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Presentation 

 

Uotani*: It is my pleasure to have an opportunity to talk to you about our commitment to regain growth at 
Shiseido. For those who are not familiar with Shiseido and myself, I'm going to cover quickly to introduce the 
Company and myself, followed by the challenges that we are facing today, and more importantly, what are 
the strategies we are going to take to turn around and get to the growth again. 

 

Shiseido was founded almost 151 years ago in 1872 as a Western-type of pharmacy in Ginza, Tokyo. In the 
domestic beauty industry, we have been number one in leading the development of Japanese aesthetics. In 
the prestige beauty market globally, we are currently number three. And we operate in 120 countries with 
39,000 employees having 100 different nationalities.  
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About myself. I spent the majority of my career at Coca-Cola, almost 20 years, as a president and CEO of Coke 
Japan. You never know what's going to happen to your life. One day, two of the external board members of 
Shiseido came to talk to me and offered me a job. It's not a simple marketing job. They offered me a job of 
CEO. I had a bit hesitation to say yes at that time, but I thought this could be a symbol of change of Japan if 
Shiseido appoints someone from outside, first time in its 140-year history. So, with my wife’s permission, I 
took this offer. 
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I had a strong determination in the beginning to make Shiseido a true global company. A true global company 
means, in my definition, is not only just the percentage of sales outside of Japan. Like, currently, we are like 
75%. But it's not the case. I thought that true global company embraces the greater culture of the diversity of 
our people, talented people around the world, joining Shiseido to work together. So a strong determination 
which I translate into Japanese KAKUGO, very strong promise commitment. 
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Prior to joining Shiseido in 2014, Shiseido, unfortunately, was very much struggling in the vicious cycle, I would 
say, decreasing investments, decreasing sellout from the stores, and that ends up with decreasing sales. 
Protecting the bottom line, they have to really cut the investments as well. It was like that. So as a fresh person, 
without knowing the background deeply, we started really working on the growth plan, a six-year growth plan 
called the VISION 2020 strategic plan. It has been quite successful. We set the target of JPY1 trillion revenue 
and sales with a 10% margin, which we had never achieved before, but I thought we need aspirations to 
achieve that. Otherwise, people, employees are not coming with us. Luckily, we were able to achieve those 
targets, actually three years in advance for sales and two years in advance in operating profit target, and the 
10% margin was achieved in 2019. Return on equity went up to 16%. We had a lot of cash to be reinvested. 

Then, as you all know, something unexpected really happened suddenly in 2020. That was the COVID crisis. 
That hit us a lot. We always talk about the negative impact on the industries like airline industries and travel 
industries, but beauty industry, cosmetic industry had the similar negative impact as well because people 
didn't go out. Particularly in Japan, a lot of people obviously wear masks, then you don't need any makeups. 
So, I had to take tough decisions to restructure our company, reforms, and ended up setting unprofitable 
businesses, non-core businesses, and that was equivalent to almost USD2 billion sales out of USD10 billion 
sales kind of business. And we reduced the head count by 10,000 all around the world. With that sort of 
restructuring efforts, we started recovering and COVID was actually somewhat slowing down in Europe and 
the US. In 2022, we were going up to that kind of level and having a JPY50 billion kind of core operating profit, 
50% of what we used to make. 
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We were going to keep this momentum in 2023. However, in mid-2023, actually in June, we started hearing 
the Japanese government decided to release the treated water from Fukushima. Then, disruption by China 
volatility and there was unexpectedly boycotting of our brands in China. But I would tell you, our products 
have nothing to do with treated seawater. We don't use that at all, of course. Consumers kind of believed 
with some kind of social media kind of information. We couldn't do anything. That became obviously huge 
problem for us this year. 

