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Hisayuki Suekawa

President & CEO

SHISEIDO Co., Ltd.

SHISEIDO Co., Ltd.

Three-Year Plan (FY2011 through FY2013)

Prospects for Year Ending 
March 2012

My name is Hisayuki Suekawa. I recently became president of the Shiseido.

 I am here to take you through a summary of the Three-Year Plan covering FY2011 to FY2013, 

and the outlook for the fiscal year ending March 2012.
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Before the Presentation

We extend our heartfelt sympathies to the people affected
by the earthquake that struck eastern Japan. 

Our sincerest wishes are for the safety, good health, and
earliest possible recovery of all those affected. 

SHISEIDO Co., Ltd.

First, I would like to extend my sympathy and condolences for all those who lost their lives in the 

Great East Japan Earthquake, and to all those who were affected by the earthquake and are still 

being forced to live in very difficult circumstances.
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Visiting Disaster-Stricken Areas

A month after the earthquake, demand for cosmetics and skincare is already high.

On April 10 and 11, I visited clients in Morioka, Sendai, and Fukushima as well as our company 
offices, and I saw for myself the situation in the disaster areas and the hardships of the local 
residents.

There were some who thought that demand for cosmetics would fall after a disaster of this 
magnitude but for women, cosmetics are essential items in their day-to-day lives. 

Approximately 50 days have passed since the earthquake and many people are saying “I feel 
uncomfortable because I wasn’t able to take anything with me” or “I would at least like a mirror, 
some eyebrow pencil and some face lotion” so we immediately arranged to send 30,000 
cosmetics sets to the disaster-stricken area.

Naturally, we are doing all we can as a company to support the disaster-stricken area. We would 
like to support the recovery through beauty volunteer activities at the emergency shelters to 
deliver “the good sensation of cosmetics” and “the fun of applying cosmetics” as an activity that is 
unique to Shiseido.
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Today’s Topics

１

２

３

Review of the previous three-year plan 
and points in the current three-year plan

(2) Bolstered business in China

４

５

(1) Domestic business turnaround

(3) Stronger approach to the prestige 
markets in Americas and Europe

Three points for 
achieving the 

“four growth strategies”
under the 

three-year plan

Managements goals under the three-year plan and 
outlook for the year ending March 2012

Moving on to the main subject of today’s briefing.

Today, I would like to describe the Three-Year Plan, although we have already announced the 

broad concepts that form the pillars of the four growth strategies, the new corporate philosophy, 

and our plans for web marketing on April 13. I am sure you have read the press release. 

Consequently, today I would like to describe the sections in the Three-Year Plan that are of 

specific importance, as well as the business targets for the three years and the underlying 

thinking, which we were not able to cover on April 13. I would also like to describe the results 

outlook for the initial financial year, which is FY2011.
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１

２

３

Review of the previous three-year plan 
and points in the current three-year plan

(2) Bolstered business in China

４

５

(1) Domestic business turnaround

(3) Stronger approach to the prestige 
markets in Americas and Europe

Three points for 
achieving the 

“four growth strategies”
under the 

three-year plan

Managements goals under the three-year plan and 
outlook for the year ending March 2012

Today’s Topics

First, I would like to look back briefly on the previous three years.

10 Year Roadmap

2005 2008 2011 2014 2017

To become a global player representing Asia
with its origins in Japan

Previous Three-Year Plan

S
h
iseid

o
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h
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o

Accelerated transformation into a global company 
(Integrating of domestic and overseas business operations) 
Customer-oriented marketing reforms

“Get into growth trajectory”

Globalization Phase 3
Make a leap forward

Paradigm Shift
Through radical reforms
A departure from excess 
and delay Establish a presence in Asia Toward 

GLOBAL PLAYER

Globalization Phase 2

Improve quality of 
activities across 
the board

Toward 
GLOBAL PLAYER

 In the preceding three years, which marked the first phase on the road to becoming “a global 

player representing Asia, with its origins in Japan,” within 10 years, which is the goal we set 

ourselves in 2007, we have undertaken a range of reforms in Japan and overseas to improve 

activities across the board.
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V-Shaped Recovery of Overseas Operations

CAGR 5%
(2008-2010)

CAGR 11%
(2008-2010)

CAGR 26%
(2008-2010)

Overseas Sales (in local currencies) CAGR 13% (2008-2010)

Europe
The Russia and travel retail 
businesses both enjoyed double-
digit growth.

BPI got back to growth by 
bolstering its core products.

Asia
The China business grew.

The self-selection sector in
Taiwan performed well.

Americas
 Global brand SHISEIDO grew 

steadily.

 NARS grew dramatically.

 Bare Escentuals added to sales.

However, because of the global recession triggered by the collapse of Lehman Brothers, sales in 
Japan and overseas were sluggish. In the overseas business, however, we developed the global 
brand SHISEIDO through the introduction of Future Solution LX, and we achieved high growth of 
26% in local currency terms in the Americas thanks to dramatic growth for the NARS, a brand of 
makeup,  and the addition of sales at Bare Escentuals, which we acquired in 2010.

 In Asia, as well, we achieved 11% growth with brisk sales in the self-selection business in 
Taiwan, in addition to sustained strong growth in China. In Europe, as well, Russia and the travel 
retail business returned to double-digit growth while our fragrance division BPI regained the 
growth momentum following the improvement of core products, securing growth of 5%, which is 
higher than the market average for the whole area over the previous three years.Thus, sales for 
the overseas business have made a V-shaped recovery, achieving total growth of 13% over the 
past three years.
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Sustained Decline in Domestic Sales

4,6984,737

4,067

4,592

4,283

3,829

20102008 20092005 2006 2007

Sales (domestic sales) Growth rates by channel 
in fiscal 2010 Trends by price range in fiscal 2010

Entire      Shiseido Priority 
market stores

General merchandise
stores Drug stores

Department stores Specialty stores

100%
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Shiseido
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Shiseido
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Entire

market

Shiseido

Growth rate

Entire      Shiseido Priority 
market stores

Entire      Shiseido Priority 
market stores

Entire      Shiseido Priority 
market stores

While the business is doing well overseas, sales are continuing to decline in Japan, falling by 
more than 70 billion yen also in the past three years. 

