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Editor’s Note: Gustavo	Möller-Hergt has been CEO of ALSO Holding 
AG since 2012, and Chairman since 2014. Prior to joining ALSO, 
Gustavo held various leadership roles as Chief Representative of the 
Droege Group, and CEO and Chief Representative of the Warsteiner 
Group. Gustavo holds an MBA from Harvard Business School, a 
Diploma in Engineering from the Technical University, Munich, 
Germany, and a doctorate from the Technical University, Berlin, 
Germany. 

Your company is one of the largest distributors in the European 
B2B marketplace. For our readers who may be unfamiliar with 
ALSO, could you summarize what you do and how you are 
different from your competitors? 
We are a European based company with a turnover of almost €8 
Billion. We operate in 15 countries in Europe, and are the market 
leader in 9 of those countries. It’s important to understand that 5 years 
ago we began a transformation process. We recognize that the 
vendors are a customer category on its own, while our resellers (such 
as corporate resellers, retailers, E-tailers, or similar firms) comprise 
the second customer category. From this perspective, we looked at 
our internal structure and asked ourselves, what business models we 
could develop to serve both of these customer categories.   

The first one was a well-known business model: the value-added 
distribution model. We referred to this as a solution model, and we 
integrated the value proposition for both vendors and resellers. We 
used this knowledge to create a solutions environment in which 
vendors and resellers can continue to transform and build value. The 
second column was the service business model, which, again, 
includes different business models itself. We evaluated our partners 
from a services perspective, identifying value propositions, and how 
we could develop our offerings to build upon them. 

At our core, ALSO grew out of the transactional business. But we 
recognize that as we’ve grown, the diversity of our customer 
categories gave us more opportunity to develop other business 
models, transforming the company and improving the profitability of 
the company. A key differentiator of our company is that we believe in 
maximum proximity to our customers and markets. Our motto is: “As 
centralized as necessary, as regional as possible.” Decisions should 
be made in the regions, especially as it has to do with sales. We have 
special programs for vendors and resellers, and we do not try to make 
one size fit all. We differentiate both our individual value propositions 
and our individual countries’ operational plans on a very deep basis, 
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empowering our divisions to make their decisions and not imposing a 
top-down rule for everybody. At the end of the day this is providing us 
with the opportunity to develop our business in a totally different way. 

Why do your customers choose ALSO? 
Our customers engage with us because they know we have a 
marketplace where they can choose which kind of service they need - 
transactional services, solutions, on-site services or any other type - 
fitting their business model and enabling them to make high 
profitability. We don’t see ourselves as having one singular mandate 
— we are taking responsibility from end-to-end. And that is our main 
differentiating factor and why we have a very high loyalty with all of 
our customers. It’s not a matter of price — it’s a matter of taking care 
of our customers throughout the whole value chain. At the end of the 
day, this translates to our customers being able to increase their 
profitability and being enabled to make decisions, be they vendors or 
resellers.  

For example, take our cloud platform. Today, we are not working on 
creating a cloud platform — we have a functioning cloud platform in 
place. With it, resellers are able to choose different services from 
different service providers or vendors — and they are able to use the 
platform to create invoices as well. In principal, if our resellers wanted 
to develop that on their own, it would take a very long time and cost a 
lot of money. Instead, what we said is, “Hey guys — let us enable you 
if you want to use this for your business.” And that is exactly what 
we’re doing on a large scale. Or the new feature which we announced 
last week: “Workplace-as-a-Service.” In this area, we enable our 
customers to go into the consumption and business model, and we’re 
there if they have any issues with their balance sheets or their routes 
to market. We are helping these guys to do it — that’s our philosophy. 

One of the things you mentioned was your broad geographic 
reach. How do the different cultures and markets that make up 
the different European countries affect your overall business? 
Would you say it’s similar to a company in the US that operates 
in multiple spaces or is it different?  
No, I don’t believe our model is similar to a US company operating in 
multiple states because, for example, if you cross a border in Europe 
you have to deal with different laws in different European countries. 
You have different routes to markets in different European markets. 
Additionally, you have to find unique balances between the 
commercial and the consumer in different European markets. 
Different European countries also have different reseller structures. In 
Germany for example there are more than 22,000 resellers. We have 
countries like Denmark or Finland where the number of resellers and 
the concentration of the resellers is different. Therefore, we must 
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define different value propositions for each country or region. 

Compare this with in the US, where you have a similar structure in the 
country. For me the US is like a continent in and of itself because of 
the size, but from the legal point of view, or from the point of view in 
regards to structures the customers are very similar. 

Let’s talk about the vendors. Vendors have different value 
propositions and targets for different countries. And they have 
managers who are responsible for the P&L in each respective 
country, but without the one-size-fits-all approach that you would get 
in the States. 

And that is what makes Europe interesting. It’s very complicated 
coming from big Asian countries or from the U.S. to understand that 
this variety of different cultures at the end of the day ends in a variety 
of different products in the IT industry. Let me give you another 
example, regarding cloud utilization. You have countries like Finland, 
which are very, very open to the utilization of the cloud in business, 
and you have countries like Switzerland where you have a very 
traditional understanding of and approach to cloud in business. What 
I’m saying is that a differentiated approach is what makes it possible 
to empower people to make the right decisions and to improve the 
profitability inside each country. 

How is ALSO addressing the rise of the cloud and the 
commoditization of many traditional distribution products? 
Honestly, we don’t believe there is a “cloud business.” We think that a 
cloud is a virtual warehouse or the warehouse of future consumptional 
businesses. And what we address is looking at it as a tool, it will 
enable you to go into the consumption and transform your business 
for example into a pay for click model.  

