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Nest lé  was founded a lmost  150 years  ago;  today,  i t ' s  the largest  
food & beverage company in  the wor ld .  CEO Peter  Brabeck and 
Deputy   Execut ive VP Chr is  Johnson d iscuss how embrac ing change 
has g iven the company the f lex ib i l i ty  to  move in  new d i rec t ions 
whi le  s t i l l  main ta in ing the in tegr i ty  o f  the brand.  

H i ,  we lcome to  Change Ar t is ts .  We' re  l ive  f rom Vevey,  Swi tzer land 
where we ' re  a t  the headquar ters  o f  the food and beverage g iant ,  
Nest lé .  Our  guests  today are  Peter  Brabeck,  who is  the CEO of  
Nest lé .  Peter,  we lcome.  
  
Thank you.  
As wel l  as  Chr is  Johnson,  who is  the deputy  execut ive v ice 
pres ident  and has led a  major  IT t ransformat ion pro jec t  here.  
Welcome,  Chr is .  
  
Thank you.  
Peter,  le t 's  s tar t  w i th  a  l i t t le  b i t  o f  a  Nest lé  background because 
Nest lé  is  such a  b ig  company and i t  p robably  touches people 's  l i ves 
in  ways they ' re  not  even sure about  today.  Ta lk  a  l i t t le  b i t  about  
what  the company is  invo lved wi th  r ight  now,  what  are  the 
cha l lenges the company is  dea l ing wi th ,  and where do you see 
Nest lé  heading as an organ izat ion? 
  
Wel l ,  John,  I  th ink  every  CEO, bas ica l ly,  has to  be constant ly  
preoccupied [w i th ]  how he or  she can add va lue to  i ts  consumers.  I  
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th ink  that 's  the most  impor tant  one.  And by do ing wel l ,  he wi l l  add 
va lue to  h is  shareholders  and to  i ts  o ther  s takeholders  around.  So 
my main  preoccupat ion is  a l l  the t ime,  how can I  add a  l i t t le  b i t  
more va lue to  my consumers? Now we are a  140-year  [o ld ]  company 
that  s tar ted as an agro indust ry.  I f  you look a t  the va lue cha in  o f  
an agro indust ry,  you wi l l  see that  raw mater ia ls  were very  
impor tant ,  o f  course.  Th is  makes a  b ig  par t  o f  the va lue cha in .  
Then comes technolog ica l  processes in  order  to  t ransform these 
products ,  and then you have market ing and d is t r ibut ion.  Now i f  I  
look forward,  I  th ink  we wi l l  have to  add to  th is  va lue cha in  a  
very  impor tant  par t ,  and th is  is  bas ica l ly  research and deve lopment  
and IT.  And the reason for  that  is  that  our  consumers are  rea l iz ing 
that  nut r i t ion  is  the door  opener  for  hea l th  and for  wel l  be ing.  
And nut r i t ion is  more and more the resu l t  o f  very  fundamenta l  
research and then very  s t rong deve lopment .  And on the o ther  hand,  
what  you a lso have is  that  you have to  f ind a  way how you can run 
e ff ic ient ly  a  very  complex company.  And I  th ink  today,  you can on ly  
do i t  by  us ing -  very  creat ive ly  -  IT.  
  
Wel l ,  le t 's  ta lk  about  that  because that 's  rea l ly,  Chr is ,  a t  the 
hear t  o f  the GLOBE,  which is  the Globa l  Bus iness Exce l lence 
Pro jec t .  I  want  to  ta lk  a  l i t t le  b i t  about  your  background because 
you ' re  a  non- IT person lead ing th is  t ransformat ion.  You came up 
through sa les  and market ing.  You 've worked,  rea l ly,  a l l  over  the 
g lobe for  Nest lé  -  Japan,  France,  Ta iwan,  here,  Uni ted Sta tes.  How 
d id  you get  invo lved wi th  th is  GLOBE Pro jec t  and te l l  us  what  
you ' re  t ry ing to  do wi th  the GLOBE Pro jec t?  
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Wel l ,  the GLOBE Pro ject ,  overa l l ,  i s  rea l ly  not  an IS/ IT pro jec t .  I  
th ink  i f  i t  was I  don ' t  th ink  he would  have chosen me to  run i t ,  
because cer ta in ly  that 's  not  my background or  my exper t ise .  I t ' s  
rea l ly  a  bus iness in i t ia t ive .  And maybe to  exp la in  i t  a  l i t t le  b i t  
-  GLOBE stands for  Globa l  Bus iness Exce l lence and i t  was s tar ted,  
bas ica l ly  c reated s ix  years  ago by Peter  Brabeck and the execut ive 
board as a  way to  a l low Nest lé  to  leverage our  s ize bet ter,  to  
leverage our  s ize as a  s t rength ,  and a lso to  f igure out  a  way that  
we can take complex i ty  -  because we ' re  a  complex organizat ion.  We 
se l l  a  w ide range of  products  in  v i r tua l ly  every  geography o f  the 
wor ld ,  through every  channel  we can,  and to  t ry  to  operate  wi th  
e ff ic iency,  which is  someth ing that  our  compet i t ion has not  been 
ab le  to  get  a  gr ip  on.  So in  order  to  do that ,  th is  program was 
estab l ished wi th  three very  s imple  ob jec t ives.  Not  s imple  to  do,  
but  very  s imple  to  remember.  The f i rs t  one was to  implement  
harmonized best  pract ices.  So in  o ther  words,  to  take the best  ways 
in  do ing bus iness around the Nest lé  wor ld  and share them.  Very  
bas ic .  The second one,  which is  not  very  sexy,  but  very  impor tant ,  
is  to  s tandard ize our  data  and our  approach to  data  management ;  to  
t reat  data  as a  corporate  asset .  And the th i rd  one is  to  then 
suppor t  th is  and enforce i t  th rough s tandard ized systems and 
technology.  So i t ' s  harmonized best  pract ices,  s tandard ized data  
center,  and systems.  And I  cou ld  say that  probably  a lmost  
everybody in  the Nest lé  wor ld  can recount  these three ob jec t ives.  
And that 's  what  we 've been focus ing in  on the past  f ive  years ,  
rea l ly,  is  des ign ing the systems,  def in ing the processes and now 

