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In	April	of	2016,	Nathalie	Roos	joined	the	Executive	Committee	of	one	of	the	most	
admired	and	famous	French	companies	in	the	world.	I	had	the	amazing	opportunity	to	
interview	 this	 very	 unique	 businesswoman.	 She	 is	 now	 President	 of	 the	 Professional	
Product	 Divisions	 of	 L’Oréal,	 the	world	 leader	 in	 beauty.	 Nathalie	 Roos	 is	 famous	 for	
embodying	 women	 in	 leadership.	 Today,	 the	 relationship	 between	 career	 and	 family	
seems	to	remain	a	dilemma	for	a	large	majority	of	women.	Nathalie	Roos	life	story	and	
career	is	very	inspiring	because	it	demonstrates	how	women	can	become	powerful	and	
successful	 leaders,	while	 still	 being	 a	 good	mother	with	 a	 fulfilling	 personal	 life.	 This	
interview	with	her	emphasizes	how	life’s	difficult	choices	can	actually	be	a	key	asset	in	
becoming	a	leader.		
	
	 Nathalie	Roos	was	born	in	Strasbourg,	France,	otherwise	known	as	the	capital	of	
Europe.	It	sits	right	next	to	the	German	border	on	the	east	side	of	France.	Nathalie	Roos		
studied	 in	 a	 French	 Business	 School	 in	 Reims	 and	 graduated	 exactly	 30	 years	with	 a	
master’s	degree	in	Business	Administration.	Surprisingly,	she	likes	to	highlight	the	fact	
that	it	is	not	by	seating	in	class	and	being	a	good	student	that	this	businesswoman	has	
learned	the	most.	She	first	learned	what	it	means	to	be	a	leader	through	her	role	in	the	
student	 associative	 life.	 For	 a	 year,	 she	 was	 the	 President	 of	 the	 main	 Student	
Association.	This	experience	was	Nathalie	Roos’	 first	opportunity	 to	 learn	how	to	deal	
with	different	partners	in	business.	This	was	a	turning	point	in	her	career	as	this	was	the	
time	 when	 she	 discovered	 her	 passion	 and	 incredible	 talent	 for	 sales.	 Directly	 after	
graduation,	Nathalie	Roos	found	a	job	–	by	coincidence	in	her	hometown	Strasbourg	–	in	
the	 Sales	 department	 of	 Kraft	 Foods,	 one	 of	 the	 world’s	 leading	 FMCG	 companies.	
Thanks	 to	her	 talent,	 she	was	quickly	promoted	 to	 an	Area	 Sales	manager	position	 in	
Lyon.	Right	before	she	left,	she	met	her	future	husband	Dr.	Thierry	Roos.	Her	life	quickly	
changed	soon	thereafter.	She	had	been	determined	to	wait	until	30	to	marry	and	have	
kids,	 but	 life	 led	 her	 in	 a	 different	 direction.	 She	 decided	 to	 resign	 from	Kraft	 so	 she	
could	 come	 back	 to	 Strasbourg	 to	 become	 a	 mother,	 something	 she	 claims	 she	 had	
always	wanted.	 She	had	her	 first	 daughter	 at	 26	 and	her	 first	 son	 the	 year	 after	 that.	
Nathalie	Roos’	family	prioritisation	can	be	insightful	for	young	women	in	business.	This	
leader	 claims	 that	making	hard	 life	 choices	very	young	actually	helped	her	 to	develop	
new	skills.	In	addition,	it	helped	her	to	focus	on	what	really	matters,	both	personally	and	
professionally,	because	time	is	precious.		

Coming	back	 to	Alsace,	 she	has	 joined	Mars,	where	she	has	worked	 in	different	
Marketing	and	Sales	 jobs.	After	11	years,	she	knew	she	had	done	everything	she	could	
do	for	the	company	in	Alsace.	Thus,	she	left	Mars	and	started	to	work	at	Kronembourg,	a	
quite	sizable	beer	business	in	France.	She	quickly	became	Sales	Director.	After	4	years,	
Mars,	which	had	been	struggling	since	she	left,	called	Nathalie	back	to	offer	her	a	job	as	
the	 French	 General	 Manager.	 She	 accepted	 and	 was	 promoted	 to	 Mars’	 Regional	
President	for	Europe.		

