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Preface

Carrefour has only been the modest, but
lucky and audacious mouse between the paws
of the Chinese cat;: when the Chinese senior
leaders, Deng Xiaoping, and then Jiang Zemin
and Zhu Rongji, started to open up the

country, they decided to inject expertise and

competition by bringing the world’s best players
Mr. Goarin, former country . . . .
in each of the industries: P & G and Colgate in

manager of Carrefour China,
consumer goods, Volkswagen, GM, Honda in
the car sector, Citigroup, HSBC in banking,

etc. But, they also had in mind the willingness to carefully contain the growth

Japan and India

of these foreign competitors, not allowing them to become dominant. They
did that in a very disciplined and systematic way.

In the case of retail, the defacto situation was that they allowed the best
voluntary leaders: Makro from the Netherlands, Ito-Yokado from Japan,
Park’n Shop from Hong Kong, Wal-Mart and Carrefour. Back in 1993 and
1994, it was an act of faith and you really had to show perseverance and
willingness towards this market, as no serious business plan could recommend

an entry to a market with such a dismal per capita income
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This vision has been tremendously successful, as it has stimulated the
Chinese companies and contributed to the emergence of local giants.

In the case of Carrefour, the initial steps were taken with caution. But all
the trials and errors were eventually met with success, and after getting out of
the Beijing trap where we had put ourselves in, the self-service, low price
hypermarkets brought a revolution to the Chinese retail sector. A virtuous
circle started with high volumes and high purchases for the suppliers as well as
low prices passed to the customers.

At that time, with the exception of fresh markets, local shops were
mainly state-owned, with a low level of supply behind locked counters under
the vigilance of salesmen who were acting more like watchdogs. I perfectly
remember the amazement of ordinary people coming into the Beijjing store,
looking at goods, failing to understand that they could pick an item, and then
daring to select one, hesitating, putting it back on the shelf, and finally
purchasing one cheap item and bringing it back home. But they would come
back the next day or the next week, and buy two or more. One can hardly
imagine how self-service can be so revolutionary when not having experienced
it before.

The concept of low prices, big choice of food and non-food items, self-
service met an enormous success with the Chinese customers. The story
seemed to unfold probably a little too fast in the view of some local
competitors,, but there’s nothing you could do when you were pushed by the
popular demand.

On my side, I received consistent and repeated advice that we were
simply expected to behave as good citizens: contribute to local prosperity by
paying taxes ( which we did from the beginning with impressive amount ),
working preferably with local progressive suppliers, paying good salaries, and
above all, transferring the expertise by training the staff. We did a lot in this
matter, training intensively our Managers and staff, sending them to training
courses and even abroad, bringing mostly French Managers. This also
contributed to the training of all our compettors, but that’s the ransom of

being the leader! It was a very rewarding process, as I was really impressed
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with the enthusiasm and willingness of our Chinese staff to understand, learn
and improve. One of our strengths was really to challenge all these mostly
young men and women, whom I found extremely hard working and sharp.

Therefore, good citizens we were advised to be, and good citizens we
tried to be, and the story went on.

One of the keys of our expansion was to understand the way politics and
administration think and work in China. In this regard, Richard Ding Liguo,
the author of this book, was extremely helpful : I was impressed that he was a
Communist Party member. He was a rare and new specie of bird to me, a
MOFTEC advocate, and I perfectly remember the difficult choice he had to
make by leaving his DanWei. But, as we were a very small team at that time,
fighting to get recognized by the Chinese authorities, I had to trust and rely on
our team members, and Richard helped me a lot to understand the intricacies
of China ( Central vs local, partners choice, the power behind the screen,
getting the nod without the word:-+) and to formulate a winning strategy , with
the constant support and direction of my LaoBan, Gerard Clerc, who was
Carrefour’s Asia Director at that time.

In the end, the Chinese leaders that formulated the opening strategy back
in the eighties did the right choices: under that policy of instilling competition,
the Chinese citizens made huge progress in terms of purchasing power, access
to varied merchandise, and consumerism in general. All the Consumer Goods
manufacturers and the supply chain came to gain hugely in the process. I am
sure that, in our modest way, Carrefour contributed handsomely to these
achievements.

The retail scene in China now shows a varied bunch of Chinese and
foreign retailers, and Carrefour stands at number six among them, with the
first five being all local Chinese groups.

Of course, things never turn exactly as planned initially, and in this case,
went much faster than thought by the Chinese leadership and even by
ourselves. But, after all, who will complain?

One of the wonderful features of retail is that you are mtensely involved

with people, be they clients, your own staff, or the other stakeholders such as
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suppliers or government authorities. Over the centuries, trade has been
associated with cross-border interaction, better understanding, prosperity and
contribution to peace and progress. To me, it brought a better understanding
of all the qualities of the Chinese people, their pride, hard work, and the
eagerness to make life better. They are bright and sharp people. Many thanks
to all those who contributed, directly or indirectly, to these achievements, and

to make Carrefour “a good citizen of China” .
Jean Chirstophe Goarin

New Delhi, Oct. 15, 2008

Mr. Goarin is Managing Director of GOA Consulting, www. goa-
consulting. com, a New Delhi based consultancy focused on retail and
consummer goods and services. Mr. Goarin is a retailer by profession with a
long association with Carrefour where he has notably been the Country
Manager in China ( 1996 — 1999 ) and Japan (1999 - 2002 ) and India
(2002 -2004).
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