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EXECUTIVESUMMARY

This case study shows the way in which a subsidiary company of one of the largest
corporationsin Peru, Backus Corporation, charged with assisting in the use of information
and telecommuni cations technol ogies, implemented a quality management model, got the
I SO 9001: 2000 certification, and evolved from an informationtechnology support center to
acenter of benefits. It describesthe evolution and development of the quality management
model based on indicators used in QUIPUDATA and-also describes the steps followed to
getaquality certification. Moreover, it detailssomeof thetechnol ogical devel opmentswithin
the corporation, including-the information technology tool that supports the management
model and the corporate network.

This chapter appears in the book, Annals of Cases on Information Technology, Volume 5, edited by Mehdi
Kosrow-Pour. Copyright © 2003, Idea Group Inc. Copying or distributing in print or electronic forms
without written permission of Idea Group Inc. is prohibited.
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BACKGROUND

Backus Corporation

In 1876, Jacob Backus and Howard Johnston, two U.S. citizens, established an ice
factory inLimathat would becometheBackus& Johnston Brewery Limitedin 1879.1n1890,
this company was sold to an English interest.

Led by Ricardo Bentin Mujicain.1954, agroup of Peruvian entrepreneurs bought the
Backus& Johnston S.A. Brewery (CBJ) and originated anationali zation by aprivateinitiative
thatresulted in awidely-held stock company and wasfoll owed by theupgrading of corporate
facilitiesand investment diversification. New companieswere purchased or created around
Peru that would turn the Backus corporate group into one of Peru’s leading corporations.

A solid economic group comprised of 19 diversified companies (see Appendix 1),
operatinginvariousindustrial, agro-industrial and servicessectors, the Backus Corporation
operates both in Peru and other countries on the subcontinent.

The company’s history shows that the business philosophy created by its founders
at themiddleof the 20th century isstill aliveandisthebackboneof the principlesand values
put in practice by the Backus founders. Throughout the years, the Backus Corporation has
demonstrated astrong commitment with the Peruvian socia devel opment, evenintheworst
economical and political crisisin the country-that caused 30,000 deaths during the 1990s
because of theterrorist violence.

This philosophy circles around an ongoing concern for personnel development and
professional growth.

Inspired:by 'such corporate thinking, the Backus corporation’s mission has been
defined asfollows:

“’Qur general mission is to cooperate in achieving personal excellence, also

called happiness, among all thosewhoworkwith or arerelatedtotheCorporation.

Our specific missionis:

e Toproduceand bringtomarket goodsand servicesof thebest quality, mainly

in the foods and beverages industry, both for local and export markets.

e To satisfy the effective needs of our customers, with an emphasis.on the

product quality and service that go with them.

e To create a continued change process that will maintain modern, efficient,

profitable and world-class competitive production units.

e To contribute to national development.”

Thusischaracterized thedynamic BackusCorporation, whereal | componentsaredriven
towards better results measured through personnel development, enhanced business
capabilitiesand better returns. A strong corporate commitment to Peruvian devel opment and
community solidarity transl atesinto specificinitiativesin education, culture, health, ecologic
and environmental issues, and sports.

“[The] Backus Corporation counts on leading people with a social and human view
of development and is directed at attaining better quality of living for people,” says Luis
Calderdn, Corporate Finance and Systems Manager.

QUIPUDATA

QUIPUDATA ‘is-the company charged with providing other units of the Backus
Corporation with consultancy servicesin using information and telecommunications tech-
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nologies, optimizing processes and organization, and developing a quality management
system based on1SO-9000 and | SO-14000 standards. It al so providesservicesfor developing
maintenancefor computers, data processing, computer systemsand for network design, set
up and maintenance.

Althoughfoundedin 1978, QUIPUDATA starteditsoperationson September 12, 1979,
inits headquarters at the district of Mirafloresin Limabecause it was necessary to create a
wholel T capacity: trained personnel, suitabl e equi pment, appropriatefacilities, and commu-
nications infrastructure, particularly scarce resources during those yearsin Peru.

