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ABOUT THIS WHITE PAPER

The fiercely competitive nature of the Consumer Packaged Goods
(CPG) industry has driven a large number of mergers,
acquisitions and partnerships in an effort to establish and build
strong brands and increase brand equity in the international
marketplace.

The subsequent increase in focus on global brands that this has
created has led to the restructuring of businesses to operate on a
more consolidated global basis.

When these factors are combined with today’s poor economic
climate, the need for both retailers and manufacturers to move to
an even greater level of globalisation without losing local
customer centricity has increased dramatically.

The challenges of rapid new product introductions, increasing
promotional activity, strong regional variations and high demand
variability has added to the complexity of achieving these aims.

This environment makes essential the ability to look further afield -
to cross-reference and compare performance across regions,
countries and categories and to identify trends and opportunities
within the entire business.

This global view of performance allows for a greater
understanding of the competitive environment, and provides the
ability to ensure the prioritisation of strategic investments to
markets where they can drive the most return on the investment
made.

However, many of these processes emerged or were defined prior
to having tools and systems to support them. It is therefore not
surprising to learn that many decisions are based on data that has
been put together manually, by cutting and pasting from many
different systems or even gut reaction.

This ad-hoc, un-informed model is not sustainable in the long
term; particularly as the importance and value associated with
these decisions is increasing at a rapid pace, in spite of the fact
that the systems and processes to support these decisions have
not been developing at the same rate.

Outlined within this white paper are the business processes,
challenges and decisions that can now be supported by
systematic use of local market information on a regional and
global basis.

It also includes recommendations on how to meet this need by
using The SymphonyIRI Maturity Curve, which is based on the
globalisation stages of decision-making. This maturity curve can
help set a road map populated with clear strategic objectives that
will support a long-term plan for global decision-making.

The findings in this white paper have been taken from
SymphonyIRI® many years of work with a variety of clients on this
key business area.
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BUSINESS CONTEXT

Most CPG manufacturers in today's market are multi-national
corporations that operate across more than one region, country or
even continent.

However, many of these companies are still managing their
businesses on a local or regional basis. They are trapped in a silo
with no clear understanding of what is happening elsewhere in
their organisation.

This approach is becoming less and less sustainable for a variety
of reasons, such as:

- domestic, organic growth in mature markets is becoming more
and more difficult, leading to expansion into new markets, and the
globalisation of businesses becomes a necessity to ensure future
profitability

- the fiercely competitive nature of the consumer packaged goods
industry and the restructuring of businesses to operate on a more
consolidated global basis

- the current economic climate, with increases in raw material
costs coupled with a consumer squeeze on affordability

- increased pressure from retailers due to fierce competition within
the global retail sector.

These factors makes it essential to have a 360-degree view to
define brand, sales and marketing strategies at the global level,
and to achieve maximum local impact by being able to identify
both growth opportunities, and weaknesses in order to prioritise
investments. In a fast moving environment, quick access to this
data is a distinct competitive advantage.

Owing to the high complexity involved in this process global and
regional decision makers are often ‘running blind’ when it comes
to understanding their global performance and making effective
global decisions.

There are many challenges when it comes to putting in place an
effective global information platform that can support faster and
fact based decisions making.

These can be categorised into four main areas.

1. Business Value and Business Process. The investment
required to deploy a global information platform can be
significant. It is important to understand the decisions and
business processes the platform will support.

2. Business Scope and Requirements. An early challenge is
to define the key objectives, business requirements and
scope of the project. This should also include a clear vision
and roadmap for the future. A typical failing of these types of
projects occurs when this initial planning stage is overlooked.

3. Technical. The processes of aligning and integrating
information across many markets, all with different
information  sources, metrics, definitions, language,

currencies, frequencies and requirements is challenging. In
addition, the scale and flexibility required to deliver such a
system must be considered against the long-term vision and
user profile.

4. Change Management. Utilisation that ultimately delivers the
business value is vital to the success of the programme.
Therefore, clear global governance, senior sponsorship, clear
definition of business processes, training and a continuous
insight resource model are fundamental to its success.

