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Confidentiality 
Our clients’ industries are extremely competitive. The confidentiality of companies’ plans and data is obviously critical. ICG will protect the confidentiality of all 
such client information. Similarly, management consulting is a competitive business. We view our approaches and insights as proprietary and therefore look to 
our clients to protect ICG’s interests in our proposals, presentations, methodologies and analytical techniques. Under no circumstances should this material be 
shared with any third party without the explicit written permission of ICG. 

 
Disclaimer 
ICG has made good faith efforts to ensure that this material is a high-quality publication. However, ICG does not warrant completeness or accuracy, and does 
not warrant that use of the material ICG’s provisioning service will be uninterrupted or error-free, or that the results obtained will be useful or will satisfy the 
user's requirements. ICG does not endorse the reputations or opinions of any third party source represented in this material. 
 
Every effort has been made to ensure information in this case study is as accurate as possible. If anyone is able to improve it in any way please contact the 
Author of this CCS (Giorgio Baracchi) and provide your suggestions : giorgio.baracchi@internalconsulting.com 

 
Copyright Notice 
While third party materials have been referenced and analysed in this material, the content represents the original work of ICG's personnel. This work is 
subject to copyright. ICG is the legal copyright holder. No person may reproduce this material without the explicit written permission of ICG. Use of the 
copyright material in any other form, and in any medium whatsoever, requires the prior agreement in writing of the copyright holder. The user is allowed ‘fair 
use’ of  

 
Certification 
ICG works for many clients around the world. ICG certifies that its review of this Case Study confirms that it contains only material that has been sourced through 
public sources and mystery shopping. The author(s) have similarly certified to ICG that this is the case. If anyone can identify any information that is in this 
CCS, that does not satisfy this test, please contact ICG immediately.  
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•  Global market (peers and substitutes) 
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•  Case studies and detailed interviews 

4 Marketing Collateral and Brochure 
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•  Marketing Campaign 
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•  Videos 
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RAKUTEN ECOMMERCE MARKET ECOSYSTEM KEY INSIGHTS 

Source: secondary research, ICG 

Rakuten: What is it? 

•  Japanese electronic commerce 
and Internet company based in Tokyo 

•  Its B2B2C platform is one of the 
largest e-commerce site in the world 
by sales 

•  Founded in 1997 by Hiroshi Mikitani 

•  Tot revenue USD 4.6B (FY2012) 

•  Expanded outside Japan in 2005 
through an extremely successful 
acquisition campaign 

•  The Rakuten Groups has 40 
businesses and services 
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Ecommerce development in Japan 

KEY INSIGHTS 

•  From the earliest days of the dot.com 
boom, E-commerce expenditure has 
skyrocketed around the developed 
world 

•  In Japan however, language and 
cultural barriers left the local market 
relatively untapped, even as projections 
for Japanese online expenditure grew 
aggressively 

ECOMMERCE PROJECTION FOR THE JAPANESE MARKET 
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Ecommerce sales in Rakuten key markets 
Rakuten focus on the right markets, with growth of ecommerce in Asia 
Pacific steadily outpacing growth in other geographies – a trend which is 
expected to continue 

7 
Source:  http://www.emarketer.com/Article/Ecommerce-Sales-Topped-1-Trillion-First-Time-2012/1009649 

ECOMMERCE PROJECTION 
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Rakuten foundation 

KEY INSIGHTS 

•  MDM Inc. was founded in Tokyo, Japan by 
founder, chairman and chief executive Hiroshi 
Mikitani in 1997 

•  The company launched Rakuten Shopping Mall as 
an online marketplace, and its resounding 
success led MDM to change its name to Rakuten 
Inc in 1999 

•  In English, Rakuten translates to “Optimism” 

How does it work 
•  The company launched privately, with no initial funding from Venture 

Capitalists, and targeted the online shopping experience for both Japanese 
consumers and merchants. 

•  Small merchants in particular were struggling at the time in the wake of the 
Japanese recession 

•  The corporate philosophy driven by Mikitani is that the shopping experience 
should not be merely transactional, but a rich experience with deep 
engagement between merchants and customers 

•  Central to this corporate philosophy is the Japanese concept of Omotenashi, 
which finds equivalents in the Western values of hospitality or service 

•  Rakuten started expanding outside Japan from 2005, mainly through 
takeovers and joint ventures 

•  Assisting this process was Mikitani’s global vision of Internet culture, which 
transcended traditional and prevailing views of Japanese business culture 

•  This position often placed Mikitani at odds with the Japanese business 
establishment 

•  In a surprising move which had bold ramifications for the company, Mikitani 
instantiated English as the official corporate language of Rakuten in 2010, 
as part of his global expansion plans 

COMPANY HISTORY 

Source: secondary research, ICG 

Omotenashi: “Empowering online merchants in 
delivering hospitality and service” 

9 



© Internal Consulting Group 2015 CCS 001 - Certified Case Study - Rakuten 

COMMERCIAL IN CONFIDENCE 
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Rakuten is active in different industries 
One of the 6 largest internet companies 

KEY INSIGHTS 

•  With the global success of the online retail 
franchise, Rakuten found further capital to 
diversify into complementary lines of business, on 
a global scale 