QUIPUDATA wasfounded asadata processing service company for thethen Backus
and Johnston Brewery. Beforetheformer was created, the brewery outsourced itscomputer
services, but the outsourcer was not experienced as was desired and the brewer’ s manage-
ment view about the strategic value of information and supporting technology led to
champion and support organizingQUIPUDATA to achievetotal corporateindependencein
this area of ‘key services."Such decision was made to organize an independent company,
moving one step ahead in current service outsourcing trends during those years in Peru.

Thecreationof QUIPUDATA asasubsidiary company of Backus& Johnston Brewery
was a unique approach and there were not any other companies following this at that time
in Peru. Thejustification to createit asanother company different from the brewery wasthe
top management wanted to avoid conflicts originated by the strong brewery union at that
time, regardingthehighincomesof i nformationtechnol ogy professional's. When QUIPUDATA
was created, aclear definition of requirements and important investments were made.

QUIPUDATA hasan outstanding history of I T management; itsactionshave evolved
alongtwo main guidelines: ongoing technol ogi cal innovationand quality-oriented manage-
ment. In 1981, thecentral computer wasbought and theaccounting and payroll systemswere
developed. Oneyear later, QUIPUDATA provided batch data processing servicesto some
subsidiaries and dealerships of the brewery. In 1986, the second central computer was
purchased together with the first personal computer.

In1987, QUIPUDATA took theinitiativetoorganizethe Corporate Widel T Committee
todesignpoliciesandestablish I T project priorities; | T servicedecentralization started. It was
identified two system devel opment platforms, thecentral computer and networks. Twoyears
later, PC assembly and maintenance business started and the first PC network was set up
together withthefirst IT Technology Strategic Plan. In 1990, QUIPUDATA designedan|T
development methodology; simultaneously, the datainputting was transferred to users. In
1991, thecentral computer wasupgraded and el ectronic mail depl oyed acrossthecorporation
together with the Deal ersMarketing System Devel opment (SISCOD).

Although 1992 wasan exceptionally difficult year duetothesocial violence caused by
Shining Path in Peru, it marked a milestone in QUIPUDATA' s history. Organization and
methods services provided for Backus & Johnston Brewery launched the Continuous Total
Quality Improvement Program (CTQI), and the optical fiber LAN/WAN network was
installed.

A year later, Cerveceria San Juan S.A. in Pucallpa (450 kilometers east of Lima) and
Cerveceriadel Nortein Motupe (850 kilometersnorth of Lima) were provided with satellite
connection. Backus & Johnston Brewery acquired CompafiaNacional de CervezaS.A.in
1994. Threeyearslater QUIPUDATA' sinformationsystemswereintroduced at thel atter and
itssubsidiaries. QUIPUDATA officesmovedtothefactory locatedin Callao and theBackus
management model was put into practice for the first timein the whole corporation.

Copyright ©.2003, Idea Group Inc. Copying or distributing in print or electronic forms without written
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In1998, QUIPUDATA installed atransactional server together withvisual environment
systems. This year Peru’s National IT Association granted the Best Computer Network
Awardto QUIPUDATA. In 1999, the National Industrial Association granted the National
Quality Award in the Comprehensive Program Category and the National I T Association
awarded the Best Computer Center Prize.

In 2000, QUIPUDATA wasrunner-up in the Business Creativity Award organized by
the Peruvian Science University inthelT track. The Backus Corporation computer systems
were introduced at the recently purchased Cerveceria del Sur, and, in 2001, they were
introduced at Embotelladora Frontera, a soft drink operation in Southern Peru.

