached by 
Guy Brent, the new General 
Manager of BWS, who was 
intent on leading a “people 
revolution” in the organisation. 

A former “finance guy” with 
several years as CFO at 
Cellarmasters under his belt 

and a stint setting up EDG’s 
internal supply group Pinnacle 
Drinks, Guy had spent the first 
few months of his new role on 
the ground, in-store, finding 
out what made BWS tick and 
where the key opportunities lay. 

It quickly became evident 
that community and customer 
connections were key.

“BWS has this heritage of 
being the local bottle shop, 
so I considered: how could 
BWS better be ‘your local’?” 
Guy says. “I could see from 
my conversations that the 
best customer experience 
happened when the store 
team really engaged and had 
a very authentic conversation 
with the customer. It also 
became very obvious to me 

that the key leadership role is 
the Store Manager. They know 
their local customer best, their 
local needs, and how to better 
tailor the offer.”

 An avid follower of Dan Pink’s 
philosophy of motivation, 
Guy was intent on activating 
autonomy through enabling 
Store Managers to run their 
stores like local businesses; 
and unleashing mastery:  
building the in-store team’s 
capacity for engaging 
customers in a way that was 
authentic and uniquely BWS, 
and forge strong connections 
with local communities.

Performance Frontiers set to 
work helping BWS activate this 
customer-focused revolution.
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HOW WILL WE WIN?
Consistent, authentic customer experiences.

Strong connections with local communities.

Empowered Store Managers to lead change.
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INITIAL HURDLES

This transformation would be no small task, 
but with Performance Frontiers’ team of 
organisational transformation specialists and 
the BWS team’s vision and dedication, together 
we could make it happen.

Recognising that true change requires a holistic 
approach, there were a few initial hurdles for us 
to tackle in order to bring the vision to life.

To truly own decision-making in-store, Store 
Managers had to build their confidence and 
drive. Performance Frontiers co-designed 
and facilitated a revolutionary Road show to 
launch the Store Managers’ new autonomy and 
corresponding new job title as “Store CEOs”. 

“It was different to anything we’d done before,” 
Guy says. “For the first time we actively listened 
and took their feedback on board and the 
response was incredible…it was the start of the 
people revolution at BWS.” 

To minimise risk and provide greater clarity 
around the Store CEO’s new role, the concept of 
“Freedom within a Framework” was launched. 
This provided a definitive, descriptive guideline 
for decision-making in-store, outlining exactly 
which decisions Store Managers had jurisdiction 
over and to what degree.

To activate true autonomy, we also had to 
change the way Area Managers were leading 
the Store CEOs. They had to transition from an 
ingrained “command and control” approach and 
instead embrace leadership styles with a focus 
on support, guidance and empowerment.  
Area Managers were renamed “Area Coaches” 
and Performance Frontiers began rolling out the 
“Morphosis” leadership development program to 
hone their new way of leading.

We were now primed to begin the ACE revolution.



 p. 10

How could we train 
7500 team members 
across 1300 stores 

in Australia to 
master authentic 

conversations and 
create memorable 

in-store BWS 
experiences?
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SERVING THE ACE

Key Challenge
The next consideration was mastery and 
autonomy at a nation-wide scale.

The enormity of the undertaking was not lost 
on either party. “I remember being in my office 
with Gretel and a whiteboard and going: Our key 
challenge is how do we train 7500 people? And 
how do we do it in one month?” Guy says with  
a chuckle. 

Online learning modules had been trialled 
in the past, but these systems encouraged 
compliance-driven “tick and flick” with low rates 
of knowledge transfer. BWS had also previously 
engaged Drinks Specialist to run training 
sessions, but the team had not engaged due 
to a prevailing perception that specialists did 
not “bleed orange” like they did, referencing the 
team’s battle cry. As Guy explains: “The training 
that resonates best with the team is when you 
use the same language, you tell stories, you 
give them simple concepts, and they’re getting 
trained by one of their own.” 

