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    Chapter 25   
 Life Cycle Management as a Way 
to Operationalize the Creating Shared 
Value Concept in the Food and Beverage 
Industry: A Case Study 

                           Angela     Adams     ,     Urs     Schenker    , and     Yves     Loerincik   

    Abstract     Nestlé is using life cycle management approaches to operationalize the 
Creating Shared Value concept that is strongly promoted by the company. Following 
the success of the implementation of PIQET, an LCA software for packaging 
designers to integrate environmental criteria in their decision-making, Nestlé has 
decided to develop a specifi c tool moving from packaging to product ecodesign 
tool. This tool, EcodEX, is linked to the recipe system of the company to facilitate 
the realization and improve the quality of LCA. The number of users has increased 
to reach 700 people today. However, there have been many challenges to overcome, 
such as: the availability and the management of inventory data, following-up the 
latest methodology, as well as the training and education of users.  

  Keywords     Creating Shared Value   •   Data development   •   Data management   • 
  Ecodesign   •   EcodEX   •   Education   •   Life cycle assessment   •   Life cycle management   
•   Nestlé   •   PIQET   •   Training  

1         Introduction 

 Systematically applying Creating Shared Value principles in practice and integrat-
ing them into the way a company is doing business is a huge challenge, and in some 
cases, even a paradigm change. Life cycle management is an important and power-
ful approach that Nestlé uses to operationalize creating shared value. 
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 Nestlé adopted a simplifi ed ecodesign approach early in the design phase since 
many years through the implementation of PIQET (Karli et al.  2010 ), a tool that 
optimizes the environmental performance of packaging. Since then, packaging 
designers using life cycle assessment to support their design choices is signifi cantly 
increased. 

 Several studies (Humbert et al.  2009 ; Kim et al.  2013 ) have shown that in the 
food and beverage industry the product itself generally dominates the impacts of 
any life cycle assessment (LCA) and that, comparatively, packaging has a limited 
impact on the environment. The resolution to expand the ecodesign approach to the 
products was therefore an obvious decision for Nestlé. To do so, a new simplifi ed 
ecodesign tool, EcodEX (Schenker et al.  2014 ), has been adopted to evaluate the 
current and new products, taking into account the whole life cycle, including con-
sumer behavior.  

2     Implementing EcodEX: A Product Design Tool at Nestlé 

2.1     Initial Brief 

 Prior to the choice to develop a specifi c tool for product ecodesign, a detailed 
requirement analysis was completed indicating that the ideal tool has to:

•    Be user-friendly: because the users are not LCA experts and results must be 
quickly generated at a moment’s notice, the tool has to be easy and quickly ready 
for use.  

•   Be linked to Nestlé’s recipe management IT system in order to ensure high qual-
ity ingredient data, processing data and eventually other types of data, without 
spending a lot of time on data collection.  

•   Give reliable results: although the tool is a simplifi ed tool, the results must be as 
robust as possible to support relevant decisions.    

 The direct benefi ts of implementing EcodEX include products with better environ-
mental performances as well as conscious decision-making where a design alterna-
tive with a better environmental performance is selected (e.g., for reasons other than 
environmental reasons, such as legal compliance, consumer preference or quality).  

2.2     A Growing Number of Users 

 EcodEX (Selerant Corporation  2015 ) has been regularly used by the Nestlé R&D 
community for approximately 1 year now. To date, approximately 700 users have 
analyzed over 900 LCA scenarios. In addition, approximately 1,5000 packaging 
scenarios which were generated using PIQET over the last 6 years are available. The 
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results of these scenarios have infl uenced the development process of new products 
in several ways:

    A.    If the environmental performance of the new design is of less quality than 
before:

 –    Product designers may work on an alternative design that improves the envi-
ronmental performance of the product. In the past, in the absence of EcodEX, 
designers were not always aware that their designs had negative impacts on 
the environment.  

 –   The product development may be interrupted or stopped altogether because 
environmental performance is of key importance to the business unit and 
market. Without the information provided by EcodEX, decision-makers are 
not in the position to take timely decisions in the earlier stages of the devel-
opment process. In cases where LCA studies were performed by an external 
consultant, the conclusions could not be implemented in the design process.  