Page �  of �3 21



Nestle  G L O B E project  
Change Artists radio show interview  circa 2006 

implement ing them.  And we ' re  a t  a  s tage now where we 've bas ica l ly  
implemented processes,  data ,  and systems across around 80% of  
our  g loba l  operat ions.  So we have today about  100,000 users ,  over  

500 fac tor ies ,  400 d is t r ibut ion centers ,  and 300 sa les  o ff ices,  a t  

least  by  the end o f  th is  year,  runn ing on GLOBE .  And the next  
cha l lenge then is  how do we leverage th is  great  investment  that  
we 've put  in? 
  
Wel l ,  le t 's  ta lk  a  l i t t le  b i t  about  that .  One of  the th ings that  I  
was s t ruck wi th  in  a  d iscuss ion I  read wi th  you was that  you 
descr ibed GLOBE as a  s ing le  source o f  t ru th  for  the company.  What  
d id  you mean by that?  
  
Wel l ,  i t  goes back to  that  second ob ject ive .  When we ta lk  about  
data  centers ,  data  management ,  we d idn ' t  before  GLOBE,  have,  for  
example,  a  s tandard way to  code our  lead ing customers.  Carre four  
was coded in  d i f ferent  markets  in  which we suppl ied that  customer.  
The same for  a  lo t  o f  our  key mater ia ls .  And we spent  a  lo t  o f  t ime 
in  the markets ,  and even here a t  the center,  t ry ing to  s i f t  th rough 
and f ind out ,  how much do we rea l ly  se l l  to  Carre four? How much 
does th is  vendor  do wi th  us? And th is  a l lows us now,  bas ica l ly,  to  
have a  data  p la t form which is  c lean.  And the f i rs t  th ing that  we 
had to  do before  we cou ld  do th is  is  es tab l ish  s tandards,  one,  and 
the second was to  c lean up the data  s tandards we had in  th is  
company.  Because qu i te  honest ly,  we thought  before the GLOBE 

program that  we had 6 mi l l ion  customers,  vendors ,  and mater ia ls .  

At  least  that 's  what  was in  our  sys tems.  Af ter  go ing through the 
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GLOBE exerc ise o f  c leans ing,  we rea l ized that ,  we l l ,  about  two-

th i rds  o f  that  was dup l ica te ,  obso le te ,  or  jus t  p la in  wrong.  And so 

get t ing to  that  t ru th  is  very  impor tant .  And on ly  i f  you have that  

database,  c lean database,  are  you even ab le  then to  rea l ly  leverage 

i t  in  dec is ion suppor t  and o ther  areas.  

  
That  makes sense.  So Peter,  I  was s t ruck by a  comment  that  you 
made that  whi le  Nest lé  is  a  g iant  g loba l  company,  200 count r ies  
around the wor ld ,  your  customers and your  bus iness are  a l l  loca l .  
And that  makes bus iness very  complex and that  th is  pro jec t  is  
rea l ly  a imed at  dr iv ing that  complex i ty  out .  
  
You see,  f i rs t  o f  a l l ,  we were runn ing th is  company l ike  a  
fantast ic  super tanker,  a  500,000- ton tanker,  and pre t ty  
successfu l ly  so.  However,  i f  you want  to  cont inue the growth,  you 
come to  cer ta in  l imi ts  and we had to  f ind the way how we can break 
up th is  super tanker  in to  an ag i le  f leet  o f  d i f fe rent  boats  -  
dest royers ,  fas t  boats ,  car r ie rs ,  and th ings l ike  th is .  And rea l ly,  
the idea about  GLOBE came anecdota l ly  f rom a complete ly  d i f fe rent  
exper ience.  I  was inv i ted by the Chi lean Navy to  par t ic ipate  on one 
of  the i r  maneuvers  and I  was inv i ted to  the admira l 's  boat  and I  
was impressed how the admira l  in  h is  room was ab le  to  use the 
d i f fe rent  sh ips  o f  the f leet  for  d i f fe rent  a t tacks.  There was an 
is land to  be a t tacked,  i t  would  take a  smal ler  un i t ,  a  car r ie r.  
There would  be a  b ig  bombing or  someth ing,  you would  do 
someth ing d i f fe rent .  Every  s ing le  boat  has i ts  own crew,  i ts  own 
miss ion.  A l l  o f  them came back in  order  to  supply  themselves f rom 
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one common fue l  boat ,  one common muni t ions boat ,  and one 
common food boat .  And th is  idea about  an ag i le  f leet  and the 
generat ing demand,  but  hav ing leveraged huge supply  cha ins 
beh ind i t ,  was bas ica l ly  the bas ic  idea.  Now what  you have to  do in  
order  to  be ab le  to  do that ,  o f  course,  is  you have to  have the three 
th ings that  Chr is  was jus t  ment ion ing.  You have to  unders tand what  
is  happening on each one o f  the boat [s ] ,  wh ich is  bas ica l ly  the 
common bus iness pract ices.  You have to  have the cent ra l ized data  
management ,  and in  order  to  manage a l l  th is  in format ion f low that  
you have,  you have to  have one common IT p la t form.  So very  
s imple ,  those three ob jec t ives o f  GLOBE is  jus t  enabl ing o f  a  b ig  
t ransformat ion o f  the organ izat ion.  
  