Also, I shouldn’t forget to talk to you about the slower than expected recovery in Japan. Japanese beauty 
industry today is not after the level of 2019 yet as the market. We are not there yet. Although we are growing 
in double digit in the sense, but we are not there yet. Because Japan market had the delay of recovery. So, 
this is where we are. Because of this outlook for the year, we are very sorry that we disappointed the markets 
and stock price actually reflected in the last three weeks.  

Therefore, now I have to stand to turn around, taking this as an opportunity for us to review every aspect of 
our business and get us go back to growing again. 
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Particularly Japan and China. Obviously, we'll have to keep growing top line with the brand investment, which 
I'm going to talk a little bit more later. At the same time, due to the fixed cost, Japan when we had Chinese 
consumers coming into Japan, travelers, inbound was big, and we didn't have enough number of employees 
at the time to serve the customers who are coming. We're even having some missing opportunities, but still, 
we were making JPY75 billion operating profit in Japan. Now, suddenly, it went down like this, and therefore, 
we have to take decisions and we have to take actions to reduce our fixed cost. We have to adjust ourselves 
to the new realities. China as well. Because everything was growing, thanks to all the alliances with a company 
like Alibaba, we grew much faster than the market in China and delivering very good profit. Now, China’s 
beauty industry and the whole economy is slowing down clearly and having some kind of political issues like 
that. We have to adjust ourselves again to the new realities that's going on and that will be going on in China. 

Travel Retail, when we started our VISION 2020 in 2014, our Travel Retail business was peanuts. I found by 
going to talk to the customers around the world, I found we are missing opportunities. So we created 
organizations based in Singapore, hiring professional people who have been in the industry with travel retail, 
and we grew our business from a small USD200 million kind of business to USD1 billion in the last several 
years. Very profitable. But in 2019, 70-75% of our customer base were usual travelers and 20-some 
percentage were so-called Daigou’s, business people. During COVID, that changed significantly because 
obviously, we didn't have travelers and very much sort of distorted or changed the skew to business people. 
Now, it's time for us to clean up and take it back to usual percentage, expecting usual travelers to be like 70%- 
80% of the total business in two years, we are going to shift our model, customer base.  
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I'd like to take you through what we are going to do to get our business back to the trend, not only just the 
structural reform I talked about. I'm going to start with corporate mission and purpose. Why we exist, Shiseido 
exist? I’d like to cover our brands and portfolio, innovations, the geographic rebalancing we’ll have to make 
in the coming years, and the people and organizations.  

I would like you to take a look at corporate mission and purpose video first. 

Thank you for watching this. I hope you have captured Shiseido is not in the business of just selling beauty 
products, but in the business of making people happy through the power of beauty. That's why we exist. 
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Our strategic category or area, if you call, was defined when we faced the critical crisis of COVID. We used to 
build our business with three major beauty categories, skin care, makeup and fragrance, as all of the global 
companies are doing. 

But facing the COVID crisis, we had to make a choice, where we are going to play. Obviously, we chose skin 
care as our major category because of our technology, experience, expertise that was built over 100 years. If 
you take a look at the skin care and if you dissect the skin care category by segment, there are so many 
interesting segments actually emerging, starting from science background kind of skin care products, where 
we are very strong, and clean category, natural, dermatology and medical. That is growing as well. As a skin 
care specialist, skin care company, we'd like to be everywhere of those segments. 

Next to that is sun care. That is so important, and Shiseido has state-of-the-art technology for sun care. We 
have the number one sun care brand, ANESSA, in Japan, and globally, we are the major player of this. Then, 
adjacent areas, beauty devices and second skin and even makeup, is somewhat connected with skin beauty 
and fragrance as well. These are the adjacent areas that we're expanding. But the major strategic area for us 
is skin care, but I call it skin beauty and wellness. This is a bit of an Oriental thought developed in China years 
ago, 1,000 years ago: whatever you eat, whatever you drink, that should be good for your health. When you 
have a good digestion, you have a good skin condition. When you have a good quality of sleep, you have a 
good skin condition. So they are related, connected. Therefore, we are now expanding into inner beauty 
business. We have no experience over food and beverage. Therefore, we just created a strategic alliance with 
a company called Kagome, a juice company, and TSUMURA, which is a Chinese medicine company. We will 
do more with other companies. 
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Now, I will talk about the brands. When business is facing a challenging time, we tend to talk about cost 
reductions to protect the company, to protect the bottom lines. I know that's very important. That's 
indispensable, particularly for us right now. But I want to emphasize the importance of top line growth, 
especially because we enjoy 80% gross profit in this business, 80%. When you grow USD100 million of revenue, 
you get USD80 million of gross profit. That can cover total investments and cost. We're going to do both. 