 –   A decision may be made where the project goes ahead despite the adverse 
environmental effects because of other criteria such as consumer preference, 
nutrition, quality, or legal requirements. In this case, EcodEX provided all 
information available for the decision making process and may lead to fol-
low- up projects in order to improve.      

   B.    If the environmental performance of the new design improves, the results can be 
shared internally to gain support for the new product development. This may 
result in a faster adoption of the product, or the use of the product in other mar-
kets. Many EcodEX users consider the tool to be very useful to address upcom-
ing needs for consumers.     

 The main objective of the ecodesign process is to ensure that the environmental 
performance of Nestlé’s products is taken into account in internal decision-making. 
An added benefi t is that the process identifi es external communication opportuni-
ties. If in line with the brand positioning, such external communications can be 
achieved through comprehensive life cycle assessments with external consultants, 
because EcodEX does not comply directly with the requirements of the ISO 14040/ 
14044 standards (ISO 14040  2006 ) for external communication of comparative 
assertions, given third party critical reviews are not part of the system. This may be 
a future development. 

2.2.1     The Tivall Example 

  Tivall  is a Nestlé brand that offers healthy and nutritious meat substitute products. 
 Tivall  products have been specifi cally developed to be nutritionally balanced and to 
be a complete source of protein fortifi ed with nutrients that may otherwise be lack-
ing in a meat-free diet. The  Tivall  range is mainly based on soya and wheat 
proteins. 
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 Nestlé has used environmental LCAs to compare the environmental performance 
of a  Tivall  vegetarian burger (Hälsans Kök) with a conventional meat burger. The 
results show that the vegetarian  Tivall  burgers have a considerably improved envi-
ronmental performance for all indicators compared to conventional meat burgers. 
The greenhouse gas emissions, for instance, are approximately 80 % lower. The 
results show that the vast majority of environmental impacts of the beef burger are 
related to beef production. For the vegetarian burger, distribution also plays a rela-
tively important role (in addition to the ingredients), because they are distributed 
while frozen. 

 The example illustrates that healthy and tasty vegetarian dishes can play an 
important role in improving the environmental performance of nutrition. Given the 
evidence for this and other similar studies, Nestlé has launched several R&D proj-
ects to further investigate new sources of protein with improved environmental 
performance.  

2.2.2     Increasing Internal Knowhow 

 Another key benefi t of EcodEX is that product designers’ understanding of sustain-
ability is greatly increased as they have been trained to do the environmental assess-
ments themselves, rather than picking up the information from LCA reports or 
being informed about the results and recommendations. At Nestlé, it can very 
clearly be seen that a systematic and holistic value chain approach is used. This 
takes into consideration responsible sourcing, ingredients, processing, distribution, 
consumer use processes, and food waste across the entire cycle, rather than only 
packaging and transportation distances as was the main focus at the beginning of the 
sustainability journey of Nestlé. 

 Life cycle management at Nestlé played an important role in expanding the 
scope of the eco-design from packaging to the full product life cycle and in the 
implementation and deployment of EcodEX tool across whole Nestlé. The training 
has been systematically organized and has a strong infl uence.   

2.3     Challenges 

 The development and implementation of a tool like EcodEX faces many challenges. 
They can be classifi ed into four main areas: methodology, data, technical, and train-
ing. With the exception of technical challenges that will not be addressed in this 
chapter, hereby we briefl y describe the remaining challenges that are very much 
related to the nature of LCA. 
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2.3.1     Methodology 

 The importance of life cycle assessment for external communication is likely to 
increase in the future. While EcodEX is intended for internal decision-making, con-
sumer communication teams may want to use the results for external communica-
tion as well. Therefore, it is important that the methodology in the tool is as closely 
aligned with externally-developed methodologies as possible. This is not a straight-
forward task because external methodologies are subject to change and not all 
requirements are known in suffi cient detail. The ISO 14040 sets the frame, and the 
ENVIFOOD protocol (Food SCP RT  2013 ) gives additional specifi cations for the 
food and beverage sector. With the on-going Product Environmental Footprint 
(PEF) initiative at the European level (   European Commission  2013 ), a series of 
Product Category Rules (PCR) will be considered in the tool development. A tech-
nical constraint for the tool is therefore able to follow the rapid evolution of the 
methodology.  