So that  -  and i t  sounds s imple ,  but  le t 's  ta lk  about  the rea l i ty  o f  
i t  because people  say,  "Oh,  th is  is  the next…"  Wi l l  never  work .  " . . .  
b ig  th ing to  come down f rom headquar ters  . . . "  
I t  w i l l  never  work  . . .  " I f  we ignore i t  long enough,  maybe i t ' l l  go  
away."  Chr is ,  how d id  you get  people  on board? I  mean when you 
ta lk  about  th ings l ike  best  pract ices,  very  po l i t i ca l  top ic .  My best  
pract ices are  best .  
  
Abso lu te ly.  
He th inks h is  best  pract ices -  how d id  you get  people  on board? 
Wel l ,  to  be honest  w i th  you,  I  wasn ' t  rea l ly  sure we 'd  be ab le  to  
pu l l  that  o f f .  I  mean a great  idea to  have an idea o f  a  harmonized 
set  o f  pract ices,  but  c lear ly,  I  cou ld  imagine Germany not  
necessar i ly  accept ing what  Chi le  or  Argent ina or  Peru would  want .  
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And I  th ink  what  we d id  -  and there 's  d i f fe rent  ways you cou ld  do 
th is ,  but  we chose a way -  you can e i ther  go on the outs ide and 
have consu l tants  or  people  who know def ine the best  pract ices for  
you,  look externa l ly ;  you can look a t  your  cent ra l  head off ice  and 
have the people  des ign i t  here and then push i t  down to  the 
markets ;  or  what  we d id ,  which is  d i f fe rent ,  was we inv i ted,  
bas ica l ly,  people  f rom the markets ,  employees f rom the markets  to  
come here and in  2001,  for  about  a  per iod o f  a  year,  we had over  
300 people  come,  f rom 40 d i f fe rent  count r ies ,  which was a  b i t  o f  a  
cu l ture  shock here on Vevey for  a l l  these people  to  descend a l l  
w i th in ,  rea l ly,  a  couple  weeks '  t ime of  ar r iv ing.  And they debated 
and argued and so on.  And I  remember,  I  had in i t ia l ly  some 
d i f f icu l ty  in  get t ing markets  to  send people ,  but  I  went  on the 
road then and exp la ined,  espec ia l ly  to  the b igger  markets .  I  sa id ,  
"Look,  th is  is  what  we ' re  do ing.  We' re  def in ing these harmonized 
best  pract ices and then we ' re  go ing to  conf igure our  sof tware wi th  
them.  So you have a  cho ice,  you can e i ther  be par t  o f  the game and 
he lp  shape what  we ' re  do ing,  or  you can le t  the o thers  do i t  fo r  
you. "  And then boom,  wi th in ,  rea l ly,  a  couple  months '  t ime we had 
300 people  on board.  But  that 's  how we d id  i t .  And these were 
people  -  not  a t  the h ighest  leve ls  o f  the organ izat ion.  These were 
the people  who actua l ly  worked every  day,  whether  i t  be in  sa les  
and market ing,  manufactur ing,  HR,  a l l  d i f fe rent  par ts  o f  the group.  
And that 's  a lso what  makes our  program a l i t t le  b i t  d i f fe rent .  
  
Yeah,  and I  unders tand that  you actua l ly  made bus iness un i ts  g ive 
you the k ind o f  people  that  they don ' t  normal ly  g ive up to  these 

Page �  of �7 21



Nestle  G L O B E project  
Change Artists radio show interview  circa 2006 

k ind o f  pro jec ts .  You made them g ive you the people  that  they 
would  rea l ly  miss ,  work ing on your  pro jec t .  
  
Abso lu te ly.  I f  somebody was too eas i ly  vo lunteered to  me,  I  was 
very  susp ic ious and genera l ly  turned them down.  Now I  unders tand 
that  there was a  dramat ic  moment  where you actua l ly  o f fered fo lks  
your  job . . .  That 's  r ight ,  yes.  . . .  in  order  to  change some th ink ing 
about  that .  
Yes,  that  was ear ly  on in  the program.  In  fac t ,  one of  the f i rs t  
market  managers '  meet ings where we inv i te  a l l  o f  the market   
managers  f rom around the wor ld  to  come every  18 months or  2  
years .  
And th is  was very  ear ly  in  the program and we d id  that ,  and Peter  
a l lo t ted a  day a f ter  th is  meet ing to  have a  GLOBE day.  And Peter,  
ac tua l ly,  you d idn ' t  come to  that  meet ing . . .  
  