And so, together, we formed the idea of Customer 
Experience Facilitators (CEFs). 

Performance Frontiers would develop 43 of the 
most passionate, confident, skilled Store CEOs 
to become Customer Experience Facilitators 
(CEFs) who would visit teams across the 43 Area 
Groups to train them in the new approach to 
customer service: creating authentic customer 
experiences. This became the foundation of The 
Authentic Customer Experiences (ACE) Program. 

Performance Frontiers would collaborate with 
BWS to:

•  Design learning models and tools to frame the 
new approach to customer engagement;

•  Design and facilitate workshops that would 
build the CEF’s skills and confidence in the 
facilitation of a training workshop, as well as 
train them in the new customer engagement 
approach; and

•  Design an interactive workshop for CEFs to 
roll out to area groups that would be fun, 
engaging and easy to facilitate in-store.

 

Enter Liz Barker, BWS’s Learning and 
Development Partner, who quickly became our 
key collaborator on ACE’s development and 
implementation. Liz’s passion for her team’s 
learning and development, coupled with her 
expert knowledge helped the Performance 
Frontiers team develop content that was 
perfectly pitched for maximum  
team engagement.

Content Design
Performance Frontiers designed content 
that increased store members’ awareness of 
themselves and their customers, and built their 
confidence to be the best version of  
themselves in-store.

Leveraging our expertise in engagement, 
neuroscience behind good communication 
coupled with research into emerging customer 
experience tends, we showed Store members 
how to:

• Better read a customer’s mood and intent

• Ask better questions to determine the need

• Stay agile, think on their feet and adapt to 
diverse scenarios

Perhaps most importantly, ACE encouraged team 
members to have fun, be authentic, and engage 
in genuine conversations to create memorable, 
lasting connections with customers. 

A suite of “easy-to-use” tools and models were 
developed to bring these concepts to life  
in-store.

Training CEFs
A large part of ACE’s success was riding on 
the CEF’s ability to facilitate the content, and 
facilitate well. 

“It was a gamble,” Liz admits. “But it paid off. 
Most had never been in front of a group of people 
before, but we never had a problem with people 
stepping up. There is so much passion there. 
They crave the responsibility.”
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SERVING THE ACE

Leveraging off the team’s passion for learning, 
Performance Frontiers delivered interactive 
workshops in every state to familiarise CEFs with 
the ACE models and polish their approach 
to facilitating. 

We showed them how to present content in a 
clear and engaging way; we explored how to 
manage presence and energy to “hold the room”; 
we showed them how to attune to participants, 
build rapport and encourage their engagement; 
most of all, we unearthed confidence in the 
CEFs’ abilities, encouraging them to work to their 
strengths, tailor content and have fun with it.

The impact on CEFs was almost immediate. 
“I remember being in that first session and 
it was an incredible experience,” Guy says. 
“Performance Frontiers was able to take people 
who weren’t confident in facilitating and over a 
couple of days…they started thriving.” 

Roll Out In-Store
With the CEFs prepped and ready, it was time for 
the moment of truth: 

Could a band of BWS’s best and brightest Store 
CEOs lead the charge on the ACE transformation 
in-store and roll out the Program consistently 
and effectively? 

The answer is yes – with gusto!

As the CEFs travelled around their Area Groups, 
a buzz began to build: The “Voice of Team” team 
engagement metrics soared. The team began 
mirroring the ACE language and making it their 
own. Store members started sharing stories 
of success, where they had built greater value 
for both the customer and BWS through using 
ACE models and language in-store. Customers 
were sharing their stories too; Guy was receiving 
glowing emails on a daily basis from customers 
who had recognised the team’s evolution 
and improved in-store approach. Recently 
implemented Voice of Customer (VOC) surveys 
showed all key metrics had risen. 

It was clear we were witnessing something 
profound.  And the team was hungry for more.

Impact and Cultural Revolution
What was originally designed as a once-off roll 
out grew to 6 modules over the course of 3 years. 