SETTINGTHESTAGE

Ricardo Bentin Mujica, Backus and Johnston’ s Brewery founder, was persuaded that
“ companies that don’t change, don’t grow, and companies that don't grow, die.” The
Backus Corporation and all of its subsidiaries, including QUIPUDATA, inherited this
management philosophy that isnow reflectedintheir “ only through ongoinginnovation can
webeahead of thefuture” slogan. It wasunder such premisesthat abusinesschange process
would take place.

An initial step towards introducing formal-strategic planning processes for the
corporation’ shusinessesand compani estook placein1989. For thefirsttime, thecorporation’s
business model was designed and documented, including the corporate vision, mission,
objectives and strategies, together with the statement of the underpinning business values
and philosophy.

Since that year, annual strategic planning sessions, called CORBACKUS reunions,
gathertogether corporate management to analyze, with support from specialized consul tants,
the evolution of business and explore windows of opportunity in new business areas.

In the meantime, QUIPUDATA experienced accelerated growth driven by strong
service demand stemming from organi zational changes and the corporation’ sdomestic and
region-widegrowth.

Duringitslife, theorganization demonstrated itsenhanced efficiency and productivity
based on the unceasing standardization of its processes and services, and the disciplined
introduction of continuousimprovement and innovation initsbusiness operations. Thanks
to these characteristics, QUIPUDATA has been able to-meet the growing service demand
usingthesamepersonnel platform. Sufficeto say, thenumber of workstationsinthecorporate
network doubledfrom 1997 to 2001.

QUIPUDATA is organized around a flat structure that seeks flexible and smooth
communication among the various company areas. Appendix 2 shows the company’s
organizational chart. Although structured as a functional organization, IT projects are
executed by multi-disciplinary teamsinamatrix organi zation that oftenincludesitssuppliers.

Corporate management is framed by the Annual Management Plan, including:

i Client service supply (Operational Plan);
i Product and servicesimprovement and innovation (Quality Plan); and
i Strategic projectsfor new capacity generation (Strategic Plan).

The budgeting cycleisinitiated in December and January, followed by aformal and
exacting process before the Carporation’ s Executive Committee approvesit. Servicing the
computer infrastructure, the communication networks and providing for human resources
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makes up 65% of the company’s budget. Internal audits, performed by the company’s
management, ensurethat themanagement and budget plansareenforced. Itisworth noticing
that the corporation’s IT budget amounts to 3% of total sales, i.e., the world average for
manufacturing companies.

A firm believer in IT decentralization and the need for technological updating, José
Martinez, QUIPUDATA’sGeneral Manager, says:

“My philosophy about information technology systems pushes for

decentralization without loss of control; transfer of knowledgeto usersis one

of our concerns. Also, we are persuaded of the need to create I T infrastructure,

no just update it. To me, platform updating is not remarkable, it is just the

inevitable consequence of natural evolution.”

CASEDESCRIPTION

In1992;inlinewiththecorporation’ sstrategy to achievemanagement excellencewithin
each of its companies, the Continuous Total Quality Improvement (CTQI) Program was
launched with Holos TQC support, a Peruvian consulting company that originated during
the 80s, specializing in quality management.

Introducing CTQI was not free from difficulties because of the various Backus
Corporationunits. QUIPUDATA, who wasnot oblivioustothesedifficulties, perceived the
total quality processasan exceptional and additional-task, ontop of their everyday workload.

To overcome thisresistance, the following implementation strategy was devised:

i Cascading from atop-down approach that would involve lower organizational levels
only whenthelevelimmediately abovethemwill betotally involvedinand committed
to the process. In the first sessions of quality policies, the top management had an
active participation, including the Board of Trustees of the Backus Corporation.