No,  on purpose.  
Because -  on purpose,  because we knew that  there was a  cer ta in  
amount  o f  tens ion and concern and i t  was a  chance to  le t  i t  out .  
And so that  cer ta in ly  worked.  In  the morn ing o f  that  meet ing,  i t  
was jus t  nonstop quest ion ing,  cha l leng ing,  and worse.  And I  
remember  i t  reached the po in t  a t  luncht ime,  I  f igured what  am I  
go ing to  do here,  because I  was worr ied that  th is  th ing was get t ing 
a  b i t  out  o f  cont ro l .  A b i t  o f  cha l lenge is  f ine,  but  you know . . .  
So I  remember  I  came in  a f ter  lunch and they were s i t t ing there 
look ing a t  me l ike  th is ,  and I  s tood up and I  thought ,  maybe they 
thought  I  was go ing to  g ive up or  walk  away and I  sa id ,  "Okay,  
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guys,  I ' ve  got  a  quest ion for  you now."  Because they were ask ing 
me quest ions a l l  day.  I  sa id ,  "How many of  you want  my job?"  And 
they a l l  sa t  on the i r  hands,  o f  course,  which I  expected.  And I  sa id ,  
"Okay,  that 's  f ine,  I  unders tand that ,  but  you know,  i f  GLOBE 
doesn ' t  work ,  I  get  f i red.  I  sa id  I  know you don ' t  care , "  and o f  
course,  they d idn ' t  care .  
  
R ight ,  some of  them may have been wish ing for  that .  
Exact ly,  some of  them may have been wish ing that .  But  I  sa id ,  "Hey,  
but  i f  I  get  f i red,  you what 's  go ing to  happen? I  get  f i red and 
then Peter  Brabeck is  go ing to  p ick  one o f  you to  take my p lace. "  
And so they laughed and that  was a  b i t  o f  an icebreaker,  not  that  
that  so ld  everybody,  but  a t  least  then i t  was sor t  o f  a  changing 
perspect ive  that ,  "Look guys,  we ' re  in  th is  th ing together  and i t ' s  
your  job to  make i t  work . "  And that 's  the secret  to  GLOBE.  They 
own i t .  I t ' s  these market  heads,  i t ' s  the people  in  the market .  I t ' s  
not  Peter 's  pro jec t ,  i t ' s  not  my pro jec t .  I t ' s  our  employees '  pro jec t .  
  
But  I  w i l l  a rgue to  some extent ,  because i t  i s  Peter 's  pro jec t .  
Peter,  you 've made th is  par t  o f  your  legacy here a t  Nest lé ,  and 
there may have been t imes where your  vo ice needed,  rea l ly,  to  be 
lent  to  th is  process to  make sure people  were beh ind i t .  Ta lk  a  
l i t t le  b i t  about  that .  How d id  you show your  commitment  to  th is  
pro jec t?  
  
Wel l ,  I  th ink  f i rs t  o f  a l l ,  we le t  th is  pro jec t  evo lve f i rs t  out  o f  
a  v is ion,  out  o f  an ob jec t ive  that  we had set  and then evo lved i t  
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wi th in  the execut ive board.  And i t  took qu i te  some t ime.  I  mean 
th is  is  not  that  we s tar ted in  the year  2000 wi th  th is .  We s tar ted 
about  two years  before ,  ta lk ing about  i t ,  and s tar t ing to  form i t  
and shape i t .  And i t  was rea l ly  in  the year  2000 that  we f ina l ly  
cou ld  come to  an agreement  on the execut ive  board that  th is  was a  
necessary  s tep.  There was not  everybody on board.  Many people  
feared that  th is  would  lead bas ica l ly  to  cent ra l iza t ion o f  dec is ion 
making,  whereas we,  f rank ly  speak ing,  in  my v is ion,  i t  was in  order  
to  a l low more decent ra l iza t ion.  But  you have to  go through a 
cer ta in  t ime where you,  when want  to  manage data  cent ra l ly,  you 
have to  cent ra l ize  th is  par t ,  but  th is  is  not  dec is ion making.  Th is  
is  jus t  data  management  which we cent ra l ized.  The whole  idea was 
a lways decent ra l iza t ion,  but  some people  d idn ' t  see that .  I  th ink  
the next  s tep was very  cr i t i ca l .  F i rs t  o f  a l l ,  to  f ind the r ight  
person.  And I  had met  Chr is  before  in  these d i f fe rent  funct ions and 
I  was a lways impressed because he was a  change ar t is t  a l ready,  a t  
that  t ime.  He d id  many th ings d i f fe rent ly  when he was out  in  the 
markets  and he was not  an IT guy,  which I  thought  was ext remely  
impor tant  for  the pro jec t .  Because i f  i t  was be ing seen as an IT 
pro jec t ,  I  th ink  we would  have got  the wrong people  on the boat .  We 
had to  show very  c lear ly  through the leadersh ip  that  th is  is  not  an 
IT pro jec t .  And the second th ing was that  I  appoin ted h im to  be a  
member  o f  the execut ive board.  And of  course,  th is  has never  
happened before .  F i rs t  o f  a l l ,  a t  h is  very  tender  age to  be member  
o f  the execut ive board o f  Nest lé  was a l ready a  rupture wi th  the 
past .  But  secondly,  that  you would  take a  pro jec t  and make them a 
member  o f  the board was not  obv ious.  But  i t  he lped us a lso that  
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every  s ing le  execut ive board meet ing we had,  Chr is  had to  repor t  to  
the execut ive board.  And we were complete ly  -  the board was 
complete ly  invo lved in  th is  th ing.  And then the las t  s tep I  d id  was 
when he had a l l  h is  GLOBE people  f rom a l l  a round,  f ina l ly,  he had 
created h is  team,  I  to ld  the team very  c lear ly.  "Look,  th is  is  not  
a  pro jec t  that  we might  perhaps win  or  not  w in .  We are go ing to  win  
that .  Because th is  is  go ing to  be my legacy for  the company,  and 
you have to  he lp  me to  es tab l ish  a  good legacy and not  a  bad one."  
So I  bas ica l ly  put  my legacy in to  th is  one pro jec t .  
  