This paper focuses on the first two of these challenges,
discussing how to overcome them and successfully deploy a
global information platform that has real business value and is
sustainable for the future.
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BUSINESS VALUE AND BUSINESS PROCESSES

Creating a business case for a global market information platform
can be a daunting task. It is not an operational system that can
identify tactical decisions that deliver immediate value, but is
typically deployed as a strategic solution to support global
decisions. These decisions could have major implications for
company strategy, but this is different to delivering immediate
value.

Some organisations developed business cases based on the
platform being a necessary cost of doing business, or highlighting
time efficiency for global teams, but these do not necessarily
demonstrate large returns.

The priority is to understand how the solution will be used to
support different business process areas, either immediately or in
the future, and then determine the value of these decisions and
map them against potential market share change and revenue
gain of faster and more informed decisions.

Below we have described some of the business processes that
can be supported by a global market information platform, with
examples of improvements experienced by real life organisations.

Market Performance Management Processes

Performance management is the process which enables business
strategy to fully integrate into business operations. It provides
management with a single view of what is going on across their
business and provides a robust platform to support future growth.

It helps the leadership team address fundamental business
guestions such as ‘how are we doing?’ ‘why?’ and ‘what should
we be doing?’ Many CPG organisations have traditionally looked
to internal metrics of performance, but these fail to provide a
market perspective so ascertaining accurate business
performance is not obvious.

One of the key challenges to achieving this integration is the
establishment of global metrics accepted throughout the business.
From an operational standpoint, each country is comfortable with
its own set of metrics and regularly reports these to head office.

Head office is then faced with the challenge of trying to evaluate
global market performance from a collection of local market
reports. The challenge lies in the fact that brands, categories,
retail outlets and consumers vary from country to country along
with variables such as pre-sorting definitions and measurement
formulas.

Once these challenges have been addressed the use of market
information and the creation of standard global metrics, decisions
can be made, which can facilitate faster growing brands.

Decision makers can ensure that investments or savings occur
where opportunities exist by country. In addition, key competitor
activity can be monitored precisely at a global level to understand
where business threats exist.

A number of consumer packaged goods companies have made
market share a key performance indicator, for the company
reward and remuneration process, setting share targets for
individual balanced scorecards. This has supported the shift in
some organisations to be more consumer- and shopper- centric,
and ultimately leadership performance is based on how well the
business has performed in the market, not just on the current
year’s earnings before interest and taxes, EBIT.

Understanding Brand Health and the Impact of Brand Decisions

A brand is one of the most valuable assets of a CPG organisation.
The management and health of the brand are therefore vital to its
success. When consumer packaged goods companies move the
management of their brand from a local to global level it is
therefore critical that key elements of the brand’s health be
understood by the entire team as decisions are increasingly made
on a global basis.

Without a detailed knowledge of the drivers and influencing
factors of brand health it is difficult to actively manage it from a
global perspective. By having brand health factors readily
available, global brand plans, which are based on a consumer-
centric approach to brand management, are more likely to be
successful.
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~ INFORMATION

By being able to assign performance measures across regions
and countries, the overall health of a brand can be quickly
established and monitored, ensuring that action can be taken in

case of any change in the established pattern. This
understanding of brand health, at a global rather than a local
level, supports new product innovation planning, concept testing
and brand positioning.

Market Dynamics for Innovation Planning

Market dynamics and trends can be used to formulate innovation
programmes for the future by understanding the attributes and
consumer trends that are driving the market, and conversely
those that are losing momentum. When innovation programmes
were localised this was easy to do by using local market
information. By moving to global innovation programmes, the
global and regional market and attribute drivers need to be
understood.

This is why organisations that operate global brand strategies and
execution plans have brought local data together at a more
granular level. Doing this provides the information necessary to
quickly understand the market dynamics and potential
opportunities.