. This approach sought systematically to overcome resistance to the process.and to
produce homogeneousand simultaneous progresswithinall companies, management
level officesand divisionsfromtheonset. Nolaggardswoul dbeallowed, regarding that
all the companies at the Backus Corporation are vertically and horizontally, highly
integrated in the value channel.

i Drivers—the planning, organization and methods, human resources and quality
control areas—were assigned a specificimprovement plan, together with their CTQI
role, operating in harmony to develop the necessary capabilitiesin the long term.

i Attention waspaid to theimprovement of the organizational climatethrough ongoing
assessments and the corresponding improvement initiatives.

i Mechanisms for exchange and dissemination, such as competitive field days for
workers, aTotal Quality Fair, publication of the Logros (Achievements) newsl etter and
the outside dissemination of accomplishments were also put into place.

i Threeimplementation stageswereidentified: |earning, consolidation and deepening.
Thelearning phasewasfocused to educate managersand workerson quality concepts
and techniques; besides, facilitators were appointed to disseminate the new ideas.
Consolidation phase demanded a deeper training in techniques and tools use. In the
last phase, a specialized training was provided on specific topics.

A mature CTQI all owed to choose an in-house management programin 1997 based on
the criteria for performance excellence inspired by the U.S. Malcolm Baldridge Quality

Copyright ©.2003, Idea Group Inc. Copying or distributing in print or electronic forms without written
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Figure 1. Corporate Management Model
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Award. Called the Backus Management Model, it was simultaneously introduced through-
out the corporation’s companies.

Figure 1 showsthemodel’ s seven components. Thefirst six describetherequirements
to achieveexcellenceasa*world class’—including best practices—company. Theseventh
component comprisesresultsin all relevant aspectsof businessmanagement,i.e., customer
sati sfaction, market positioning, economicandfinancial indicators, operational performance,
personnel devel opment and motivation, vendor integration; organi zational image building,
etc. Evaluating theseresultsrequirestaking arepresentative period and identifying interna-
tional benchmarks.

Programsin each of thesefrontstranslateinto specific scoresawarded through external
auditsthat assessthe actions carried out and the corresponding results during the year. The
audit’s recommendations’are included in the following year's management plan, thus
enforcing Edward Deming’s quality cycle (plan, do, verify and act) to preserve the level
achieved and create amechanism for continuous improvement.

Corporatephilosophy wasreflectedinthe management model enthusiastically putinto
practice using the “visible management” concept. Management, department and section
quality committeesinvolvedall organizational levelsintheunceasing searchfor excellence.
The Senior BackusCorporation M anagement wasalwayscareful to disseminatethemanage-
ment model being enforced by exhibiting it on a diagram that was distributed to all group
companies.

TheContinuousTotal Quality Improvement (CTQI) Program, asdesignedin 1992, went
through afour-year.implementation process shown in Chart 1.
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Chart 1. Introducing the Management Model

Learning Consolidation Deepening
Actions «Educating management and «Deeper training: more «Specialized training
workers on the improvement concepts and on specific topics
concepts and techniques techniques/tools
«Creating capacities: «Qualified facilitators
“facilitators’
«Creating mechanisms for
dissemination and recognition
Impact on Low Intermediate High
Business
Scope Departmental Division/business Business/business
group/corp
Enforced / Improvement project elmprovement projectsand | elnnovation projects
Activity cross-functional projects «Quality assurance:
Program «Assessing customer 1SO-9000 (only the
satisfaction production plants)
«Organizational climate «Total participation
«Management indicators system
+«COLPA* «New approaches to
human resources
Recognition | Newsletter/annual day/fair Newsletter/annual day/fair Newsletter/annual
day/fair
Investment | Low Low/intermediate Intermediate/high
Period July 92 — December 93 January 94 = December 94 January 95 —
December 96

*COLPA is a Spanish acronym of classify, organize, clean, prevent and self-control.

The Continuous Total Quality Improvement (CTQI) wassuccessfully implemented at
QUIPUDATA because of the strong organi zational culturefocused on excellence achieve-
ment; nevertheless, it was necessary to overcome some small change resistance. |t was a
carefully detailed plan to convince everyone about the benefits of the new management
model. Later,in 1997, thenew Backusmanagement model wasadoptedat QUIPUDATA and
at all the corporation’s companies. José Martinez recals:

“ Skepticism reigned at the beginning:: our. personnel doubted the proposed

management model would be effective and had no confidence the results could

be achieved. Having-a homogenous company helped. We did monthly audits to

monitor the project and-worked hard to explain all company members the

benefits we would achieve fromthis new management model. | think we madeit.