Even though there have been some results from sales initiatives such as the Double Counter 
initiative at department stores, organized retailer responses for each account, and the PS 
Program involving specialty stores, one might say that things are still progressing.

As for finished goods, CPB and Revital Granas in the high price range are performing well. With 
the introduction of the SENKA series in the low price range and the revamped SEA BREEZE, 
sales are building on solid growth, but there are problems in the mid-price range of counseling 
cosmetics including Maquillage, Elixir Superieur and other mega brands in the volume zone 
where there has been a big drop in sales.Later, I will discuss some countermeasures in detail.



Phase 2 “Get into growth traｊectory”

“Get into growth trajectory”

Globalization Phase 3
Make a leap forward

Paradigm Shift
Through radical reforms
A departure from excess 
and delay 

Accelerated transformation into a global company 
(Integrating of domestic and overseas business operations) 
Customer-oriented marketing reforms

S
h
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o

S
h
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o

2005 2008 2011 2014 2017

Establish a presence in Asia Toward 
GLOBAL PLAYER

Globalization Phase 2

Three-Year Plan

Globalization Phase 1
Improve quality of 
activities across 
the board

To become a global player representing Asia
with its origins in Japan

Next, I would like to address some points in the present Three-Year Plan.

Starting from April, the current three-year period marks the second phase of globalization, taking 

“Get into Growth Trajectory” as its slogan.
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4 Growth Strategies
Vision

Rebirth as a 100% Customer-
Oriented Company

Brighten Our Brand, A Valuable
Management Resource 

Fill the Shiseido Organization with
People with Their Own Appeal 

Reinforcement
of management
base

Optimization of production 
system 
Improvement of procurement 
system

Establishment of
IT infrastructure

Globalization of
human resources

CSR activities

New
Frontier
Strategy

Asian
Breakthrough
Strategy

Refining the prestige image
Recovery of growth
potential

Increasing
opportunities to
discover customers
in the expanding
middle-income group

Sustained growth
the markets,
which serve as
a growth engine

Customer-
First
Strategy

Return to our origin as a manufacturer

Realize completely customer-oriented business

Become a leading company representing Asia 

Enhancement of business foundations for growth

EuropeJapan China Asian Countries Americas

Global
Mega-Brand
Strategy

Full-scale promotion of the masstige market

Expanding market share in Asia

Promote the priority activities in each country

Expand opportunities to discover customers through new sales channels

Full-scale entry to direct marketing

Develop the growth engine for the next generation
Enhancement of in initiatives in emerging countries

Refining product development

Refining of sales activities

Improvement of brand value in the prestige market

Upgrade Shiseido Group brand value

Increase opportunities to discover customers

You are looking at a global image of the strategy for the Three-Year Plan announced on April 13.
To evolve and carry on Mr. Maeda’s reforms, the three visions remain the same, while we 

engage with the 4 growth strategies of 
“Global Mega Brand”,
“Asian Breakthrough”,
“New Frontier” and
“Customer First”.

To underpin these growth strategies, we are also working on strengthening the management 
base for the four strategies.

Since these are explained in detail in the press release dated April 13, which you have to hand, I 
will narrow today’s focus to the challenges in achieving the growth strategies. 
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Three Points to Move to a Growth Trajectory

※投資を拡大し、磐石な経営基盤を整え、競争に勝つ

中国の更なる強化

欧米でのプレステージ領域の強化

※売上６０％を占める国内市場の早期立て直しは、最重要課題

※特長あるブランドを育て、グループ全体のブランド価値を高める

国内の立て直し
①

②

③

成
長
軌
道
に
乗
る

Bolster business in China

Domestic business turnaround

Stronger approach to the prestige 
markets in Americas and Europe

* Competing successfully by expanding investment and establishing a
stable management base

* Early turnaround of our business in the domestic market, which
contributes to 60% of our sales, is our primary issue.

* Developing characteristic brands to upgrade the Shiseido Group
brand value

G
et in

to
 G

ro
w

th
 T

rajecto
ry

(1)

(2)

(3)

The three points presented here are significant challenges for achieving the  Three-Year Plan.
The first challenge is the revitalization of domestic operations. Since we aim to become a global 

player representing Asia, with its origins in Japan, the most important challenge is the early 
reshaping of the domestic market, which accounts for 60% of sales.  

The second challenge is the increasing strength of China. China, which we could well call the 
growth engine for the Shiseido Group, will remain a very attractive growth market in the future, 
but the competition is investing large amounts and boosting its offensives. Therefore, we should 
take advantage of the 30th anniversary of the launch of the business in China, which falls in this 
year, to expand investment and to prepare a solid management base to defeat the competition.