From that viewpoint, I'd like to really talk about what are the brands we are investing. Among many of the 
brands we have, we defined four brands as very important strategic global brands: Shiseido, Clé de Peau 
Beauté, NARS, and Drunk Elephant, and some of the other brands like ELIXIR and ANESSA for the Asian market 
and the fragrances mainly from Europe.  
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Shiseido brand, which is the flagship brand for us, it's the same name as the Company. So very important. It 
has been growing very nicely in the last several years and exceeding JPY200 billion revenue. After a COVID dip, 
we started growing again.  

 

This brand has a very important meaning. This brand is delivering the value of Japanese beauty to the world. 
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Also, I want to really get your attention. I see quite many male people attending this meeting. I'm going to ask 
you if you use skin care product for yourself. Do you? Great. Okay. Well, the penetration is still low. So, I hope 
you're using ours. This is my opinion, untapped opportunities or white space, you can call. Therefore, we came 
up with a Shiseido men product lineups and campaign. It just started last week. Turning men from his wife, 
you can really take it off your skin and you look good. We are saying a man's appeal manifest in his skin. It's 
related. Right after we started this campaign, we started seeing quite many number of men actually lined up 
in the department stores. So, changing behaviors. This is something that we are going to do, starting from 
Japan, China, Asia, European and American markets soon.  
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Our important luxury brand called Clé de Peau Beauté, that is a very high luxury brand. At the same time, this 
is backed up by very advanced science. It really works to make your skin really radiant. It's been growing. 
Actually, 10 years ago, there was like a USD400 million kind of revenue. Now, it's over USD1 billion and 
growing a lot.  

 

As I said, this is backed by very profound science Shiseido has built over 100 years. 
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NARS, this is the brand we acquired in 2000 in the US, in New York. It is an artistic kind of brand. It is globally 
recognized as a very bold and provocative brand. It's appealing. We had some kind of obviously a decline in 
the beginning of COVID, but that has started growing again. Even today, this is growing double digit in China 
as well. I see a huge potential for this brand. 
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Drunk Elephant. We made an acquisition back in 2019 just before COVID. Actually, it was November 2019. 
This brand is a so-called pioneer of clean category that is really emerging everywhere in the world. They are 
very strong in the digital marketing. Actually, 60% of sales is D2C. 