What we say is “Okay, if that is the virtual warehouse, which of my 
products or services I should fill into this warehouse?” And here we 
see our role like a solutions aggregator and that is what we are saying 
every time. We are not a distributor — we are a solutions aggregator 
and our responsibility is to see which solutions we should build into 
our virtual warehouse to enable the reseller to improve the 
productivity or to improve the business of their customers. We won’t 
look at “the cloud” and say we’ll use it to sell our products that we 
already sell everywhere in the same way — it must make economic 
sense and be of individual value to the customer of our reseller. And 
the responsibility of a solutions aggregator like us is to fill this virtual 
warehouse with the right products and explain, what is the real 
advantage of these products and services for the customer of the 
reseller.  
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Is it an advantage or a disadvantage for you to have your primary 
vendors in North America? 
We love it. We love the speed of the vendors and their different 
capabilities. But our vendors are not just in North America. We have 
very good American vendors, we have very good Asian vendors — 
ultimately, I love the diversity of the different vendors and I love 
especially in the U.S. that there is this willingness to transform, and a 
speed, which is great. I see it as an advantage for us that we have 
this diversity and that we are learning every time when we are going 
to these conferences and discuss the routes to market and the 
business models. 

What are your thoughts on Brexit, and what effect on a broader 
sense do geopolitical considerations have on your business? 
I was in Britain on the day of the Brexit referendum result. It’s 
important to remember that despite the result, the Brexit vote is not a 
turbine that immediately moves the island out 20 thousand km away 
from Europe. Britain is still there like before. From a geographical 
point of view, nothing changed. 

I think these days there are a lot of emotions and that is the first wave 
of what we are seeing today, but honestly in two or three years — it 
will take some time — the business models will change. Today is 
more of an emotional reaction but this is no reason to be desperate 
from an economical perspective. I can understand that people who 
are working today in the real estate business in London have become 
nervous because they are seeing prices go down and because certain 
financial institutions or benchmarks are going through a few ups or 
downs. But today there is no reason to be concerned because nothing 
has changed yet.  

But what happens in the next two years? I believe that the politicians 
are intelligent enough to understand that the Brexit itself should not 
change the economical behavior of a region - especially not our 
region. So they have two years to figure out how things are going to 
change, and I believe they will shape that in a way that the business 
and the performance of the region will be the same or better. And for 
those who are still nervous, I am sure in two years, they will still not 
have moved 20 thousand km away from Europe.   

What is your acquisition strategy?   
In countries where we are already number 1 or number 2, we are not 
willing to acquire more of the same type of business because more of 
the same will end in very high market shares or distribution shares for 
one vendor and push vendors to reduce the market share to avoid 
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high dependencies. In countries where we are number 1 and number 
2, we want to acquire solution companies or service companies which 
we can scale with the customer base, vendors and resellers we have.  

In countries where we are not number 1 or number 2, we are willing to 
acquire more of the same. That is a reality. We are looking for growth. 
In countries where we do not currently have a presence, our thought 
process for a potential acquisition is as follows: First, from the legal 
point of view, the company has to be stable. Second, there have to be 
opportunities to grow in to the market, such as a change in market 
concentration or an overall technology shift. Third, the company has 
to offer a unique selling proposition that will ultimately take us into a 
position where we can develop. That is our strategy. We are not 
approaching M&A from a perspective of “We want to be number 1 of 
the world” or anything like that. Our philosophy is: “Step by step.”   

Do you expect to do more acquisitions in the future than you 
have made historically?  
Yes, we have a lot of projects in our pipeline. We’re working very 
hard, following the philosophy I explained and in some cases looking 
to incorporate with companies with know-how that we don’t have and 
that we can scale. In my words, you need not own the cow to create 
milk.   

ALSO Group recently announced record sales and net profit. 
How do you achieve sustained growth? 
In the past five years, we followed a very simple philosophy. We 
defined it as our gaming field. Every decision we have taken follows a 
simple mathematical formula which is sustainable and is called P A R 
L, consisting of two financial KPIs and two operational KPIs: Price 
ratio, Asset ratio, Retention ratio and Labor ratio. When we are 
acquiring a target we check four variables. One is: When are we going 
to start achieving the numbers we defined in the sustainable growth 
formula we use? And we are very dogmatic on that. Usually it should 
take 2-3 years to be there if it’s a new business. If we are having 
issues with our business unit, we analyze our units from that 
perspective and we make a decision on how to address it.  

How did you end up with the helm of ALSO? What’s your 
background?  
My background is in brewing. I am a South American brewer, believe 
it or not. I worked my whole life in the brewing industry. It’s very 
interesting the brewing industry has a similar two-tiered distribution 
model as the IT industry, and both deal with similar problems. 
Especially in countries where bottles need to be returned and you 
have a significant amount of on-premise business, you have a two-
tiered distribution model, with similar problems involving logistics and 
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customers. I think maybe today the IT industry is a little bit better off 
because you have the price-ability of the products which sometimes is 
not there in the beverage industry. 

How did I end up here? I was a lucky guy beginning to work as the 
manager of the major shareholder company Droege Group. I was 
responsible for the acquisition of a company called Actebis and I was 
responsible for the integration of Actebis into the ALSO group in 
Switzerland. The major shareholders of ALSO asked me if I wanted to 
continue on and lead the company, and I feel that it has been both 
fascinating and an honor.  

What’s the piece of advice someone gave you at some point in 
your career that’s been very impactful for you that want to pass 
on to the readers? 
Be yourself. Don’t follow what everybody’s saying. Stop the ball, 
analyze where you are going and make the decision to go there. Don’t 
follow everybody. That’s my advice: be yourself. And, of course, share 
with your people and treat them well. That is important. 

 

 
 

 

 

 