And your  fa te  was in  the i r  hands? 
My fa te  was in  the i r  hands and you have to  he lp  me out  here.  I  
mean 
you have to  rea l ly  he lp  me that  th is  succeeds.  I  th ink  th is  was 
a lso an emot iona l  par t ,  I  would  say I  th ink  th is  was very  impor tant .  
  
Just  to  bu i ld  on that ,  too,  I  th ink  that  is  c lear ly  the key success 
fac tor.  And when I  ta lk  to  my peers  in  o ther  companies,  they ' re  
very  jea lous o f  th is  type o f  c lear  top suppor t  and commitment  and 
leadersh ip .  And i t ' s  not  jus t  f rom Peter 's  s ide.  And that 's  t rue 
what  Peter  is  say ing and that 's  very  c lear.  But  amongst  the ent i re  
execut ive board and the leadersh ip  o f  th is  company,  i t ' s  un i ted 
that  way.  And I  th ink  an organ izat ion can smel l ,  can sn i f f ,  i f  
there rea l ly  are  people  there,  doubters  are  not  be l ievers .  And 
that 's  the reason why i t ' s  worked.  I  mean i t  hasn ' t  been per fec t  
a l l  the way through,  c lear ly,  but  i t ' s  th is  type o f  suppor t  which 
has kept  i t  mov ing.  
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So jus t  to  dr i l l  down on that  a  l i t t le  b i t  more,  what  would  you say 
is  the s ing le  b iggest  hurd le  -  and I 'd  love both  your  perspect ives -  
s ing le  b iggest  hurd le  to  the pro jec t  and how you got  over  i t?  
  
You want  to  go f i rs t?  
Wel l ,  yeah,  I  can -  see,  which one do I  s tar t  w i th? I  th ink  the -  
l i ke  I  sa id ,  the key p la t form was set  when Peter  had put  h is  
commitment  forward on th is .  I  th ink  the next  b ig  hurd le  rea l ly  came 
in  making sure to  get ,  not  jus t  the minds,  but  a lso the hear ts  o f  
the market  management ,  and the people  invo lved.  And as I  ta lked 
about  ear l ie r,  I  th ink  we d id  that  through invo lv ing them.  I  mean I  
th ink  that  people  don ' t ,  a re  not  adverse necessar i ly  to  change,  but  
they l ike  to  be a  par t  o f  i t  i f  change is  go ing to  happen.  So not  
on ly  d id  they send the i r  people  to  des ign GLOBE,  but  a lso when 
GLOBE is  implemented in  the markets ,  when put  in  the processes,  
the data  and the systems,  i t ' s  the markets  which are  respons ib le  for  
i t .  And that 's  why I 'm say ing,  i t ' s  the i r  pro jec t .  They own i t ,  they pay 
for  i t  when they put  i t  in .  And which I  th ink  is  very  impor tant ,  so  
make sure we do i t  not  jus t  wel l ,  but  a lso we do i t  e f f ic ient ly.  And I  
th ink  get t ing that  buy- in  and so on was rea l ly  a  key,  key po in t  in  the 
success.  Another  th ing a lso I  th ink  was an acceptance f rom Peter  
and the execut ive board and f rom the group that  th ings would  not  
be per fec t .  I  ta lk  to  o ther  people  in  my ro le  in  o ther  companies and 
there 's  th is  somehow th is  quest  for  per fec t ion.  I t  w i l l  never  happen.  
And you s t i l l  need to  move ahead and forge ahead.  Learn f rom the 
mis takes,  learn and then move forward.  So we move wi th  speed.  I  
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mean what  we 've accompl ished f rom our  f i rs t  go- l ive  in  2002 to  the 
end of  2006,  w i th  100,000 users ,  500 fac tor ies ,  is  unprecedented.  
And that  cou ld  on ly  be done,  rea l ly,  w i th  rea l ly  a  push for  speed 
and not  for  per fec t ion.  
  
I  th ink  the b iggest  hurd le  is  the success o f  the company.  You see,  
we are very,  very  successfu l  company.  And you have to  conv ince 
people  . . .  
  