After a kind of a slowing down during COVID, Shiseido got involved in enriching their marketing capabilities, 
and we started investing behind their brand-building. We expanded the distribution from Sephora to Ulta as 
well. And then, this year, we are enjoying the growth of 80%. It became number two skin care brand at 
Sephora over in the US and number one brand in Ulta. 
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Before talking about strategic reforms and cost reductions, I will reiterate the importance of growing top line 
through the investments behind the stronger brands. We plan to invest this year and up to 2025, in three 
years, an incremental accumulation of JPY100 billion, USD650 million or so. The core brands I mentioned, 
when they grow because they are core brands, scale is there and the scale is still even going up, which is 
allowing us to enjoy better cost of goods. Even better than 80% of gross profit is expected. At the same time, 
we want to make sure we are rationalizing, streamlining the brands that are not working everywhere in the 
world. So, we're going to do both. 
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Now, I want to move to innovation capabilities of Shiseido. There is an association of this industry called the 
IFSCC. It's regarded as the Olympics for the researchers and people in the R&D technologies. Shiseido has won 
31 awards in the past. Actually, two awarded this year. The number two company has only 11. This tells you 
as a testament Shiseido is really leading this industry from a technology viewpoint, basic research viewpoint. 
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So, making use of them, we introduced a cutting-edge kind of innovations. I'm not going to touch up on all of 
the details, but I want to really talk about the first one. You can see it there, called LiquiForm. This is a great 
innovation because of sustainability attention to the brands and the products from consumers. We worked 
with a supplier to come up with this one. Once you buy the whole package, you don't have to buy the outer 
package anymore, you just keep it. You buy in a package only, which is much thinner, using much less plastics. 
And then, in the total cycle, you can reduce a lot of CO2. This was introduced at the beginning of this year in 
Japan as a kind of a test. Very successful, so we would like to launch this in other countries like China and the 
US, and using this technology, applying to other brands. 
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Some of the other innovations and making use of digital technologies, particularly I want to really tell you this 
one. We're going to ask consumers to give us their saliva and then we make analysis of DNA. Based on that 
analysis, we will come up with what is the best solution of skin care and diet that makes your skin condition 
better. So, a holistic approach can be made based on the science of DNA analysis. We just started this in Japan.  
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So, another this possible or building stronger R&D capabilities, actually, we decided to invest 3% of our sales 
in R&D every year. With that kind of investment, we are building a R&D kind of network. Our Global Innovation 
Center is located in Yokohama, and then all other regional R&Ds are now becoming more capable, with the 
total number of researchers over 1200. This is going to allow us to have a very high-level kind of basic research 
here and then have a more localized product development that is relevant to the consumers in the local 
markets. That's the kind of the next stage for us to develop innovations. 
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Now, having finished talking about the revenue side, I want to really get your attention to our serious efforts 
to reduce our cost of operations. Starting from Japan. We're going to have structural reforms in Japan to 
reduce the cost. While growing our gross profit by marketing and consumer sales activities, we want to really 
make sure to reduce our cost by JPY25 billion in two years. Through cost of goods is going to contribute JPY5 
billion by having more efficiency and rationalization of SKUs. We plan to cut 1/3 of our SKUs, which are not 
really working in Japan. Inefficient kind of marketing expenses will be cut and organizational productivity, 
which means there will be realignment and headcount adjustments and reductions. 
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China, I think there is a bit of debate if China growth is going to continue or not. Having experienced such a 
big issue this year, we want to be very cautious for the future. We want to take a much more conservative 
kind of outlook for the market. The beauty industry is going to grow, but still, economically, there is a slowing 
down. Therefore, we see the market is going to be much more stable growth, like 3% to 4% only, no more 
10%, 15% growth as we had before. That's the new reality. Having said that though, if you take a look at the 
segment of beauty industry in China, what we call luxury in the high-prestige segment is growing quite nicely. 
Actually, it's becoming almost 40% of the total beauty market. Plus, bipolarization taking place, lower price 
range is also growing. So mid-range is kind of shrinking. We don't play any games because we sold our personal 
care business before. We don't play in the lower kind of price range anymore. We don't have any business 
there. So, we are going to even more focus on luxury high-prestige areas with our brands called Clé de Peau 
Beauté and THE GINZA. 

Particularly during the COVID time, the China beauty industry had a huge dependence of KOLs, having live 
streaming, as you all know, and we did it too. Now, reflecting the new realities, we want to really decrease 
significantly that kind of dependence and we want to really get the business having more right sort of 
promotions, not depending on huge promotional activities and pricing activities. We want to build brands, 
particularly communicating our quality and efficacy, given Chinese consumers somewhat misunderstand 
because of this issue we are facing right now. We want to proactively communicate high-quality products. At 
the same time, now is the time because China business has been growing. Obviously, we have been increasing 
our headcount. We have been increasing our spending. We were opening up new offices. We were still able 
to deliver good profit. Now, given the new realities, we will really make adjustment. That's the time we have 
to take it back and see what should be the right model for us in terms of the size of organizations. First, 
rationalize brands and SKUs. Yes, non-profitable and non-core brands will be rationalized and streamlined, at 
the same time, reorganize for productivity. I'm saying, in a nice way, in reality, we will really adjust significantly 
our organizations and headcounts, will do that.  