•  Through acquisition Rakuten added additional 
services lines to its business model 

•  One of the 6 biggest internet companies 

PRODUCT OFFERING 

•  Online retail: Operation in a number of countries outside Japan 

•  Banking, Credit and Payments: Offering personal consumer credit 
services including card loans, mortgages, and other banking services 

•  Portal and Media: Managing portal sites acting as gateways to the 
internet, and performing other activities 

•  Travel: Operating hotel booking and other travel-related websites and 
providing other services 

•  Securities: Providing services such as online securities brokerage 

•  Professional Sports: Managing a professional baseball team, planning 
and selling related merchandise and performing other activities; 

•  Entertainment: Online video club 

10 
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Rakuten Business model: 
E-commerce ecosystem as the core business to which adding value services to 
create a competitive customer proposition 
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•  In the early stages of its business model evolution, Rakuten focused on its 
core business of providing an electronic marketplace where consumers 
and merchants can interact and effect purchases 

•  It became clear that many other types of value added services were 
required or desirable to make the marketplace functional, highly integrated, 
and scalable, and so to create the competitive value proposition for which 
Rakuten is now so well known 

•  Initially these value adding complementary services were supplied by third 
party vendors, however Mikitani saw an opportunity to create a better 
customer experience and drive greater profitability by incorporating these 
services into the Rakuten business model – to supply more of the 
components of the full ecommerce Market Ecosystem 

•  As global competitors have discovered, the Rakuten “ecosystem play” 
generates far more value than the sum of its parts 

•  The key factor is that information flowing through the ecosystem can be 
captured, analysed, and acted upon using Big Data Analytics to drive 
superior levels of service and profit returns 

•  After internal validation, Rakuten has extended its franchise a step further, 
by adding technology consulting in Big Data analytics to its set of market 
offerings 

•  Since 2008 Rakuten has hosted its own Technology Conference with Big 
Data Consumer Analytics as its major focus 

•  Rakuten has a “Start up School” for technology led innovation 

RAKUTEN ECOMMERCE MARKET ECOSYSTEM KEY INSIGHTS 

Source: secondary research, ICG 
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Rakuten in Banking 
A significant component of the Rakuten global ecosystem play 
combines elements of Financial Services 

•  Rakuten spearheaded its move into Financial Services through the 
acquisition of E Bank – the second oldest online bank in Japan 

•  Rakuten Bank (as it is now known) is now Japan’s largest online 
bank, with 3.82 million bank accounts across personal, business 
and corporate online banking 

•  Rakuten has plans to enter Banking broadly, not just in retail 
consumer markets, but also in payments, credit schemes (there is 
already a Rakuten credit card), and merchant banking services 
such as securitisation and securities broking 

•  Financial Services is a rapidly increasing segment of the 
Rakuten business model, with revenues in this segment growing at 
a rate of 10% year on year 

RAKUTEN LEVERAGING EBANK KEY INSIGHTS 

Source: secondary research, ICG 
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Rakuten Rewards Program 
A key value driver in the Rakuten push into financial services is its Big Data driven comprehensive loyalty and rewards 
program, which links together all players in the financial services value chain, from the payer, through to payment gateway 
providers, lenders, merchants, and others   

Source:  http://global.rakuten.com/corp/investors/policy/strength/business_model.html 
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Source: secondary research, ICG; http://www.newmediatrendwatch.com/world-overview/101-ecommerce; :  http://www.e-commercefacts.com/news/2013/02/rakuten-expects-losses/ 
   

While Rakuten’s global rise has been spectacular, the 
journey is not without its challenges 

EXHIBITS PRODUCT OFFERING 

•  With its rapid success, strong online retail heavyweights like Amazon.com 
are taking notice and designing specific counter strategies 

•  In February of 2013, Rakuten predicted losses of $373m in its Q4 earnings 
report, due to additional expenses incurred in the restructuring of key online 
assets in the US and UK 

•  The rise of China poses special challenges, with its rapid economic expansion 
(and the relative slowing of the Japanese and other first world economies) 
leading to a change in ranking of the world’s top online economies. 

•  In contrast to other geographies, the heavily regulated nature of the Chinese 
online business environment will make penetration of that market difficult for 
non-Chinese online businesses, even in a global internet economy 

 

•  Rakuten’s strategy however, seems well up to the task, with recent share 
trends showing dramatic improvement as the company bounces back to 
profitability 

Top 5 countries , 2013: 
(ranked by B2C E-commerce sales) 
 
1. US: $384.80 billion 
2. China: $181.62 billion 
3. UK: $141.53 billion 
4. Japan: $140.35 billion 
5. Germany: $53.00 billion 
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Recent Rakuten key acquisitions focused in the Americas 
and Europe 

•  Buy.com (now Rakuten.com 
Shopping in the US) 

•  Priceminister (France) 
•  Ikeda (now Rakuten Brasil) 
•  Tradoria (now Rakuten 

Deutchland) 
•  Play.com (UK) 
•  Wuaki.tv (Spain). 