The third challenge is to strengthen the prestige category in the West.Growing our presence in 
Europe and the United States, in other words, suggesting that Shiseido is a desirable brand in 
the West, will have a great impact on the Asian market. I believe that expanding the presence of 
the global brand Shiseido in the markets in question, and nurturing distinctive brands such as 
Bare Escentuals and BPI will tie in with raising brand value for the Group as a whole.
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Today’s Topics

１

２

３

Review of the previous three-year plan 
and points in the current three-year plan

(2) Bolstered business in China

４

５

(1) Domestic business turnaround

(3) Stronger approach to the prestige 
markets in the US and Europe

Three points for 
achieving the 

“four growth strategies”
under the 

three-year plan

Managements goals under the three-year plan and 
outlook for the year ending March 2012

Next, I will describe some specific developments. To start with, there is the revitalization of 

domestic operations.
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(1)-1. Fundamentally Strengthening Existing Businesses

Factors behind 
our struggle in the 

large mid-price 
market

Marketing reliant
on new products

Inadequate response
to evolving markets

and customers

Development of 
new products
not supported
by customers

Temporary 
sales increase

is possible,
but…

Increase 
SKUs

Accumulated 
in the market
as obsolete 

inventory
at stores

Brightening our lines Not launching products 
unless they win customer acclaim

Great success in information development and 
renewal of communication for the “MAQuillAGE
Rouge Enamel Glamour”

Example

Ending
inefficient marketing

To revitalize the domestic market, we are tackling the twin pillars of radically shoring up the 
existing business and introducing a new cosmetics sales store business model.

First, the existing business. As I mentioned a moment ago, I believe the reasons for the hard fight 
in the mid-priced volume zone, including the mega lines, can be summarized in two points: 
marketing reliant on new products and inadequate response to evolving customers and markets.

There may be a temporary increase in sales as we develop new products, but if they do not win 
the support of the customers, the end result is market stagnation in the form of obsolete inventory 
linked to the increase in product types. This kind of inefficient marketing is going under the 
scalpel. 

As of last year, we decided not to release products that have not been well received by 
customers. At the MAQuillAGE promotion this spring, we already had good results by renewing 
communications and developing information for Rouge Enamel Glamour, which is not a new 
product but one that went on sale last fall. This is the kind of activity we will rigorously carry out 
for all our lines. 
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(1)-1. Fundamentally Strengthening Existing Businesses

Improving the quality of all activities
Strengthening measures for “value creation”

and “information communication”

Sales
activities

Technology
innovation

R&D
Store-front 

beauty 
consultant 
activities

Shifting “manpower” and “costs”
to all value chains

Far fewer new products
to be released in fiscal 2011

High-price
market

Mid-price
market

Low-price
market

Intensive development of 
Clé de Peau Beauté
New approaches to BENEFIQUE

Fundamentally revitalizing TSUBAKI

Further developing SENKA

Strengthening ways to communicate a 
“value” that justifies the price

Reviewing the way we communicate 
Information and training beauty 
consultants 

- Lab researcher information
- The story of technology development
- Passion of package designers

 As I already outlined, we plan a substantial decrease in the number of new product launches in 
FY2011, and the manpower and cost that we free up as a result will be reinvested in the whole value 
chain, including research and development, technology innovation, sales activities, and activities of 
beauty consultants at store fronts, to increase the quality of all activities. I will be in the vanguard, 
pushing the relevant activities forward, and in the first half of this year, I will be touring all domestic 
operations, deepening the understanding of employees, and delving into specific activities. 

 In the high price range for this spring, we are tackling new challenges that tie in with increasing frequent 
customers, including beauty services using beauty equipment and Benefique, which is celebrating its 
15th anniversary, as well as cultivating the Cle de Peau Beauté which was renewed in January this 
year.   

 In addition, in the highly competitive mid-priced product range, we must reflect on why we have not 
communicated value corresponding to product price. We will undertake a thorough review of 
communication style and education of beauty consultants to convey valued-added information to 
customers, such as information about researchers at the research institute, the hard work of technical 
development, and the passion of package designers. 
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(1)-2. Introducing the New Cosmetics Sales Store Business Model
A shopping mall that attracts many customers who “want to be beautiful”
There are also many companies other than cosmetics companies

who have shown an intention to “come forward.”

Beauty platform
(BPF)

Shiseido 
website
(Sweb)

Network of 
bricks-and-

mortar stores

On the Web

The other pillar is the introduction of the new cosmetics sales store business model. Since this 
has already been widely covered in the media, I am sure you are all familiar with it, but there is 
one point I would like to address.

My point is that this model is not simply a matter of Shiseido launching e-commerce. As you can 
see here, this business model consists of three elements.

The circle to the left represents the Beauty Platform. It is a Shopping Mall on the Web where all 
customers who want to become beautiful can come together. 

Several companies handling other types of products than cosmetics have already emerged and 
indicated their intention to move ahead. If we add up the membership for those companies and 
for Shiseido, the current outlook is for approximately 20 million customers. 

 In the future, we want to make it the best site in the world for beauty and health in collaboration 
with the corporations that are working with us.
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(1)-2. Introducing a New Cosmetics Sales Store Business Model

Proposing optimum beauty solutions by using attractive content and a database of customers, products, and stores
Tenpo Navi (store navigator), which introduces bricks-and-mortar stores to customers
 The “On-Line Shop” function made to fit customer purchase behavior

 Responding to desires to buy products after trying them
 Optimum support measures such as leading customers 

to bricks-and-mortar stores through a network of real
stores and the website

The circle in the middle represents the Shiseido Web. In addition to appealing content, we will 
utilize databases containing data on customers, products and shops to propose optimum beauty 
solutions. 

 In addition to the Store Navigator, which introduces customers to real stores, the Shiseido Web 
will also feature an online shop. We are convinced that being able to freely choose the place to 
buy according to purchase behavior will be a great attraction.

The circle on the right represents existing stores, our valued clients. The owners of existing 
stores say that the biggest challenge is to get customers into the store. On the one hand, many 
customers say they want to buy after trying out the scent, look or feel of cosmetics, and we 
believe that forming a network of bricks-and-mortar stores and a virtual world using the Web will 
become a major support measure for existing stores.