Weenrolled everybody and gradually people became mor e and more committed

to the process.”

QUIPUDATA thinksthe management model not only complieswiththecorporation’s
guiding principlesbut isalso avery advanced system that, when enforced, keepsall strings
under control. Once the Backus Corporation at large had adopted and accepted the
management model and QUIPUDATA, in particular, it became obviousthat an I T tool was
needed to create the company-wide and corporate facilities required introducing indicator-
based management and following up strategies.

In March 2000, QUIPUDATA launched a project to develop software to test the
management model by providing follow-upfor work-style practicesintroduced throughout
the corporation, and the corresponding achievements. Appendix 3 describesthistool. The

Copyright ©.2003, Idea Group Inc. Copying or distributing in print or electronic forms without written
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Backus Corporation’sQDMonitor system isbased onthe principlethat if resultsindicators
arepositive(showningreen), thenthecompany or area’ smanagementisunder control. Luis
Calderdn praises the advantages of the QDM onitor system: “ Top management cannot be
distracted by operational tasks nor beflooded by data; indicatorswill tell themabout their
management performance.”

At QUIPUDATA, themanagement model acquiresaspecial significancebecausethis
organization manages information technologies that are the foundation of innovation.
Together with strict enforcement of continuous improvements at all levels, it creates a
significant competitive advantage; information technology is the means to facilitate the
adoption of better managing practices. Management conducts ongoing investigation to
adopt best management practices and technological breakthroughs, while exerting strong
leadership in guiding the design and follow-up of business management plans.

Luis Navarrete, the Organization and Methods Manager, forecasts the impact of the
main management model components:

“In [the] future, the management model’s strengths will gain new meanings

because shorter improvement cycleswill allowto benefit fromcapacitiescreated

innewbusinessareas, marketsor aspects. Additionally, identifyingandincluding

best management practices and technological breakthroughswill be faster and

all thesewill contributeto better resultsand ever higher performanceacrossthe

company.”

QUIPUDATA strictly: adheres to the guidelines created by all components of the
management model. Some of the most relevant practices are:

1  Leadership: Management actively takes part in designing and following up plansfor
continuous improvement in management quality. It pays special attention to public
recognition of outstanding people and projects, and strictly implements the plan for
improving therole-played by management. Community outreachinitiativesin educa-
tion (trai neeshi psand grants) and the environment (conserving natural resources) also
get attention.

2 Strategic planning and goal deployment: Attentionispaid to aligningthe company’s
strategy (information technology) with the Backus Corporation’s business strategy.
A five-year strategicplanresulting fromaformal designplanallowsto spin-off strategic
process under individual managers’ responsibility aimedat acquiring new capacities
and/or entering new markets. A strict-designand control processfor the management
planisenforced, whileexternal andinternal auditsarebased on performanceindicators
discussed in overseeing meetings. The company’s goals and plans are deployed and
disseminated throughout the company, withthe corporate | ntranet efficiently contrib-
uting to this goal .

3 Customer satisfaction: A number of mechanismshave been put in placeto capturethe
clients' requirementsineach market segment. Thecustomer satisfactionimprovement
program (for both internal and outside customers) includes surveys to gauge the
quality of servicesrendered and the subsequent improvement actions. Also available
is the customer claim system. Other mechanisms to manage client relations include
project management, maintenance requests and service orders.

4. Human resource development: /A modern personnel management system promotes
growth and incentives for workers who are deeply involved in various committees,
improvement.and innovation projects, and contributes their suggestions, which are
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7.

largely put into practice. QUIPUDATA counts on its team of facilitators to provide
processsupport fromitsinternal resources, andit also enforcesaprogramfor ongoing
organizational climateimprovement.