Why change? 
Why should  we change -  why should  they take such a  r isk? Don ' t  
fo rget  that  many people  have t r ied before  to  in t roduce a smal l  par t  
o f  what  GLOBE is  here.  And here we were say ing we ' re  go ing to  do 
that  a t  our  complex i ty  leve l ,  f rom s tar t ing o f  the sa lesmen,  go ing 
through a l l  p rocurement ,  a l l  th rough fac tory  management ,  
d is t r ibut ion management .  I  mean account ing,  human resources.  
Why 
the he l l  you want  to  go through such a  r isk? 
  
And what  d id  you te l l  them? 
I  to ld  them very  s imple .  I  sa id ,  " I f  we want  to  be successfu l  in  
the fu ture ,  you have to  change.  You wi l l  not  be successfu l  in  the 
fu ture  i f  you ' re  do ing what  you have been do ing in  the past . "  But  
th is  fear,  th is  enormous fear  -  wh ich by the way,  is  not  on ly  
in terna l ,  because f rank ly  speak ing,  dur ing a t  least  four  or  f ive  
years ,  we had the d iscount  on our  share pr ice  because of  GLOBE.  
And you have to  accept  that .  Because the ana lys ts ,  i f  you look back 
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in to  the repor ts  who wrote  about  i t ,  cons idered th is  to  be one o f  
the b iggest  r isks  I  took for  th is  company.  They were a f ra id  o f  
bus iness in ter rupt ion.  They were th ink ing that  th is  company wi l l  be 
out  o f  bus iness for  months and th is  would  have an enormous 
impact .  
So i t  i s  the success to  come in  the past  which is  the b iggest  
obstac le ,  rea l ly,  to  do a  change.  
  
And you can ' t  le t  i t  get  . . .  
I f  you ' re  in  a  cr is is ,  I  wouldn ' t  have even thought  about  i t  so  
easy.  I f  in  a  cr is is ,  i t ' s  easy.  I f  you are  successfu l  . . .  th is  is  
the b iggest  hurd le  for  rea l ly  pro found change.  
  
That 's  fasc inat ing.  Let 's  ta lk  a  l i t t le  b i t  about  resu l ts .  You 
sa id ,  Chr is ,  that  i t ' s  been embraced in  about  80% of  the bus iness 
un i ts .  What  are  you see ing? How is  i t  t ransforming the bus iness? 
And I ' l l  s tar t  w i th  you,  Peter,  what 's  your  perspect ive on that?  

Wel l ,  I  must  say I 'm ext remely  happy,  because as I  sa id ,  as  i t  i s . . .  
And that 's  very  good for  Chr is .  
Wel l ,  as  a  mat ter  o f  fac t ,  you see I 'm so happy that  I ' ve  a l ready 
promoted h im in to  the next  job . . .  
  . . .  (over lapp ing comments)  
. . .  in  h is  operat ion,  so I  th ink  th is  is  cer ta in ly  the best  
promot ion that  I  can g ive h im is  recogni t ion for  what  he has been 
do ing in  th is  pro jec t ,  so  very  c lear ly.  I 'm very  happy because 
f i rs t  o f  a l l  w i th  80% of  th is  company runn ing on GLOBE now and 
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hav ing two success ive years  o f  outs tand ing organ ic  growth -  I  mean 
we were 6% las t  year,  we were 6% more or  less th is  year,  th is  is  
rea l ly  -  I  mean the combinat ion o f  both  show that  GLOBE rea l ly  
works.  And what  has been a cer ta in ,  I  would  say,  d iscount  on our  
share pr ice ,  is  go ing now,  t ransforming i tse l f  in to  a  premium . . .  
  
So the market  is  s tar t ing to  unders tand . . .  
The market  s tar ts  to  be l ieve.  And I  th ink  th is  is  rea l ly  t ransforming 
i tse l f  in to  share va lue and therefore ,  the increase in  the share 
pr ice .  That ,  o f  course,  makes me very  happy.  But  there is  
someth ing which is  much more impor tant .  The organ izat ion is  proud 
now.  The organizat ion has learned that  they can manage such a  b ig  
cha l lenge and I  th ink  th is  w i l l  put  them on a  d i f fe rent  leve l  for  any 
new change that  w i l l  come.  I  th ink  that 's  ex t remely  impor tant  for  the 
organ izat ion.  
  
That  makes sense.  And Chr is ,  what  are  you see ing as a  resu l t?  

Wel l ,  when we look a t ,  le t 's  say bus iness benef i ts ,  we don ' t  t rack 
-  and i t  was a  consc ious dec is ion,  I  th ink  the r ight  dec is ion -  
that  we wouldn ' t  t rack GLOBE benef i ts  separate ly.  We have some 
group in i t ia t ives where we t rack e ff ic ienc ies  in  whi te-co l la r  
product iv i ty,  b lue-co l la r  product iv i ty,  and so on.  But  what  we ' re  
see ing is  anecdotes and repor ts  f rom the markets  where GLOBE is  
enabl ing benef i ts  in  the area o f  best  pract ices,  whether  e i ther  
w i th  or  w i thout  the system.  We' re  get t ing good repor ts  in  dec is ion 
suppor t ,  us ing the data  and the in format ion and systems wi th in  