We will develop these initiatives from FY2012.
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Measures for Reducing Storefront Inventory

Reducing the number of new products
Boosting existing products
Appropriate control of shipping
Virtual withdrawal of products which can no longer be sold 
Utilization of the New Cosmetic Sales Store Business Model

段階的に在庫を平準化
店頭売上を拡大し、
サプライチェーンにおいて
良循環がまわる

最優先
課題

段階的に在庫を低減
Increasing sales at stores
and establish a virtuous 
circle in the supply chain 

Primary
issue

Reducing storefront 
inventory step by step

Next, I would like to follow up with a few words about store inventory. Some investors have 
indicated their concerns about store inventories, but since we have reached the targets for 
inventory level at the end of March, which were announced at the time of 3rd quarter results, the 
management of market inventory is still on track. 

As well as increasing over-the-counter sales and prioritizing a positive cycle for the supply chain, 
we have narrowed down new products and revitalized existing products. We have also 
implemented appropriate shipment control and the substantial collection of products where 
demand has dropped off. As well as gradually reducing inventory, we will be able to reduce store 
inventory with the use of the new cosmetics sales store business model that I mentioned a 
moment ago.
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Effects of the Earthquake on Financial Results

Damages to stores,
Rolling outages
Reduced store hours
Decrease of tourists from overseas
Effects on plant operations
The estimated effects of these and other
factors are shown in the table below.

Net sales Minus ¥3.0 billion

Operating 
income Minus ¥2.0 billion

Extraordinary 
loss Minus ¥1.7 billion

２０１０年度 連結売上および利益影響
Effects on consolidated sales 

and earnings for FY2010

 To conclude the discussion about Domestic Cosmetics, I will talk about the impact of the earthquake 
disaster. This slide illustrates the impact of the disaster on FY2010.

 Since the reconstruction of the disaster-stricken region lies ahead, and the nuclear problem is expected 
to be with us for a long time, there is no question that FY2011 has come to a very severe start. I believe 
that for all of you assembled here the future of domestic sales, which is difficult even at the best of 
times, is a matter of great concern and interest.

However, in the Domestic Cosmetics business, we had very good results, having issued a 
companywide challenge to grow over-the counter sales 110% by March, the final month of FY2010, and 
before the disaster struck, more than 60% of clients nationwide performed at a level above the previous 
year.

Unfortunately, it seems we will not achieve the end result because of the impact of the earthquake, but 
there are many examples of success, and while these examples are occurring with increasing 
frequency, there is also a rising sense of solidarity to cover the share of the disaster-stricken 
areas.Reaching our ambitious targets will be a challenge, but we are doing everything we can as a 
company to achieve the sales plan. 
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Today’s Topics

１

２

３

Review of the previous three-year plan 
and points in the current three-year plan

(2) Bolstered business in China

４

５

(1) Domestic business turnaround

(3) Stronger approach to the prestige 
markets in Americas and Europe

Three points for 
achieving the 

“four growth strategies”
under the 

three-year plan

Managements goals under the three-year plan and 
outlook for the year ending March 2012

Next, I will discuss the increasing strength of China.
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Bolstering Business in China

China
Growth potential

that is as high as before

▼
Continues to be an

important market for our 
“Getting into Growth Trajectory”

Because of its high 
growth potential, it is a
tough market where 

global competitors engage
in fierce competition.

To sustain high growth, we will step up our investment, thereby expanding overall growth.

In China, we will place higher priority than ever
on injecting management resources.

There is still high potential in China and the country remains an important market to get Shiseido 

on a growth trajectory. On the other hand, it is also a fiercely competitive market where global 

competitors go head to head precisely because of that high growth potential. 

Consequently, to maintain high growth in the future, we need to devote even more resources 

than in the past, but substantially boosting investment will tie in with an expansion of overall 

growth potential. 
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Establishing a Business Base to Secure Stable Growth in the Future

量の拡大

質
の
向
上

ＣＳ店第２ステージ
〈質を高める〉

マステージビジネス、薬局チャネルの強化・拡大
〈Ｚａ×専科、ＤＱ〉

プレステージ領域の復権
〈クレ・ド・ポー ボーテ×グローバルブランド「ＳＨＩＳＥＩＤＯ」×オプレ〉

コスト・マンパワーの最優先の投入

Quantitative expansion

Q
uality im

provem
ent

Stage 2 of cosmetics specialty stores
Improving the quality

Strengthening and expanding masstige businesses
and drugstore channel Za x SENKA x DQ 

Restoration of the prestige market
Clé de Peau Beauté x Global brand SHISEIDO x AUPRES

Highest priority for injecting costs and manpower

 I also toured China in May last year and I listened to customers at group interviews. I now believe that 
building a solid business foundation is essential for securing future revenue and stable growth. 

 Therefore, under the Three-Year Plan, we will place maximum priority on investing in management 
resources, more so than we did in the past. Specifically, to build a strong position for the aspirational
brands of Chinese customers, we will invest human resources and marketing cost in the prestige 
domain, and revamp the global brand SHISEIDO and AUPRES.

 At the specialty stores, which have now topped 5,000, we will strengthen the business in stage 2 to find 
ways to expand sales per store. We will also expand marketing costs to nurture the global mega brands 
in the masstige category to make contact with a lot of customers. 

 In addition, we will work very hard as a Group including Bare Escentuals, professional business and 
Frontier Science to open up the market, and we will be proactively engaged with new businesses, such 
as e-commerce and events to mark the 30th anniversary.
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Today’s Topics

１

２

３

Review of the previous three-year plan 
and points in the current three-year plan

(2) Bolstered business in China

４

５

(1) Domestic business turnaround

(3) Stronger approach to the prestige 
markets in Americas and Europe

Three points for 
achieving the 

“four growth strategies”
under the 

three-year plan

Managements goals under the three-year plan and 
outlook for the year ending March 2012

Next, I will discuss the strengthening of the prestige category in Europe and Americas.
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Prestige Category: Enhancing the Value of the Shiseido Group Brands

Global brand
ＳＨＩＳＥＩＤＯ

Bare EscentualsClé de Peau Beauté

Enhance the brand value so that 
the brand will have presence 
comparable to that of global 
competitors in every area.