 
 

 

 

Support 
Japan 050.5212.7790    North America  1.800.674.8375  

Tollfree  0120.966.744 Email Support     support@scriptsasia.com 
23 

 

 

Now, we are almost at the end of 2023. We have no time to waste. The time is now to implement. Actually, 
we had the Board of Directors meeting yesterday. That endorsed everything I'm talking about today. So, we'll 
get to implement now. Through the transformational activities I am mentioning, we expect to save our costs, 
especially in the fixed cost areas of JPY40 billion in the next two years against 2022. 

I have to ask everybody to do even harder work to take a look at every aspect of our cost and how can we 
increase our productivity and efficiencies. We're going to be monitoring almost every week what's going on 
to each area, to each region, to each area of responsibility of our executive officers. Actually, when we had 
the VISION 2020, by doing the same kind of approach, we were able to save JPY69 billion at the time using 
the FX rate at the time, it was USD600 million that was saved. There are so many areas we can be more 
efficient. We are confident we can do this. 
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Very quickly, I want to just to touch upon each region, America, as I said, when we face the COVID crisis, we 
had to take a very significant transformational kind of actions. The brands that were not working, 
bareMinerals, famous one, which was losing a lot of money. We had to ask quite many people to go and 
reduce headcounts in the US, and it became profitable now. This region was not profitable at all, but now it’s 
profitable. While growing core brands, as I mentioned, in marketing, we were able to hire very talented 
marketing people now from the competitors, and I’m confident that we can do a much better job in growing 
our core brands. At the same time, Americas, the US is the place we are able to find great candidates for 
acquisitions. I’m personally leading this project, working on some multiple projects right now. 
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Europe, again, used to have a big fragrance business, and that was not profitable. So, we had to make a very 
tough decision to terminate our franchise with Dolce & Gabbana. We did it. Now, Europe became profitable. 
Fragrance became very profitable with some other remaining brands. Brands should be really growing, and in 
particular, as Shiseido, as I said, is now number two in the major European markets. So, we still see a lot of 
potential there. Fragrance, remaining fragrance, obviously, it became smaller, but very profitable. So that's 
going to become a fuel for the growth of other brands. 

Middle East, in 2018, Shiseido established a 100% subsidiary in Dubai called the Shiseido Middle East. Then, 
that company had to work to clean up legacy contracts in each country, which we had many years ago. Now, 
we are cleaning up and having a joint venture, just established in Saudi Arabia. With that, we are going to put 
more brands in the Middle East market and driving the growth through stronger marketing investment. 
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Asia Pacific, obviously, as you know, it is a diverse market and emerging markets like Vietnam is growing. 
Thailand is becoming much more significant and Indonesia. So, we have a footprint in all of those places, 
growing our prestige brands. After a lot of the kind of study, we very cautiously entered the Indian market 
this year with NARS in a multiple kind of setting points. Initially, in the last couple of months, very successful. 
It's going to take time in India, but we are very confident that we can be growing together with the market 
for the next some years. 