For example, once a company understands category and brand
performance, they begin to study product attributes and their
relationship to performance and profitability. Attributes such as
size, flavour and pack type will often vary widely by country. The
effect of basic product attributes on its performance, while well
known as a sales driver, is often overlooked as an opportunity
across countries and as a way of expanding and driving
performance.

Innovation Execution

This can be useful in planning product launches from one country
to another. Product innovation or new product/brand introductions
can be planned and forecasted based on performance in similar
markets across the globe.

Key attributes and their contribution to market performance should
not be overlooked, especially when trying to expand or introduce
a new brand or product into a market.

For example, a carbonated beverage manufacturer was selling a
unique pack size of soft drinks in Australia and New Zealand for
many years before it realised that this size was a key driver of its
brand strength in that area.

Adding this size to its European product assortment helped to
push the brand to the number one position in Europe. Additionally
a broad understanding of how market trends (such as the
popularity of own label) impact on categories can be realised.

Pricing

Through the integration of market pricing, comparisons can be
made market by market, branded vs. own label, and your portfolio
vs. the competition. This allows a strategic view of price position
in the market.

For example, this would illustrate where your organisation sits in
terms of its consumer price corridor, (e.g. budget, mid, premium
or luxury). It would also enable an understanding of how this
differs between markets and regions in order to help firms make
more informed decisions quickly regarding setting global pricing
strategies.
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BUSINESS SCOPE AND REQUIREMENTS

Different companies have adopted different levels of capability to
support their business processes. These have typically been
dependent on the level of global maturity and decision making
within the organisation.

Some have commissioned global or enterprise data warehouse
initiatives, while others have their analysts manually paste various
reports together to produce global metrics.

SymphonylIRI has identified four levels of maturity for global use
of local data in decision-making. The maturity chart below details
the different levels for which SymphonylRlI has developed
solutions ensuring the best use of local data from a global
perspective. We recommend that this be used as a starting point
to deploy the business requirements and scope of the project.

The majority of consumer packaged goods organisations that
operate in multiple countries are at Level Two, with only a small
number at Level Three. At this stage we believe no single
organisation has reached Level Four on a continuous basis.

SymphonyIRI also believes that although there are a high number
of CPG organisations operating at Level Two in terms of
capability, they have to adopt new business models and decisions
processes in order to operate globally.

This has led to a significant trend to upscale, bringing in new
capabilities that support new global organisation models.

SymphonyIRI Maturity Curve for Global Decision Making
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Level One Maturity — Local Operating Model

These organisations typically either operate within one country or
do not operate cross-border processes. Some of these
organisations may create ad-hoc reports or commission one-off
studies across borders. Typically, the brands are local so the
organisation acts locally.

Level Two Maturity — Decentralised Operating Model

For the most part, these organisations have accepted that not all
markets behave in the same way and often tailor their products to
meet local needs. This does not mean, however, that consumer
behaviour in one market or one region cannot provide valuable
insights into another. Nor does it indicate that an effective product
strategy in one market cannot be leveraged in another or
increasingly that innovation in one market cannot produce
innovation in another.

Through the creation of standard global metrics, decisions can be
made that facilitate the growth of brands at a faster rate. Decision
makers can ensure that investments or savings can occur where
opportunities exist. In addition, key competitor activity can be
monitored globally to understand where both threat and
opportunity exists.

Typically these organisations focus on creating regional and
global reports. The reports are defined to answer important
guestions with a sufficient level of detail. This is typically
accomplished at, or just below, brand level.

These Level Two organisations have not focused their efforts on
establishing harmonised category definitions and metrics for
global reporting. The approach they have taken is to establish
regional and global metrics that involve building harmonised
category definitions, brand definitions, and metrics that reflect a
global or head office perspective.

This will mean breaking up and consolidating local category
definitions, mapping brands across countries and defining the
formulas for measuring sales, promotional effectiveness and
sharing.

Global performance monitoring has also become very important -
not only for assessing and evaluating mergers and acquisitions,
but also for reporting financial results to financial analysts. Having
consistent metrics that compare a company and its brands’
performance to its competitors around the globe can help
communicate genuine success to the financial markets.