Increase the visibility of the brand 
as one that appeals to wealthy 
customers in Asia and North 
America.

Focus on growth in the United States, 
while accelerating globalization and 
expanding operations into Europe, 
with the United Kingdom as the base, 
and Asia, with Japan as the base.

To accelerate the globalization of Shiseido, we have to raise the presence of the Shiseido Group 
on the prestige markets in Europe and Americas.

 It is therefore essential to cultivate and sharply distinguish the key brands. In the prestige market, 
we plan to cultivate these three Global Mega Brands. 

 In addition to strengthening the line for the global brand SHISEIDO, we will revamp and nurture 
the brand concept.  

We will nurture and enhance the Cle de Peau Beauté brand, which was revamped this spring, as 
a brand to target the wealthy group in North America. 

We plan to cultivate Bare Escentuals as a global brand originating from the United States, 
creating a synergistic effect for Shiseido.
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Brand Development by Area

Europe

●Focus on the prestige business.

-

」

●Enhance the global brand SHISEIDO and non-SHISEIDO brands.

Americas

Europe

Asia

-●Boost the prestige image and brand power of the entire Group

● Bolster the prestige business through synergy between global brand SHISEIDO
and brands being developed in individual countries.

」

● Pursue growth in the prestige and masstige businesses, where we aim to
expand opportunities to discover a wide range of customers.

This figure illustrates the concept of strengthening brands by area.

 In Europe and the Americas, where we are focusing on the prestige business, we will enhance 

the global brand SHISEIDO and non-SHISEIDO brands and boost the prestige image and brand 

power of the entire Group. Brand value enhanced there will in turn enhance brand value in Asia. 

 In Asia, we will bolster our prestige through synergy between the global brand SHISEIDO and 

regional brands being developed in individual countries.

We will pursue and accelerate growth in both the prestige business and in the masstige business, 

where we are expanding opportunities to discover a wide range of customers in the growing 

middle class in Asia.
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Today’s Topics

１

２

３

Review of the previous three-year plan 
and points in the current three-year plan

(2) Bolstered business in China

４

５

(1) Domestic business turnaround

(3) Stronger approach to the prestige 
markets in Americas and Europe

Three points for 
achieving the 

“four growth strategies”
under the 

three-year plan

Managements goals under the three-year plan and 
outlook for the year ending March 2012

Finally, I will address the business objectives for the next three years and the outlook for the 

financial year ending March 2012.
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Management Goals under the Three-Year Plan

● Annual growth of 6%
(in local currencies)

S
ales grow

th rate

2011           2013

Global market
 Studying the impact of the earthquake 

from a number of angles
 Decided to make company-wide 

efforts to meet our goals, without 
changing them, based on the 
roadmap to 2017

Achieving the current 
Three-Year Plan’s theme of 

“Get into a Growth Trajectory”

To start with, these are the business objectives for the Three-Year Plan.
We issued a press release when we announced the Three-Year Plan on April 13, but we were 

not able to publish figures for the business objectives at the time as we were still in the middle of 
calculating the impact of the earthquake disaster.

On the day, however, we announced that prior to the earthquake we had formulated a plan to 
achieve annualized sales growth above 6% while aiming for an operating margin of 10%.

Later, we thought it might be necessary to change the three-year business targets because of 
concerns that domestic sales for FY2011 would fall short of the projected plans due to the impact 
of the earthquake disaster, but we left the targets for the three years unchanged to achieve the 
vision we have set ourselves for 2017, and we are resolved to do everything in our power as a 
company to achieve the targets.

 It will be a challenge to achieve the high targets, but to get into a growth trajectory in this three-
year period, we have increased up-front investment including marketing expenses in Japan and 
abroad in FY2011, preparing a solid foundation linked to accelerating growth as of FY2012.
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Management Goals Under the Three-Year Plan

●Aim for an operating margin of
10% for the three years

Assumed exchange
rates

US$
Euro
RMB

¥80
¥110
¥12.5

Improving profitability by globally 
optimizing various aspects of 
corporate activities previously 

considered to be Japan-based, to 
strengthen our management 

foundations

• Improving profitability resulting 
from increase in sales

• Optimizing production and 
procurement systems

• Standardizing operations and 
eliminating waste by introducing 
SAP system at the global level

O
p

eratin
g

 m
arg

in

2011           2013

At the same time as achieving this high growth, we also aim to promote cost reduction initiatives 

and efficiency in SG&A expenses to achieve an operating margin of 10%.

Specifically, in addition to the increase in gross profits associated with sales growth, we will 

globally optimize aspects of our corporate activities previously considered as Japan-based, such 

as optimizing production and procurement systems, standardizing operations and eliminating 

waste by introducing a new SAP system at the global level, to strengthen the management base 

and improve profitability.
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Management Goals under the Three-Year Plan

R
eform

s

2010 2011 2012 2013

Shiseido

Shiseido

Operating margin

Investment

Sales

★140th

anniversary

Growth

Growth

Growth

Domestic business turnaround
(existing and new markets)

Bolstering business in China

Strengthening our approach to 
prestige markets (US and Europe)

Revival of domestic business

Further growth in China

Growth in US and Europe

2017

Investment

Investment

Investment

Revitalizing domestic growth, the increasing strength of China and reinforcing prestige products 
are the main points in the present Three-Year Plan. As I mentioned earlier, there will be a fall in 
profits for 2011 since the up-front investment related to these reforms will exceed the increase in 
profits from sales growth.