As ACE grew, Guy could see the strong impact 
on the bottom line. “When I first came into my 
role, our sales momentum was very driven by 
our promotions,” Guy shares. “Sales are now 
consistently strong and we now have consistent 
momentum, because we have such strong 
engagement at store level, and we have had a 
real increase in customer loyalty. We are also 
getting double the growth we were getting last 
year, and a lot of that has been driven by the 
team in-store.”

Underneath the strong business returns, team 
engagement and customer engagement scores, 
it is apparent that the ACE Program has been 
transformational at a cultural level. 

In interviews with BWS team members from all 
levels, each referenced the transformation 
spurred by a shift from control to empowerment. 

“The ACE modules have evolved into something 
we did not predict,” Liz says. “We have witnessed 
a real cultural shift away from command and 
control and ACE has played a major part in that. 
ACE has brought everyone onto the same level. 
It has been an amazing journey. Everyone plays a 
big part in this transformation.” 

“We are all more connected and there for each 
other as a team. We feel valued,” Victorian CEF 
Peta Penning says. “I believe that if we hadn’t 
had this training, we wouldn’t be the company we  
are today.”
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Results (from 2014 to 2017): 

Team Engagement score:  

Rose 13 points, from 73 to 86, which is  

Global Best Practice in Retail 

Leadership score:  

Rose to 91/100

Net Promoter Score (NPS):  

Rose from 0 to 16+

Voice of Customer:  

Rose 10 points, from 51 to 61

Customer’s Team Engagement rating: 

Rose 9 points, from 80 to 89 

Financial return:  

BWS sales and profit have consistently out- 

performed the rest of the liquor market and 

have had meaningful year on year increases.

2014 2017

TEAM 
ENGAGEMENT

NET 
PROMOTER 

SCORE (NPS)

VOICE OF 
CUSTOMER
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“The sessions themselves have been really fun 
and interactive, with team members laughing 
and happy to participate. The ACE training 
has become part of something bigger; it’s 
becoming cultural. I have seen the language of 
ACE become our own language. I’ve seen CEFs 
grow in leaps and bounds and we are evolving 
into more of a mentor of in-store matters. It 
is challenging, but satisfying to balance the 
responsibility. I can’t wait for the next one.”

NATALIE PETERSON, NEW SOUTH WALES CEF, BWS
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VICTORY
THE SECRET TO ACE’S
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THE SECRET TO ACE’S VICTORY

The co-creation process ensured program content that resonated with 
the team.

A defining element of Performance Frontiers’ approach to design is that all of our work is developed 
through a process of co-creation and ideation. This ensures that every solution or initiative is bespoke, 
fit for purpose and sees the greatest return on investment. 

“The co-creation process and team member in-put is critical,” Liz says. “But, without a good relationship, 
it wouldn’t have worked. I know I can be honest if something won’t work well and Performance Frontiers 
will immediately take it on board. The result is training that is pitched at exactly the right level.” 

Performance Frontiers designed simple and practical customer 
engagement models that brought complex theory to life.

Our team understand the neuroscience and social science theory behind effective engagement, 
situational sensing, influencing and relationship-building, and we have done the hard yards researching 
emerging customer engagement practice. But theory will only get you so far. We distil our wealth of 
knowledge into engaging, memorable learning models and experiences, packaged up into practical 
tools. 

Our unique expertise in graphic design enabled us to develop tangible artefacts such as tools, posters 
and booklets that could be used in-store after the program had been delivered.

Store team facilitators increased credibility, engagement and 
understanding.

Engaging team member CEFs to deliver content rather than hiring external, professional trainers 
presented a challenge due to the CEF’s lack of facilitation experience. 

Performance Frontiers are skilled at facilitating the art of facilitation. We were able to design content 
that built the CEFs’ confidence and skills in communicating with clarity and influencing change, and 
most importantly, showed CEFs how to leverage their in-store experience to build rapport through 
narrative and grounding content in their own stories.