Page �  of �15 21



Nestle  G L O B E project  
Change Artists radio show interview  circa 2006 

GLOBE to  make bet ter  bus iness dec is ions,  and a lso,  us ing GLOBE 
now to  he lp  us t ransform our  organ izat ion.  As Peter  was ment ion ing 
ear l ie r  in to  the concept  o f  the supply  sh ip  and ag i le  f leet ,  w i th  
respect  to  the supply  sh ip ,  GLOBE is  the p la t form that  we ' re  us ing 
to  deve lop shared serv ices across the Nest lé  group,  and we ' re  
ro l l ing  these out  now wor ldwide and these are runn ing on the 
GLOBE p la t form.  And now whi le  you can do shared serv ices wi thout  
a  common processes,  data ,  and systems,  you rea l ly  lose out  a  lo t  
on 
e ff ic ienc ies  and so on.  And so th is  is  rea l ly  the per fec t  p la t form 
to  go on.  
  
One of  the th ings that  you have both  been c lear  about  is  that  you 
d idn ' t  want  people  to  v iew GLOBE as a  one- t ime pro jec t .  That  
rea l ly,  th is  was about  a  commitment  to  cont inuous change.  How do 
you make sure that  that  happens,  that  people  don ' t  th ink ,  "Wel l ,  
GLOBE is  over.  We d id  i t .  What  do we do next?"  How do you keep 
that  idea o f  cont inuous change in  the minds o f  people? 
  
Wel l ,  as  I  to ld  you before,  I  mean one of  the th ings I 'm happy 
about  is  that  the people  have learned now,  and that  they s tar ted to  
be l ieve themselves,  that  they ' re  ab le  to  cont inuous ly  change,  which 
is  a  change of  mind and a t t i tude,  which is  impor tant .  Now we know 
very  wel l  that  the f i rs t  phase o f  GLOBE was best  pract ice  in  and 
wi th in  Nest lé .  The next  s tep has to  be best  pract ice  a t  the 
indust ry  leve l .  So we have immedia te ly  a  new target  in  f ront  o f  us  
and I  th ink  the organ izat ion unders tand that  th is  is  now more 
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eas ier  to  unders tand.  When you say,  "Look,  we are now best  in  
c lass wi th in  Nest lé ,  next  s tep is  now,  we want  to  be best  in  c lass 
wi th in  the [ indust ry ] . "  We have to  s impl i fy,  I  th ink ,  which is  obv ious 
when you have such a b ig  pro jec t ,  perhaps we went  a  l i t t le  b i t  too 
far  in  a l l  the deta i ls .  I  th ink  our  company can run on a  l i t t le  b i t  
s impl i f ied  and we have a l ready s tar ted to  do some s impl i f ied  
vers ion o f  GLOBE for  count r ies  l i ke  Kenya or  smal ler  count r ies  and 
th ings l ike  th is .  So that 's  the o ther  one.  And the las t  one is  that  
change wi l l  a lways be wi th  us  and what  is  best  pract ice  today wi l l  
never  be best  pract ice  tomorrow.  So I  th ink  jus t  by  constant ly  
cha l leng ing the company and put t ing the ob jec t ive  target  a  l i t t le  
b i t  fu r ther  forward,  I  th ink  i t  w i l l  keep GLOBE a l ive  in  sp i r i t .  
  
I t  makes sense.  Chr is ,  any thoughts  on that?  
Yeah,  no I  agree.  I  th ink  we have the p la t form that 's  in  p lace now 
and i t ' s  a  great  p la t form to  a l low us to  do that  cont inuous 
improvement ,  and cont inuous improvement  is  one o f  the tenets  o f  
our  company.  
   
So we want  to  take some quest ions f rom -  these quest ions actua l ly  
came f rom audience members .  In terest ing ly,  Peter,  you jus t  touched 
on one of  them when -  the quest ion is  around,  how do you make the 
GLOBE program pract ica l ,  feas ib le ,  in  areas,  such as you 
ment ioned,  maybe in  Af r ica  or  o ther  par ts  o f  the wor ld ,  that  might  
not  be as ready for  th is  k ind o f  change? 
  
Wel l ,  one o f  the most  in terest ing exper iences we had was -  we had 
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one of  the f i rs t  vo lunteers  was Pak is tan.  And we were th ink ing,  I  
mean Pak is tan,  we had some p i lo t  markets ,  one in  every  reg ion.  But  
suddenly  Pak is tan came up and "We want  to  be . . . "  and we were 
rea l ly  surpr ised.  Wel l ,  i t  tu rned out  that  Pak is tan was the one that ,  I  
would  say,  most  e f f ic ient ly  and the shor tes t  per iod,  in t roduced 
GLOBE,  and he lped us,  rea l ly  -  f i rs t  o f  a l l ,  even us,  to  improve 
GLOBE a l ready there,  and secondly,  then a f terwards,  wel l ,  
o f  course,  we had the mot ivat ion for  many,  many o ther  count r ies  o f  
the wor ld .  
  
To what  do you a t t r ibute  that?  
Wel l ,  I  th ink  a  b ig  par t  o f  i t  i s  that  for  these,  par t icu lar ly  
smal ler  count r ies ,  le t 's  say,  and Pak is tan is  a  great  example and 
we have others ,  that  for  them,  what  they saw in  GLOBE was l ike  
go ld .  I  mean the best  pract ices were fantast ic ,  the systems were 
someth ing they cou ld  never  rea l ly  a f ford  on the i r  own,  and for  
them,  then,  th is  is  someth ing that  is  a  t remendous advantage.  I t ' s  
been harder  for  us ,  qu i te  honest ly,  in  some of  the b igger  count r ies  
which you spend . . .  