However, this investment is certain to tie in with accelerated growth as of FY2012. It will be 
necessary to refine the detail in the future while keeping an eye on the situation in terms of 
responses to the impact of the earthquake disaster in Japan and overseas, such as power 
constraints and financial damage caused by misinformation overseas. In this three-year period, 
we will give our all to achieve the target of 6% annualized growth and an operating margin of 
10%.
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Outlook for the Year Ending March 2012

(Billion yen) Results YoY change Local currency

Net Sales 680.0 +1.4％ +4％

Domestic 383.0 +0.0％ －

Overseas 297.0 +3.2％ +10％

Operating Income 40.0 -10.0％ －

Ordinary Income 40.0 -10.1％ －
Net Income 21.0 +64.2％ －

‣Overseas sales ratio 43.7％ (+0.8pp)
‣Operating margin 5.9％ (-0.7pp)
‣Exchange rate US$: ¥80, Euro: ¥110, RMB: ¥12.5
‣Prospect of dividend ¥50/share per year

 This is the outlook for the first year in the period ending March 2012. We expect a year-on-year 
increase in net sales of 1.4% to 680 billion yen. In Japan, the first half of the year will be a negative 2%, 
but growth of 2% is expected for the second half, so the outlook for the full year is 383 billion yen, or 
about the same as the preceding year. 

Overseas, on the other hand, net sales will grow by 3.2% in yen terms to 297 billion yen, representing 
growth of 10% in local currency terms compared to the preceding year. 

Operating income is expected to decline 10% year on year, to 40 billion yen. This falls short of the 
preceding year because most of the increase in gross profits associated with the increase in net sales 
will be invested in marketing expenses aimed at growth in Japan and overseas after FY2012.

Net income for the period will increase by 64.2% year on year, to 21 billion yen. Compared to the 
preceding period, there have been major improvements in extraordinary gain/loss and tax expenses. 

 Since we emphasize stable dividends in addition to the expectation of a profit increase over the three-
year period, annual dividends for the period ending March 2012 will continue at 50 yen.
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Operating Income Forecast

2010 2011

Improvement in
gross profit

Temporary cost for 
acquiring

Bare Escentuals
last year 

Reinforced investment 
for growth

(Japan and overseas)

44.5
40.0

+6.5

-20.0+7.0
Improving efficiency of 

domestic and other costs

(Billion yen)

+2.0

Next, I will look at a breakdown of operating income. To start with, the main factor for the increase in 
profits totaling 13.5 billion yen is the disappearance of the inventory market valuation of 7 billion yen 
incurred as a temporary expense when we acquired Bare Escentuals in FY2010, and the 6.5 billion yen 
increase in gross profits associated with the rise in profits and cost cutting.

On the other hand, in contrast with FY2010, there has been an increase in SG&A expenses focused on 
marketing costs totaling 20 billion yen, with approximately 7 billion yen spent in Japan and 
approximately 13 billion overseas. 

 In addition to increasing advertising expenses with a view to reinforcing existing business in Japan, we 
are putting significant reinforcements into samples and promotional expense at the front line of sales. 
We are also investing in advertising fees to build a solid foundation for the start of the new cosmetics 
sales store business model as of FY2012.

Overseas, we are increasing promotional expense to expand our presence and market share in 
department stores in China, the country of main emphasis. In addition, we are strengthening sales and 
implementing personnel shifts including sales and beauty consultants from Japan to China. Worldwide, 
we are investing funds in cultivating the global mega brands as well as the prestige and masstige
products.

We plan for a FY2011 operating income of 40 billion yen including optimization of domestic costs.
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 In an environment of severe competition both overseas and in Japan, the first year of the Three-Year 
Plan, FY 2011, is an extremely important year for Shiseido.

 Profits fell in this period due to aggressive investment in marketing, but as a company we will do our 
utmost to securely link this investment to growth beyond FY2012 and to achieve the vision we have set 
out as our aim for 2017.

 It is my mission to carry forward our founding spirit of “serving customers and contributing to society 
through beauty” and to make Shiseido a company which will still be successful in the future by 
continuing the quest to create new richer sources of value.

 To achieve this, I will increase cohesiveness among all Group employees , earn the trust and 
confidence of all stakeholders, and further strengthen Shiseido’s raison d’être. 

 As investors and analysts, I look forward to your continued encouragement and guidance for the future 
of Shiseido.

 This ends my address. Thank you for your kind attention.
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Results for the Fiscal Results for the Fiscal 
Year Ended March 201Year Ended March 20111

Yoshinori Nishimura

Corporate Officer

2011-4-27
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Consolidated Results (Incl. Bare Escentuals)
(billions of yen)

-27.9%0.6%3.60.4%2.6Minority Interests

2011/3
Results

2010/3
Results

YoY % 
change

Local 
Currency% of net 

sales
% of net 

sales

Net sales 670.7 100% 644.2 100% +4.1% +6.7%

Domestic 382.9 57.1% 406.7 63.1% -5.8% -5.8%

Overseas 287.8 42.9% 237.5 36.9% +21.2% +28.3%

Operating Income 44.5 6.6%
（-1.2%） 50.4 7.8% -11.7% -4.5%

Ordinary Income 44.5 6.6% 51.5 8.0% -13.6%

Extraordinary 
Income / Loss (net)

-15.8 -2.3% -4.7 -0.7% －

Tax Expenses 13.3 2.0% 9.5 1.5% +40.4%

Net Income 12.8 1.9% 33.7 5.2% -62.0%

*Figures in this material are rounded to the nearest 0.1 billion yen.
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Consolidated Results (Excl. Bare Escentuals)