 

 



 
 

 

 

Support 
Japan 050.5212.7790    North America  1.800.674.8375  

Tollfree  0120.966.744 Email Support     support@scriptsasia.com 
27 

 

 

Now, I'm going to move to people and organization. This is my absolute principle: PEOPLE FIRST. What I mean 
is that people drive value creation, innovations, and our customers are going to really enjoy their innovation. 
As a result, we're going to be growing our sales and profit. As a result, we can be sharing that with our investor 
shareholders. We're going to start it with people. That's what I'm calling PEOPLE FIRST. 
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People is embracing the diversity of people. Currently, in terms of gender diversity, our board, 40% are 
women; our executive officers, 40% are women. Globally, the leaders are 50% and in Japan 38%. We’re going 
to increase that from 38% to 50% sooner or later. Also, it's not on the gender, but nationality. To become a 
global company, I say this is so important. In our global leadership team, 35% are non-Japanese people, having 
a lot of different backgrounds. And middle-career hires in Japan is 30%. 
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This is my global leadership team, where you have, let's say, a diverse background of people, who used to 
work for other global companies, who has been in Shiseido many years from the beginning. It is a good mixture.  

 

At the same time, we want to become a showcase for the Japanese companies and the Japanese society in 
terms of diversity and inclusion. Therefore, I'm now chairing the 30% Club Japan chapter and invited 34 major 
Japanese companies right there. Actually, Nomura is here, too. Mr. Okuda, CEO, is always attending this 
session. 
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To continue to develop global leaders and human capital, we decided to make a significant investment to 
build Shiseido Future University. Actually, that's the head office building located in Ginza. That's where our 
company started. We changed this building from the office to Shiseido Future University facility completely. 
Actually, today is the opening of this facility, November 30th. It's not only simply just to kind of business school, 
teaching how to run the business, how to make analysis. I want our leaders to experience, to enrich the 
Japanese culture and classic music from Europe. At the same time, there's a very serious tough sort of 
discussions and debates. There's also a bit of a small display. You can see it. On every floor, we’re showing all 
heritage products from 150 years ago for them to learn the spirit of the founders and come up with future 
strategic visions. 
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Lastly, I just want to tell you, I have been working on a succession plan for the last four years. And after three 
years of selection process by the Board and myself, we made a decision and announced one year ago, the guy 
next to me called Fujiwara-san is succeeding me. He is now President and COO, and I became Chairman and 
CEO this year. I'm going to have one more year to finish my tenure, and then, he's going to succeed. Therefore, 
all of the initiatives I have talked about today to regain growth, tackling all the issues we are facing, reducing 
the cost of operations and growing our brands profitably, I'm doing that with him. Together, we are all in. 

Thank you very much. 

[END] 

 

 

 

______________ 
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believes to be reliable, but the accuracy of this transcript is not guaranteed by us and this transcript does not 
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information contained in this event transcript. This event transcript is published solely for information 
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looking statements are based upon current expectations and involve risks and uncertainties. Actual results 
may differ materially from those stated in any forward-looking statement based on a number of important 
factors and risks, which are more specifically identified in the applicable company’s most recent public 
securities filings. Although the companies may indicate and believe that the assumptions underlying the 
forward-looking statements are accurate and reasonable, any of the assumptions could prove inaccurate or 
incorrect and, therefore, there can be no assurance that the anticipated outcome described in any forward-
looking statements will be realized. 
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DECISIONS. THIS EVENT TRANSCRIPT IS PROVIDED ON AN "AS IS" BASIS. SCRIPTS ASIA DISCLAIMS ANY AND 
ALL EXPRESS OR IMPLIED WARRANTIES, INCLUDING, BUT NOT LIMITED TO, ANY WARRANTIES OF 
MERCHANTABILITY OR FITNESS FOR A PARTICULAR PURPOSE OR USE, FREEDOM FROM BUGS, SOFTWARE 
ERRORS OR DEFECTS, AND ACCURACY, COMPLETENESS, AND NON-INFRINGEMENT. 

None of SCRIPTS Asia’s content (including event transcript content) or any part thereof may be modified, 
reproduced or distributed in any form by any means, or stored in a database or retrieval system, without the 
prior written permission of SCRIPTS Asia. SCRIPTS Asia’s content may not be used for any unlawful or 
unauthorized purposes. 
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