2.3.2    Data 

 There are about 10,000 of ingredient specifi cations in the recipe management sys-
tem. These specifi cations had to be matched with a reduced number (couple hun-
dred) available life cycle inventory (LCI) datasets. The need for representative data 
is critical. Until very recent, the access to good quality LCI profi les was an issue in 
the food and beverage sector. To address this challenge, Nestlé partnered with exter-
nal stakeholders to initiate the World Food LCA Database, a multi-company and 
authority-initiative, led by the consulting fi rm Quantis, and the research center 
Agroscope, to mutually develop quality food data (Peano et al.  2012 ). This project 
will lead to the development of hundreds of specifi c LCI profi les in the fi eld of food 
and beverage, feeding EcodEX, and increasing the accuracy of LCAs. Other data-
base projects such as Agri-footprint have also produced datasets, leaving us with the 
challenge of data harmonization (methodology, format). 

 Both the evolution of the methodology and the generation or use of new data 
leads to two main challenges. The fi rst, which has been briefl y discussed above, is 
to ensure that the tool is capable of following the evolution of methodologies and 
updating data. The second challenge is to make sure that the process to update and 
deploy these changes is compatible with the way the tool is used. In particular, an 
update could have an infl uence on a decision that is currently being taken or has just 
been taken by a designer. This therefore implies having a tool to manage data, 
including quality guidelines or a validation process, for instance, as well as a pro-
cess to test, update, inform, and support users. Nestlé has developed its own data 
management guidelines and has a data quality manager.  
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2.3.3    Training and Support 

 Last but not least, users have to be extensively trained to gain the necessary under-
standing on sustainability and life cycle assessment, which inevitably requires time 
and signifi cant resources. Most users have a background in nutrition, food science, 
process engineering, or packaging technology, which provides them valuable insight 
in their focus area. In order to be able to make meaningful decisions on the environ-
mental impacts of the products they develop, they need to expand their skill sets to 
include this topic. It cannot be expected that the quality of the assessments is com-
parable to that of a trained LCA specialist at the beginning. Nestlé has trained the 
designers with the LCP board game, a “serious” game to learn about the concept of 
life cycle assessment that has proven to be very powerful (Fig.  25.1 ). But an initial 
training course is not suffi cient. Practice and frequent use of the tool, along with 

  Fig. 25.1    The LCP board game is the ideal tool to educate employees to life cycle thinking and 
life cycle assessment       
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ongoing training through webinars (conference calls with desktop-sharing) and a 
review of the studies performed ensure that EcodEX users will perform high quality 
assessments over time.

   Another challenge that had to be addressed is the reliability of a simplifi ed eco- 
design tool and level of confi dence on its outcomes. To verify this, Nestlé decided 
to evaluate the outcomes of EcodEX against stand-alone LCA case studies.    

3     Conclusion 

 Nestlé’s objective was to deploy an ecodesign approach for the development of new 
products. So far it is a success considering the numerous studies that have been 
performed and the way the tool has infl uenced designers’ decisions accounting for 
environmental criteria. A technical solution alone, i.e. a tool, is, however, not suffi -
cient to guarantee the success of such a sustainability project. Nestlé’s eco-design 
initiative requires a transversal approach involving diverse teams. Life cycle man-
agement ensuring collaboration between different departments within the company 
and with stakeholders outside the organization is key to implement and sustain such 
an initiative. Sustainability will certainly be a key differentiator in the coming years, 
and it is very likely that today’s active and engaged companies will have the best 
tools to be the leaders of tomorrow. 

 Continuous improvement of Nestlé’s environmental performance is challenging 
and requires a holistic, interdisciplinary, and collaborative approach. A tool like 
EcodEX combined with appropriate internal business processes provides a very 
strong base to achieve this.     
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