-27.9%0.6%3.60.4%2.6-Minority Interests

Bare 
Escentuals

2011/3 Results
（excluding Bare Escentuals）

2010/3 Results YoY % 
change

Local 
Currency% of net sales % of net sales

Net Sales 43.9 626.8 100% 644.2 100% -2.7% -0.1%

Domestic 2.3 380.5 60.7% 406.7 63.1% -6.4% -6.4%

Overseas 41.6 246.2 39.3% 237.5 36.9% +3.7% +10.7%

Operating Income -2.6 47.1 7.5% 50.4 7.8% -6.5%
（-0.3%）

Ordinary Income -2.7 47.2 7.5% 51.5 8.0% -8.3%
Extraordinary 

Income / Loss (net)
-1.2 -14.6 -2.3% -4.7 -0.7% -

Tax Expenses 0.2 13.1 2.1% 9.5 1.5% +38.5%

Net Income -4.1 16.9 2.7% 33.7 5.2% -49.7%

(billions of yen)
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Sales by Business Segment

2011/3 Results 2010/3 Results
YoY % 
change

Local 
Currency% of net 

sales
% of net 

sales

Domestic 
Cosmetics 358.4 53.4% 383.8 59.6% -6.6% -6.6%

Global 
Business 302.6 45.1% 250.4 38.9% +20.9% +27.6%

Others 9.7 1.5% 10.0 1.5% -3.7% -3.7%

Total 670.7 100% 644.2 100% +4.1% +6.7%

(billions of yen)
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Domestic Cosmetics Sales
(billions of yen)

% of net 
sales

383.8

38.3

15.2

330.2

46.5

85.1

198.6

2010/3 Results

59.6%

5.9%

2.4%

51.3%

7.3%

13.2%

30.8%

-6.6%-25.453.4%358.4
Domestic 

Cosmetics

-2.6%-1.05.6%37.4Others

+2.6%+0.42.3%15.6Healthcare

-7.5%-24.845.5%305.5Cosmetics

-10.0%-4.76.2%41.9Toiletries

-3.7%-3.212.2%82.0Self-selection

-8.5%-17.027.1%181.6Counseling

% of net 
sales

YoY % 
change

YoY
Amount

2011/3 Results

37

Global Business Sales

2011/3 Results 2010/3 Results
YoY

Amount
YoY % 
change

Local 
Currency% of net 

sales
% of net 

sales

Cosmetics 261.7 39.0% 209.4 32.5% +52.4 +25.0% +32.0%

Professional 40.9 6.1% 41.0 6.4% -0.1 -0.3% +5.1%

Global 
Business 302.6 45.1% 250.4 38.9% +52.2 +20.9% +27.6%

(billions of yen)

* YoY % change of Global Business Sales excluding Bare Escentuals on a local currency basis: +10.0%
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Sales by Geographic Segment

+10.4%+5.9%+6.817.9%115.318.2%122.1Asia/Oceania

2011/3 Results 2010/3 Results
YoY

Amount
YoY % 
change

Local 
Currency% of net 

sales
% of net 

sales

Japan 382.9 57.1% 406.7 63.1% -23.8 -5.8% -5.8%

Americas 87.6 13.1% 48.5 7.5% +39.1 +80.6% +88.0%

Europe 78.2 11.6% 73.8 11.5% +4.4 +6.0% +16.9%

Overseas 287.8 42.9% 237.5 36.9% +50.3 +21.2% +28.3%

Total 670.7 100% 644.2 100% +26.5 +4.1% +6.7%

(billions of yen)

*YoY % change of Sales in Americas excluding Bare Escentuals on a local currency basis: +10.9%
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Cost of Sales / SG&A

+429.6%+7.00.3%1.6-1.0%1.3%8.6M&A-Related 
Amortization Cost

137.4

148.4

146.3

143.0   

290.7

433.7

160.2 

2010/3 Results

21.3%

23.0%

22.7%

60.6%

71.2%

67.3%

24.9%

% of Net 
Sales

-2.9%-8.6-2.7%73.9%282.2Domestic

+5.5%+23.9-0.9%68.2%457.6SG&A

+22.7%+32.4-0.1%60.7%175.4Overseas

Others

Personnel

Advertising  & Selling -1.3%-1.9+1.2%21.5%144.3

+5.8%+8.0-0.4%21.7%145.3

+7.3%+10.9-0.7%23.7%159.3

+5.3%+8.5-0.3%25.2%**168.7Cost of Sales

% pt. 
Change*

% of Net 
Sales

YoY % 
Change*

YoY
Increase/
Decrease*

2011/3 Results

(billions of yen)

*Positive figures mean decrease in costs.
**Cost of sales excluding Bare Escentuals :24.0%
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Decrease in 
domestic
expenses

+1.3

Increase 
in 

overseas 
SG&A

-4.1

Factors for Change in Operating Income

Decrease
in margin caused

by decline in sales
-13.1

Decrease in
domestic 

marketing 
costs+8.7

FY2009
Operating Income

FY2010
Operating Income 

(billions of yen)

504

Decline 
in pension
cost  +1.3

Decrease of cost 
of sales due to 
improvement of   

margin +5.4

Increase in domestic
personnel costs -1.5

50.4
44.5

Consolidation of
Bare Escentuals -2.6

Increase in 
bonuses to 
employees 

-2.8
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Operating Income: by Business Segment

6.6%

44.5

11.4%

1.8

3.0%

9.0

9.3%

33.6

2011/3
Results

-11.7%

-1.2pp7.8%OP Margin

-5.950.4Operating IncomeTotal

+0.9pp10.5%OP Margin

+7.9%+0.11.7Operating IncomeOthers

-0.8pp3.8%OP Margin

-5.4%-0.59.5Operating IncomeGlobal 
Business

-0.8pp10.1%OP Margin

-13.8%-5.438.9Operating IncomeDomest ic 
Cosmetics

YoY % 
change

YoY
Amount

2010/3
Results

(billions of yen)