Process management: Based on indicators, process management has also devel oped
a quality assurance system for customer care processes that seeks to improve the
quality and reliability of the company’ s product and service offerings. I tsinnovation
projects adopt technological breakthroughs while the supply: management program
incorporates suppliers and improves their contribution'to val ue creation.

Indicators and information: QDM onitors' management indicator system provides
information about the operating status of all. company processes and allows control
by exception through agraphic warning device. A benchmarking program provides
updated information on results indicators and best management practices.
Results:-Chart 2 shows some company-side indicators.
Theaboveindicatorsstem fromthecompany strategy. Rel ationsamong them havebeen

identified over time. Asan exampl eof thebenefitsgained fromthe Continuous Total Quality
Improvement (CTQI) Program, Figure 2 shows the fall of administrative expenses at
QUIPUDATA as management quality scoring rose.

Figure3showssomeof theimprovementsachieved at QUIPUDATA inkey indicators.
In 2001, after adeep analysisof QUIPUDATA possibilitiesinthecommercial market,

its management decided to implement a quality system based on 1SO 9001: 2000 to assure
quality standards in its processes in order-to.gain competitiveness in the information
technology services market. The goal wasto guarantee that administrative processes could
satisfy consumer services' levels.

Chart 2. QUIPUDATA Management Indicators

INDICATOR UNIT

Customers

External customer satisfaction %

Claims Number of claims/ 100 users
Market

Corporate coverage %

Sales to corporation companies %
Economic

Administrative expenditure budget Uss$

Earnings/ salesto third parties %
Operations

Service - system effectiveness % backlog

Maintenance backlog Number of requests

Serviceinterruptions - centra computer %

Serviceinterruptions - servers %

Corrective mai ntenance services % stations served
Per sonnel

Organizational climate %

Hours worked/hours available %

Turn-over %

Performance %

Management role %

Total expenditures/number of workers US$/ workers
Vendors

Number of vendors Number of vendors

Purchases from gualified suppliers %

Vendor service level %
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Figure 2. Expenditures to Management Ratio Scoring
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Two phasesweredefined toimplement | SO 9001: 2000at QUIPUDATA.:

i Phase 1: Thisphaseincluded the processesrel ated to the central computer such asthe
central computer operation process and the data batch processing. These processes
were priories to take advantage of the chance to serve local companies.

o Phase 2: This phase includes the developing systems processes, user support and
those related to audit management of the first phase processes.

Toimplement thequality system, work teamsbelonging tothedifferentinvolved areas
inthe system were made up. Aninternal consulting group formed with trained personnel.in
system quality (lead auditor and facilitators) supported the implementation process. It was
developed in the following stages:

1  Diagnosisaudittoal QUIPUDATA areasinordertoevaluatetheir level of accomplish-
ment of thel SO 9001: 2000 requirementsandidentification of thosecritical pointswhere
it was necessary to make improvements.

2 Planningto definetheimplementation strategy in adetailed work plan. Theactivities
that must beaccomplished, their deadlines, and their milestoneswere stated. Besides,
the project organization and the roles of each of its members were defined.

Figure 3. Evolution of Key Indicators

INDICATOR 1997 2000
gﬂ:(?rr:eerr :atisfacti on 82% 90%
g%?;l?;a?: onal climate 65% 4%
Ilz:e\TIail:\C;Imi nistrative expenses 100% 82%

SO 9001: 2000 | mplementation at QUIPUDATA
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3 Inthecarrying-out stage, all the personnel involved were trained in 1SO 9001:2000
issues. Theproceduresto beregulated wereidentified and therequirementstoachieve
thenorm exigency werestated. To avoid delaysinthe planned work and to correct any
trouble, the leader of the project stated meeting sessions to track the progress.

4.  Twointernal auditsand general revision by thedirectorswereperformedtoverify the
project advanceandlevel of accomplishment withinthel SO 9001:2000requirements.