KEY ACQUISITIONS 

Source: secondary research, ICG 
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Alpha Direct Services (ADS) 
Aquafadas 
AIRIO Life Insurance Co., Ltd. 
Dot Commodity, Inc. 
Fusion Communications Corp. 
Keiba Mall, Inc. 
Kenko.com. Inc. 
Kobo Inc. 
Net's Partners, Inc. 
O-net, Inc. 
Play.com 
Priceminister 
PT.Rakuten-MNC 
Rakuten Auction Inc. 
Rakuten Austria GmbH 

Rakuten Malaysia Sdn. Bhd. 
Rakuten Mortgage, Inc. 
Rakuten Research, Inc. 
Rakuten Securities, Inc. 
Rakuten Shashinkan, Inc. 
Rakuten.com Shopping 
(formerly Buy.com) 
Rakuten ShowTime, Inc. (Japan)[38] 
Rakuten Travel, Inc. 
Shareee, Inc. 
Signature Japan Co., Ltd. 
Taiwan Rakuten Ichiba, Inc. 
TARAD Dot Com Co., Ltd. 
TicketStar Inc. 
Wuaki.tv 
Webgistix 

Rakuten Baseball, Inc. 
Rakuten Bank, Ltd. 
Rakuten Brasil Internet Service Ltda. 
Rakuten Bus Services Inc. 
Rakuten Card Co., Ltd 
Rakuten Deutschland GmbH 
Rakuten Edy, Inc. 
Rakuten EMOBILE, Inc. 
Rakuten Enterprise Inc. 
Rakuten Insurance Planning Co., Ltd. 
Rakuten Investment Management, Inc. 
Rakuten LinkShare (formerly LinkShare 
Corporation) 
Rakuten Logistics, Inc. 
Rakuten Loyalty (formerly FreeCause)[37] 
 

Source: secondary research, ICG 
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Rakuten plans market entry in several geographies, 
including Australia 

Source: secondary research, http://global.rakuten.com/corp/investors/policy/strength/business_model.html 
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Source:  http://www.businesswire.com/news/home/20130213006584/en/Rakuten-Reports-Consolidated-Financial-Results-Fiscal-Year 
 

Reported Financial Performance 

RAKUTEN FINANCIAL RESULTS FY 2012 
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QUOTES 

““We are always looking to empower small to medium sized 
merchants, we teach them, we give them email tools, and 
much more. It’s a priority, which has allowed us to become 
different from competitors.” 

“Internet shopping is not just about price or efficiency. It should 
be a fun experiment” 

Hiroshi Mikitani, CEO, Rakuten 
DLD, 24th Jan 2012 

“For Rakuten, Japan’s largest retailer, digital analytics is more 
than a technique to optimise shopping carts.  It’s a common 
language that weaves throughout multiple geographies as a 
fundamental element of the company’s globalisation 
strategy.  By taking a strategic approach to analytics, 
Rakuten has realised industry-leading results” 

Adobe Executive 

“In order to become successful in other countries, we need to 
have a global mindset.  Japanese companies have been very 
homogenous. Because of the lack of ability to speak English, 
Japanese companies have remained largely focused on Japan” 

 
Hiroshi Mikitani, CEO, Rakuten 

DLD, 24th Jan 2012 

Source:  secondary research; http://lanyrd.com/2013/adobe-digital-marketing-summit/scfcpx/ 
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Quotes from the Press 

“As the founder of the Rakuten conglomerate, Hiroshi 
Mikitani is perhaps the most successful Japanese 
businessman of all time.” 

Source:  http://dld.tumblr.com/post/16402485360/the-secrets-of-a-huge-success; :  http://lanyrd.com/2013/adobe-digital-marketing-summit/scfcpx 

QUOTES 
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Hiroshi Mikitani Keynote address  

INTERVIEW VIDEO 
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Click to watch 

Source: secondary research, ICG 
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Source: secondary research 
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Website - banking 
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Source: secondary research 
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ICG IP products cover a range of depth and frequency 

DKS - Domain Knowledge Scan 
Cost: $5K (New)  $900 Licence 
 
A unique highly distilled synthesis of the 
newest thinking in your industry, sub sector 
or function. Includes critical ideas, new 
frameworks, fascinating case studies, new 
insights – can be delivered via email and in 
person 

KAR – Knowledge Area Review 
Cost: $20K From 2K Licence 
 
Information-rich slides, synthesised 
knowledge, categorised insights, data 
visualisations — a unique intellectual 
property on almost any topic, assembled to 
your personal specifications.  

TIR – The Insight 
Review 
Cost: $100 / year 
 
The Insights Review presents 
timely editorial commentary 
and reviews of the most 
relevant “open published” 
perspectives and research 
reports from the world’s 
leading branded management 
consulting firms   
 

CCS – Certified Case Study 
Cost: $1K (new)  $450 Licence 
 
CCSs are up-to-the-minute slides describing an 
innovative or useful case study. They comprise 
between 15 and 25 power point slides containing: case 
study description, background information and key 
insights and mystery shopping of relevant channels 

Deep 

Deeper 

Depth 

Publication 
Frequency 

Upon Request Annually / Semi-annually Monthly 

ICG IP PRODUCT TAXONOMY 
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