* Operating income of  Global Business excluding Bare Escentuals rose by 22.0% and OP Margin   
improved by 0.7pp to 4.5%.
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Operating Income: by Geographic Segment

+3.9%+0.923.924.9Operating Income
Overseas

+0.4pp13.9%14.3%OP Margin

-11.7%
-1.2pp7.8%6.6%OP Margin

-5.950.444.5Operating IncomeTotal

9.6%

15.1
6.5%

5.6
6.0%

3.2
5.6%
24.0

2010/3
Results

Asia/Oceania

Europe

A m e r i c a s

-1.4pp8.2%OP Margin

+12.2%+1.816.9Operating Income

+0.7pp7.2%OP Margin

+13.1%+0.76.4Operating Income

-4.4pp1.6%OP Margin

-51.4%-1.71.6Operating Income

-1.5pp4.1%OP Margin

-30.7%-7.416.7Operating IncomeJ a p a n

YoY % 
change

YoY
Amount

2011/3
Results

(billions of yen)

* Operating income of  Overseas excluding Bare Escentuals rose by 14.8% and OP Margin   
improved by 1.0pp to 10.6%.

43

Other Income (Expenses) and Extraordinary Income (Losses)

-0.6-0.0-0.6Foreign Exchange 
Gain/Loss

1.1

1.9

-0.7

-1.6

0.8

2010/3
Results

Interest Expense

-1.10.0Total

0.22.1Others

-0.8-1.5Net Interest Income 
and Expense

-0.6-2.2

-0.20.7Interest / 
Dividend Income

YoY
Amount

2011/3
Results

Other Income 
(Expenses)

-1.7－-1.7L o s s  o n  D i s a s t e r

-3.8-0.4-4.2L o s s  o n  V a l u a t i o n  o f 
Investments in Securit ies

-0.8－-0.8
Effect of Application of 
Accounting Standards for 

Asset Retirement Obligations

+3.0-3.5-0.5Impairment Losses

-1.2－-1.2M & A - r e l a t e d  E x p e n c e s

-6.8－-6.8
Effect of Changes in Estimates 
of Product Samples and 
Promotional Materials

+0.3-0.9-0.6Others

-4.7

2010/3
Results

-11.0-15.8Total

YoY
Amount

2011/3
Results

Extraordinary Income 
(Losses)

(billions of yen)(billions of yen)
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Net Income and Comprehensive Income

-20.933.712.8Net Income

+1.03.62.6Minority Interests in Earning 
of Consolidated Subsidiaries

-3.8
（-26.1%）

9.5
（20.3%）

13.3
（46.4%）

Tax Expenses 

(Tax rate)

-18.046.728.7Income before Income Taxes

YoY Amount2010/3
Results

2011/3
Results

(billions of yen)

-60.041.8-18.3Comprehensive Income
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Consolidated Balance Sheets

+4.4-28.8-35.3740.2
Total Liabilities and Net 

Assets+4.4-28.8-35.3740.2
Total Assets

－－-4.212.3
Minority Interests

-177.4-1.2-180.0108.6
Investments and Other 
Assets

-11.0－-32.6-55.0
Other Comprehensive 
Income+150.9-2.7+150.2186.1

Intangible Assets

-4.2－-7.4363.3
Shareholders’ Equity

+5.8-4.2-1.6131.2
Property Plant and 
Equipment

-15.2-19.0-44.0321.2Total Net Assets-20.7-8.0-31.3425.9Total Fixed Assets
+26.7-0.3+25.829.2Deferred Tax Liabilities

－-2.4-16.9197.5Interest-bearing debt 
+7.9-4.3+0.267.6

Inventories

+0.7-0.5-9.038.0
Other payables

+4.1-7.2-8.8103.0
Notes & Accounts 
Receivable

+1.3-2.7-0.643.8
Notes & Accounts 
Payable+10.4-8.2+10.2105.1

Cash Deposits and 
Securities

+19.6-9.8+8.8419.0Total Liabilities+25.1-20.8-4.0314.3Total Current Assets

Bare 
Escentuals

Foreign 
currency 
exchange

Bare 
Escentuals

Foreign 
currency 
exchange

2011/32011/3

US$1= ¥81.44 €1= ¥107.83 1RMB= ¥12.29 (2010/12)

US$1= ¥92.07 €1= ¥131.92 1RMB= ¥13.48 (2009/12)
* Major account title only
Equity Ratio: 41.7%

(billions of yen)

Changes from 2010/3 Changes from 2010/3
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Consolidated Cash Flows

-150

-100

-50

0

50

100

06/3 07/3 08/3 09/3 10/3 11/3

Consolidated cash flows

Free cash flows

(billions of yen)

37.3

-9.2
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Supplemental Data

12/3
(Estimate)

YoY
amount 
change

YoY % 
change

11/3
(Results)

YoY
amount 
change

YoY % 
change

Investment in plant and 
equipment, etc. 

38.5 +11.3 +41% 27.2 -1.4 - 5%

Property, plant, and 
equipment

21.9 +2.8 +15% 19.1 +0.7 +4%

Intangible assets, 
etc.

16.6 +8.5 +105% 8.1 - 2.2 - 21%

Depreciations 30.8 +1.3 +4% 29.5 +3.2 +12%

Property, plant, and 
equipment

19.6 +2.2 +13% 17.4 - 0.1 - 0%

Intangible assets, 
etc.

11.2 -0.9 -8% 12.1 +3.2 +36%

R&D expenses 15.3 +0.8 +6% 14.5 +0.0 +0%

Advertising expenses 47.5 +4.7 +11% 42.7 - 0.9 - 2%

（billions of yen）