5 Togetanindependent feedback over the processesto be certificated, an externa pre-
certification audit was devel oped.

The final certification audit, carried out by an'international acknowledged certifier
company, was achieved without any discrepancy. The commitment of the top management
with the 1SO project and the strong cultural value shared across all the personnel at
QUIPUDATA allowed this successful result. Regarding the qualified personnel and the
experience gathered along the last years, the 1SO certification took only 14 months and
demanded just aninvestment of US$6,500 including the tracking audits.

The SO 9001: 2000 implementation at QUIPUDATA allowed, among others, the
following benefits:

i Productive and administrative processes efficiency improvements because they were
now controlled.

i Animprovement procedurewasdefined thanksto apreventiveand correctiveactions
policy adopted to detect and eliminate the causes of discrepancies.

i Improvement in customers and suppliers relationships.

i Satisfied employees.

i Human resources and purchase processes were finally ordered and controlled.

i The certification could be used as a sale argument.

CURRENT CHALLENGES

Introducing the quality principles and methodologies for QUIPUDATA’s processes
and services has made continuous improvement possible as shown by the variousimprove-
ment projects, innovation projects, process scoring, process standardization and use of
management indicators.

Throughtheorganizational changeprocess, QUIPUDATA hascreated new competen-
ciesamong its personnel, devel oped methodol ogies and arange of software productswhile
enhancing its main service offerings. All this has opened new opportunities for the future.

Ever since it was organized in 1978, QUIPUDATA was established as a cost center
within the Backus Corporation. After building trust through good performance, José
Martinez and his management team have devoted themselvesto selling their products and
servicesinthelocal and L atin American markets, hopingthat, intheshort run, QUIPUDATA
will also become another corporate profit center. It has carried on the evolution of an
information technology organization as shown in Figure 4.

Luis Calderén says*“ bringing QDMonitor to the market.is one more Backus Cor po-
ration contribution to Peru.” He now sees anew challengerising for QUIPUDATA:

“ | expect toreach three goalsfor the corporation: no paper, singledatarecord,

no cash. | knowwe can count onQUIPUDATA and | trust that not much timewill

lapse before we can reach those very ambitious goals.”
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Figure 4. Evolution of an IT Organization
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In March 2001, José Martinez pondered al| the goals achieved in recent years and the
new challengesrising before the company . Hehad sufficient reason to be satisfied because
inonly afew years QUIPUDATA had been made over into ahighly innovative company.
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APPENDIX 1
Backus Corporation

COMPANIES

Union Cervecerias Peruanas Backus y Johnston S.A.A.
Breweries Cerveceria San Juan S.AA.

Compafiia Cerveceradel Sur del Perti SA.

Distribuidora San Ignacio S.A.

San Mateo SA.
Beverages Embotelladora Frontera S.A.
Corporacién Bolivianade Bebidas S.A. (Bolivia)

Containers and Packaging Industrias del Envase S.A.

Agro Industrias Backus S.A.
Food Agro Inversiones S.A. (Chile)

Agricola San Juan SA.

MalteriaLimaS.A.

Transportation Transportes 77 S.A.
Naviera Oriente SA.

Corporacién Backus S.A.

Services Quipudata S.A.
Constructores S.A.
Hedlth Asociacion Civil Asistencia Socia Cristal - Médica

Nova Salud S.A. EPS

Fundacién Backus
Community Outreach Club Sporting Crista

RELEVANT FIGURES

Number of companies (2000) 19

Stock capitalization (oct. 2000) US$ 910 million
Annual sales (1999) US$ 530 million
Taxes paid (1999) US$ 350 million
Workers (1999) 8,500 workers
Investment (1996-2000) US$ 450 million
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APPENDIX 2
QUIPUDATA Organizational Chart