“CEFs have credibility and the benefit of empathy,” Liz says. “They speak the language, they know what 
it’s like, the complexities of the role and how hard it is to juggle time. CEFs bridge the gap between us 
and stores.”

Interactive, Face-to-face training made learning fun and helped embed 
knowledge.

Performance Frontiers’ workshops are anything but “death by PowerPoint”. Our approach to learning is 
participatory and embodied. We engage participants in high energy, interactive activities that engage 
different parts of the brain and the body for maximum engagement and learning transfer.

“The sessions were designed to be delivered in small store spaces - to be short, interactive, and include 
plenty of activities for maximum engagement,” Liz says. “They really resonated.”
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ACE encouraged teams to be the best version of themselves and have 
fun.

Through ACE, we helped team members tap into their own unique superpowers; to unleash their potential 
and be the best version of themselves for truly transformational results.

“I had a conversation with Curtis Field, Queensland’s State Manager, and I asked: ‘Why is it working so 
well?’” Guy muses. “And he said something really profound: For the first time in the history of BWS, we are 
allowing our team to be themselves and have fun.”

The ACE Program unified BWS teams and was aligned from the very top. 

In order to unlock true cultural transformation, change cannot just happen in pockets. We brought all 
team members onto the same page with ACE content. They came together as a group in shared learning 
experiences, a proven strategy for increasing knowledge transfer.  Through Performance Frontier’s work 
with Area Coaches and upper management, we were able to support and align from the top, building 
BWS’s culture of empowerment across all levels of the business.

Ongoing learning modules reinforced content and renewed engagement.

Transformation is rarely the result of a quick fix. Performance Frontiers energises and equips 
organisations for the long term, ensuring they have the skills to maintain momentum. We often work 
in an embedded way, guiding and building skills over time to maintain engagement levels and embed 
learning within the culture itself. 

“Changing people’s behaviour takes time. It takes persistence,” Guy says. “I think that’s one of the 
strongest things about ACE: We have continued to reinforce and embed, so we have changed behaviour.”

THE SECRET TO ACE’S VICTORY
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NEXT STEPS

Performance Frontiers and BWS may be 3+ years into the ACE journey, but we are not done yet. 

The next step is unleashing the ripple effect. 

Guy says he would like to witness an ACE revolution; to see an authentic customer service 
transformation across other sectors within the overarching business, a move that has already started to 
take shape with the help of our Performance Frontiers team. 

For BWS, we plan to complete the Dan Pink trifecta and build the third leg of the motivation model: the 
pursuit of purpose.

“My own purpose, unleashing leadership potential, has been a real North Star, helping me overcome a lot 
of the resistance I have faced. If we can help everybody understand what their personal purpose is, we 
can turbocharge the business. It’s also a gift we give them for life. “Guy says. 

“ACE hasn’t just been about customer experience technique. I know the training has had a significant 
impact on our team’s lives. We completely underestimate the ripple effect of what we have been doing…
But to me, that’s the legacy.”



“At first I thought it was going to be a lot to take 
in, but the models are all really relevant and 
simple, and the good thing is, it was really about 
how to be yourself. Over these years I have seen 
changes across a number of the stores in my 
area group and it’s been great watching my area 
gain momentum. The highlight is seeing those 
lightbulb moments – when something clicks, 
seeing that look on their face, seeing them 
come out of their shell, be who they are and 
really come along for the journey.” 

MIKE MCCAROLL, QUEENSLAND CEF, BWS
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“At first, we didn’t know what to expect, but 
the ACE training was terrific. It’s also about 
what you make of it. I have really strengthened, 
particularly over the last 2 modules, and now 
I’ve been acting as a mentor to other CEFs. 
I’ve really found my calling. I can see that I’ve 
been able to make a change not only in my 
area, or the state, but at the national level too. 
It gives you a real buzz to hear you’re making 
a difference. If we hadn’t had this training, I 
believe we wouldn’t be the company we are 
today.”

PETA PENNING, VICTORIA CEF BWS