More ent renched system.  
Exact ly,  more ent renched system,  very  customized systems over  
t ime to  get  them to  change,  a l though they a l l  have.  But  I  th ink  that 's  
a  b ig  advantage.  And a lso,  another  th ing that  we saw in  Pak is tan,  
which I  th ink  personal ly  is  one of  the most  reward ing,  there was a 
lo t  o f  concern whether  we 'd  be ab le  to  t ra in  some of  the work force 
in  some of  these smal ler  count r ies ,  many o f  them i l l i te ra te ,  many 
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of  them never  us ing a  computer  before ,  where the t ra in ing began 
that  th is  is  a  mouse.  And for  the people  a lso i t  was qu i te  
in t imidat ing.  For  many o f  these people  they were qu i te  nervous to  
see GLOBE come in .  There was a  cer ta in  res is tance,  but  when 
that 's  sa id  and done,  I  th ink ,  we have our  b iggest  suppor ters  in  
these count r ies ,  where people  fee l  that  the i r  l i ves,  the i r  jobs have 
become more respons ib le ,  they 've learned new sk i l l s  and I  jus t  -  i t  
makes me fee l  great  to  go to  these count r ies  and ta lk  to  the 
warehouse operators ,  the fac tory  f loor  l ine workers  and . . .  
  
So to  some extent ,  d id  some of  those reg ions see i t  as  a  way to  
leapf rog and catch up wi th  . . .  
Abso lu te ly  
  . . .  the i r  s is ter  organ izat ions? 
Yes,  they fee l  they go rea l ly  to  the most  advanced of  technology 
and processes that  there is .  
In  one s tep.  
In  one s tep.  From a complete ly  . . .  and I  th ink  i f  you would  see 
l ike  Chr is  was say ing,  i f  you would  see the pr ide o f  those people  -  
I  mean i f  they take you through a warehouse today,  they show you 
how they manage in format ion technology,  cer ta in ly  in  a  bet ter  way 
than I  can manage i t .  I t ' s  fantast ic ,  and proud they are .  And I  
th ink  th is  has been enormous mot ivat ing for  many o ther  count r ies .  

I t ' s  a  great  cata lys t .  
We are do ing Kenya today and I  th ink  count r ies  l ike  the Midd le  
East ,  f rank ly  speak ing,  don ' t  cons ider  them to  be too d i f f icu l t  to  
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do i t  as  wel l .  
  
But  we do have a lso an a l ternat ive system,  as Peter  had ment ioned.  
In  Kenya we do have a  l ighter  vers ion,  smal ler  sys tem,  par t icu lar ly  
in  those markets  where the te lecommunicat ions is  not  re l iab le  or  
i t ' s  too expens ive,  because we de l iver  the systems over  a  network .  
But  in  most  cases,  rea l ly,  we ' re  ta lk ing about  90% p lus o f  the 
wor ld ,  they ' re  implement ing the GLOBE processes,  data ,  and 
systems.  
  
That  makes sense.  We have t ime for  one more qu ick  quest ion and 
I  wanted to  ask about  the idea o f  compet i t ive  advantage.  I t ' s  sor t  o f  
a  fab led idea in  the IT indust ry  that  what  you do wi th  technology 
can g ive your  company th is  d is t inc t  advantage over  compet i tors .  Do 
you be l ieve -  and I  know GLOBE is  not  pure ly  an IT pro jec t  -  but  do 
you be l ieve GLOBE prov ides that  k ind o f  compet i t ive  advantage? 
  
I 'm abso lu te ly  conv inced that  GLOBE has catapu l ted us in  a  f ive-  
year  compet i t ive  advantage to  most  o f  the fas t -mov ing consumer-
good companies.  Because up to  now there was one,  on ly  one 
parad igm in  our  indust ry,  and th is  is  focus wi l l  g ive you operat iona l  
e f f ic iency.  Wi th  GLOBE,  we have been ab le  to  combine complex i ty,  
which is  abso lu te ly  necessary  in  our  indust ry  where there are  on ly  
loca l  consumers,  therefore ,  very  complex o ffer ing,  w i th  operat iona l  
e f f ic iency.  So I  th ink  th is  is  the most  impor tant  compet i t ive  
weapon that  we have estab l ished in  the las t  years .  
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Chr is? 
Def in i te ly,  I  agree wi th  h im.  
Great .  Wel l ,  we are  out  o f  t ime.  I  want  to  thank our  guests  today,  
Peter  Brabeck,  CEO, Chr is ,  execut ive v ice pres ident .  Thank you for  
jo in ing us.  I  hope you ' l l  jo in  us  aga in  on January  18th  when Change 
  Ar t is ts  goes l ive  f rom Johnson & Johnson headquar ters ,  where 
we ' l l  be ta lk ing to  B i l l  Weldon,  the CEO, as wel l  as  Laverne 
Counc i l ,  the CIO.  Thank you for  jo in ing us.  For  Change Ar t is ts ,  I 'm 
John Gal lant .  
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