At	 this	point	 in	 time,	Nathalie’s	career	 took	a	new	path.	She	became	famous	 for	
being	 an	 amazing	woman	 leader,	 capable	 of	 improving	 drastically	 business	 results	 by	
involving	 and	managing	 people	 in	 a	 better	way.	 Finally,	 and	 after	 thinking	 for	 a	 long	
time,	 she	 left	 Mars	 and	 joined	 L’Oréal	 in	 October	 2012.	 She	 felt	 that	 this	 was	 the	
company	in	which	she	could	have	the	biggest	impact.	Nathalie	Roos’	objective	in	life	as	a	
leader	 is	 to	make	 a	 real	 difference	 for	 people.	 She	wants	 to,	 “Make	people’s	 life	more	
beautiful.”	 	 She	considers	beauty	as	very	 important	 for	people	 to	help	 them	 feel	good.	
After	 six	months	 of	 training	 and	 learning	 about	 the	 company,	 she	worked	 as	 General	
Manager	 of	 Germany	 for	 three	 years.	 She	 was	 promoted	 in	 2016	 to	 the	 head	 of	 the	
Professional	Division	of	L’Oréal	worldwide.	
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	 However,	 Nathalie	 considers	 the	 biggest	 turning	 point	 in	 her	 career	 to	 be	
moment	she	came	back	to	Mars	as	a	General	Manager	in	2004.	This	particular	shift	also	
embodies	her	biggest	challenge	as	a	leader	because	she	had	to	deal	with	a	company	in	a	
very	bad	shape	at	 that	 time.	During	 the	 four	years	 she	had	been	away	 from	Mars,	 the	
company	had	a	decline	of	6%	year	on	year	in	the	business.	The	company	clearly	lost	its	
sense	of	purpose	and	belonging.	Nathalie	Roos	emphasized	the	fact	that	people	were	no	
longer	 clear	 on	 their	 objectives	 and	 were	 no	 longer	 working	 together	 as	 one	 team.	
According	 to	 her,	 this	 decline	 resulted	 from	 a	 deep	 lack	 of	 leadership	 in	 the	 French	
chocolate	business.	On	 the	other	hand,	 it	was	also	 the	big	period	of	obesity	 in	France.	
The	media	were	 literally	 talking	every	day	about	obesity	and	raising	awareness	of	 the	
danger	of	chocolate	bars.	Vending	machine	had	been	forbidden	at	schools	and	therefore	
parents	started	to	consider	 that	all	 these	products	were	dangerous	 for	 their	kids.	This	
revolution	had	a	dramatic	impact	on	Mars’	brand	image	and	its	business	results.		

Additionally,	 this	 new	 job	 and	 high	 responsibilities	marked	 a	 turning	 point	 for	
Nathalie	Roos’	leadership	because	of	all	the	pressure	and	new	challenges	she	had	to	face.	
In	overcoming	these	difficulties,	she	was	able	to	understand	the	real	power	of	engaging	
people	 trough	 a	 shared	 vision	 and	 common	 values.	 She	 explained	 that	 the	 very	 first	
thing	 she	did	was	 to	 train	 all	 her	 associates	on	nutrition	 in	order	 to	make	 them	 truly	
understand	that	Mars’	 chocolate	bars	were	absolutely	safe	 in	 terms	of	people’s	health.	
She	also	discovered	and	implemented	at	that	time	the	“12	questions	of	Gallup”,	which	is	
a	methodology	 to	 improve	 team	 engagement	 by	measuring	 emotional	 involvement	 of	
the	 people	 within	 the	 company.	 Gallup	 has	 identified,	 through	 millions	 of	 company	
workers,	a	direct	relationship	between	the	score	on	 these	12	questions	and	 the	actual	
performance	of	the	company.	Gallup	helps	define	what	is	expected	from	a	manager	to	be	
a	good	manager.	Nathalie	Roos	has	rediscovered	that	leadership	is	not	only	about	being	
charismatic,	but	 it	 is	mainly	about	being	very	rigorous	 in	 the	way	you	 lead	your	team.	
Another	key	takeaway	from	this	tough	period	was	that	having	hierarchy	levels	within	an	
organisation	has	a	very	negative	impact	on	results	as	it	keeps	the	General	Manager	way	
too	far	away	from	the	customers.	Having	the	right	organisational	setup,	she	says,	makes	
a	 big	 difference	 on	 the	 level	 of	 results	 a	 company	 can	 achieve.	 Indeed,	 the	 first	 year	
Nathalie	 Roos	 came	 back	 to	 Mars,	 the	 company	 managed	 to	 achieve	 only	 minus	 2%	
instead	of	minus	6%.	This	was	thanks	to	very	bold	decisions	she	made	in	order	to	create	
focus	and	regenerate	growth.	Only	three	years	later,	the	company	had	36%	growth.	This	
outstanding	 figure	 –	 especially	 in	 a	 difficult	 and	 mature	 market	 –	 proves	 that	 good	
leadership	has	an	incredible	impact	on	business.		
	