‘ General Manager ‘

Systems Manager Operations Manager Organization and Methods Administrative and Finance
Manager Deputy Manager
Financial Projects Head || Technical and Telecommunications Finance, Logistics and Sales Human Resources
Support Department Head Projects Head Department Head

Administrative Projects Head || Database Department Head Production and Quality Assurance

Projects Head Department Head

Finance and Logistics ‘

Production and Models | | Network Department Head
Projects Head

Planning and Marketing || Production Department Head
Projects Head

Systems Manager:

. Develops, maintains, and introduces information technology systems

. Evaluates and adopts information technologies to increase user productivity and
efficiency

Operations Manager:

J Manages the computer center

. Provides preventive and corrective maintenance for the networks infrastructure

. Manages the database

. Provides communications services

Organization and Methods Manager:

. Provides assistance in corporate organization

. Rationalizes work processes and methods

. Provides support in developing computer systems

. Supports quality assurance based on 1SO-9000 and | SO-14000 standards

Administration and Finance Deputy Manager:

Has responsibility over

i Human resources

. Finance and budgets

. Logistics and general services
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APPENDIX 3
QDMONITOR

Using the Balanced Scorecard approach, thistool provides acomprehensive view of
organizational development based on indicators covering al relevant levels and aspects of
the company’s management. Moreover, it provides-an early:warning system-to identify
deviationsfrom fixed goals by means of agraphic warning mechanism whilerecording the
cause-effect rel ationshipswithineach performanceindicator and their fluctuationsover time,
thusallowing improvement or innovation organizational initiatives. It can be easily intro-
duced into-any management model thanks to its flexibility and smooth operation.

This system allows users to create management assessment, in various aspects and
sub-aspects as necessary. For each such component, users must identify representative
indicators.

Eachindicator isstandardizedfollowingaguideincludingeight criteriathat arerecorded
within the system:

Mathematical expression.

Conceptual expression defining the indicator itself.

Proposed objective for indicator measurements.

Benchmarks.

Accountability, responsible action identified through indicator data.

Indicator reading points and measurement tools.

Frequency.

Information system, data sources.
Oneof QDM onitor’ smost relevant aspectsistheoptiontoincludeanal ytical comments
about resultsactionsby the person charged withintroducingimprovementsfor thoseresults,
and indicator estimates after introducing corrective actions. This feature allows defining
action lines and direct efforts.

ONO A~ WDNE

Orgonizationd levels Control ponels

pm—_.

Planning

FEIEGLI0IC

actical M Operational activities

Jperationat}
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APPENDIX 4
Corporate Network (Voice, Data and Video)

Communication needs as well as information management among various corporate
businesses drove the development of the so-called Backus Corporate Network, fully
designedby QUIPUDATA. Thenetwork waslaunchedin1992to providetel ephoneanddata
connections among the Limabreweries. And alater stage, the Motupe and Pucallpa plants
were added through satellite linkups. At present, the corporate network provides voice and
datacommunication among all production plants, affiliatesand distribution centersin Lima
and the provinces, connecting approximately 2,300 PC’ s and supplying internal telephone
communication among the various locations.

Amongtheservicesprovidedby QUIPUDATA totheBackusCorporationthroughthis
corporate network-is access to various information systems set up in the central computer,
aswell aslocal areanetwork applications. Other facilitiesinclude el ectronic mail communi-
cation among users, telephone communi cation among localitiesand corporation companies
through an extension four digit network, data transfer from and to any network station,
assistance to all corporate businesses for introducing, servicing and optimizing their IT
infrastructure, and finally, Internet access through an independent browsing and electronic
e-mail system that provide secure and controlled access to the private network.

Additionally, QUIPUDATA manages and provides centralized support to the voice
communi cationsnetwork, centralized management of the datanetwork using remotesupport
toolsfor users, hardware and softwareinventory-keeping at the beer factories and distribu-
tion centers, mass software distribution and monitoring and preventive identification of
failuresfor critical network eguipment.
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