Level Three Maturity — Centralised Operating Model

These companies operate a truly global business model and
benefit from the global use of local data. Many of these
organisations create single global brand and category strategies,
and define price and promotional policies centrally with the local
organisation focused on execution. Many of these companies
innovate and launch new products at a global level.

These Level Three companies have become very effective in
establishing their global and regional reporting practices which
has contributed to their domination of the global marketplace.
Harmonised category and brand definitions and consistently
attributed products can effectively drive emerging market
strategies and market level product portfolio assortment.

Once companies understand category and brand performance
they can begin to study product attributes and their relationship to
performance and profitability. Attributes such as size, flavour and
pack type will often vary widely by country. The effect of basic
product attributes on product performance, while well known as a
sales driver, is often overlooked as an opportunity across
countries and as a way of expanding and strengthening a global
brand.

This can also be useful in planning product launches from one
country to another. Product innovation or new product/brand
introductions can be planned and forecasted based on
performance in similar markets across the globe. Key attributes
and their contribution to market performance should not be
overlooked, especially when trying to expand or introduce a new
brand or product into a market.

Additionally, understanding the market trends such as own label
impacts on categories across countries can provide powerful
category level insights.

These Level Three companies have focused their efforts on
establishing harmonised category definitions and metrics for
global reporting.

This is not without its management challenges from both
information and a management perspective. Local markets
routinely object and challenge global reporting methodologies.
Despite these challenges, some companies have been successful
in building effective global insights to drive their global strategies
and portfolios.
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Level Four organisations are those which operate end to end
business processes top to bottom, from the global headquarters
to the store level, using demand-driven data to run many of the
consumer and shopper business processes, from global brand
management to in-store execution and supply chain management.

Intrinsically linked, these processes are key; with each process
supporting the next and ensuring the total cross-functional
calibration of global strategies are executed with precision.

For example, the latest Gartner Hype cycle (shown here) outlines
various business processes and their adoption profile, aligned
with the business value that these can create.

These processes are not reliant on rear views of business
performance, but are forward looking and predictive in nature.

Further, the capabilites ensure consumer packaged goods
companies are able to understand their business in even more
detail, are able to respond to opportunities faster and more
accurately, in turn realizing significant returns on their investment
in resources, data, inventory, budgets and personnel.

Many of these business processes are not driven globally today.
However, SymphonylRI is working with clients on those
processes, which drive the greatest business benefit and can be
adopted globally.



CHALLENGES TO SUCCESS

Every company takes its own journey to arrive at competitive Any initiative to improve on global capabilities will require

advantage levels. investment of both time and money. Investment in global
information management capability needs to be seen not as a

The important thing is to define the right capabilities based on cost, but as an investment into a source of competitive advantage.

what your situation is today, where you need to be and how

quickly you think you can get your team and customer(s) there. The important point here, as with those previously mentioned, is
to take a systematic approach and lay out all the requirements in

SymphonylIRI has listed the following recommendations that you a solid business case for your management team and

can use in planning your data globalisation strategy: stakeholders. Do this as early as possible to understand and
counter potential objections and to build consensus for your
Agree on a simple set of measures and communicate these project.

across the business.
SymphonyIRI has a long history of successful data integration
Make your project operational and action oriented. projects. Our core business requires the integration of data from
hundreds of sources on an on-going basis.
Deliver insights for specific business users; understand the
difference between local, regional and global users. The primary challenge for companies is consistent harmonisation
of products, brands and categories across countries, both for their
All insights are good, but insights that drive action will deliver ~ own and competitors’ products.
sustainable business benefit.
Some organisations have tried to complete this task themselves,
Invest time to get your processes right: local vs. global while others have turned to SymphonylRI Group in our capacity
processes that support actions from insights. as a leading supplier of syndicated market information, market
analytics and business intelligence solutions, to produce
consistent, high quality and scalable global business intelligence
solutions for them.

Contact:  Anne Lefranc, Email: Anne.Lefranc@SymphonylRl.com , Tel : +33 671 628 100
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