“My	 two	 jobs	 at	 L’Oreal	 have	 been	 really	 insightful,”	 Nathalie	 Roos	 said.	 As	 a	
Country	Manager	 in	 Germany,	Nathalie	 Roos	 expressed	 how	much	 she	 has	 learned	 in	
terms	of	 leadership.	As	a	 leader,	she	thinks	that	 it	 is	 important	 to	understand	the	way	
that	 the	 culture	works	 but	 she	 also	 stresses	 the	 fact	 that	 cultural	 differences	 are	 not	
what	truly	matter.	According	to	her,	it	is	all	about	touching	others’	hearts.	People	need	
to	feel	exactly	what	the	leader	feels.	Whether	or	not	people	will	follow	you	depends	on	
your	authenticity	and	congruence.	A	leader	needs	to	do	what	he	says	and	to	say	what	he	
does	 in	 order	 to	 be	 able	 to	 really	 engage	 people.	 From	 her	 recent	 global	 position	 at	
L’Oréal,	Nathalie	has	learned	something	new	about	being	able	to	really	share	the	same	
vision	to	the	lowest	level	of	the	organisation.	She	referenced	another	leadership	vision	
set	up	by	a	French	company	called	Trajectoire.	In	this	theory,	leadership	is	developed	in	
five	or	six	steps,	which	starts	from	creating	a	common	vision.	The	second	step	is	about	
communicating	this	vision	and	generating	enthusiasm	in	the	company.	Then,	the	leader	
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has	to	make	bold	decisions	and	choices	in	terms	of	prioritisation	and	focus.	Finally,	the	
leader	needs	to	support	the	implementation	of	these	decisions	and	be	available	for	the	
organization	 in	order	 to	succeed.	We	can	say	 that	when	 it	comes	 to	what	has	 inspired	
Nathalie	Roos’	 leadership	 style,	 the	12	questions	of	Gallup	on	people	engagement	and	
Trajectoire	theory	can	be	considered	her	two	main	sources	of	inspiration.	At	L’Oréal,	she	
has	implemented	the	new	concept	of	“Great	Place	to	Win”	because	she	is	truly	convinced	
that	 people	 that	 are	 empowered	 and	 emotionally	 engaged	 are	 the	most	 powerful	 and	
asset	 to	 get	 great	 results.	 Apart	 from	 theories,	 Nathalie	 Roos	 also	 learned	 a	 lot	 about	
leadership	thanks	to	her	former	boss	at	Mars.	She	always	has	in	mind	a	sentence	he	said,	
“My	job	is	to	import	stress	and	export	serenity.”	In	her	day-to-day	life,	she	does	her	very	
best	 to	 respect	 this	 principle	 because	 she	 thinks	 that	 this	 is	 what	 makes	 a	 huge	
difference	for	her	teams	and,	as	a	consequence,	for	the	company’s	results.		
	 		 	 	

Regarding	women	 leadership,	Nathalie	Roos	believes	 in	 the	power	 of	 diversity,	
therefore	 including	 gender	 diversity.	 It	 is	 very	 important	 for	 her	 to	 balance	 teams	 in	
terms	of	women	and	men.	 Indeed,	women	are,	 in	 general,	more	 emotional.	 This	 gives	
them	 different	 communication	 and	 leadership	 qualities,	which	 are	 necessary	 to	 run	 a	
healthy	enterprise.	Also,	women	have	a	natural	sense	of	collective	responsibilities	and	
Nathalie	Roos	considers	this	as	a	valuable	asset	people	should	leverage	more	to	succeed	
in	 business.	 Nonetheless,	 she	 explains	 that	 from	 her	 view	 it	 is	 still	 difficult	 to	 be	 a	
woman	 in	 a	 high	 leadership	 position	 today	 because	women	 remain	 a	minority	 in	 top	
management.	 Also,	 according	 to	 her,	 another	 permanent	 challenge	 is	 that	 men	 still	
struggle	to	really	understand	the	way	women	work.	This	means	that	women	leaders	still	
have	 to	 adapt	 themselves	 to	 what	 we	 can	 call	 a	 male	 environment.	 Concluding	 on	 a	
positive	note,	she	said,	“The	more	women	will	be	in	business	in	the	future,	the	less	it	will	
be	a	problem.”		
	
	 During	 this	 interview,	 Nathalie	 Roos	 has	 shared	 two	 very	 interesting	 and	 very	
personal	anecdotes	about	her	that	are	also	worth	sharing.	First,	she	explained	how	she	
had	 never	 perceived	 herself	 as	 a	 leader	 until	 not	 so	 long	 ago,	 even	 though	 her	 circle	
always	 knew	 about	 her	 amazing	 potential	 and	 leadership	 qualities.	 A	 couple	 of	 years	
ago,	she	met	a	former	student	from	her	business	school.	While	they	were	talking	about	
how	great	her	career	went,	he	claimed	that	he	was	not	surprised	because	she	always	had	
so	much	 leadership.	That	was	a	 revelation	 for	Nathalie	Roos,	who	suddenly	 started	 to	
realise	that	this	strength	has	always	been	part	of	who	she	is.	She	has	also	shared	another	
personal	attribute	 that	highlights	her	uniqueness	as	a	 leader.	During	every	speech	she	
gives	in	front	of	young	managers,	she	always	starts	by	showing	a	picture	of	her	family	
and	then	by	talking	about	her	personal	life	and	how	the	family	prioritisation	she	made	
has	determined	her	entire	leadership	career.	She	sometimes	spends	around	20	minutes	
on	this	just	to	explain	who	she	is	and	what	her	personal	life	looks	like.	She	truly	believes	
that	sharing	personal	stories	of	her	life	creates	a	huge	difference	in	her	leadership	style	
and	in	the	way	she	can	connect	with	people.	Through	this,	she	can	really	inspire	them.	
This	 is	what	makes	Nathalie	Roos	quite	a	unique	mother,	a	unique	wife,	 and	a	unique	
leader.	
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