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Thank you for  
downloading this ebook 
This ebook will give you an exploration into what is the best visual 
merchandising set-up for international brands. 

We have gathered four interesting cases that will give you an insight 
and demonstrate to you the process of how our international clients 
carry out their seasonal VM across their many stores. 

This ebook is for those who work with visual merchandising for 
brands within segments such as fashion, jewellery, timepieces, eye-
wear, beauty and lifestyle brands. Or perhaps you work in procure-
ment and logistics teams that want to know more about the optimal 
visual merchandising set-up. 

In this ebook, we will discuss:
• The ideal conditions for the creative process
• The best approach to technical development
• The optimal production set-up and quality assurance procedure
• The best way to handle consolidation, assembly, and worldwide 

distribution 

We hope it will inspire you and hopefully suggest a better VM set-up 
for you. 

Kind regards, 

Torben Jørgensen and Thomas Jespersen 
Founders of TJ Squared 

A renowned Danish jewellery brand UGG

Breitling A Renowned Danish jewellery brand



4 



5 

The unique challenge with 
seasonal visual merchandising 
The demands for seasonal VM can be persistent. Constantly having 
to generate new creative ideas that are original and unique, besides 
assuring that the campaigns remain commercial. 

All while considering the coordination of the production of the 
campaign’s various components made from different materials,  
production methods, and manufacturers, to meet tight budgets and 
fixed deadlines... and with only one shot to succeed with the brand’s 
campaign.

These challenges can cause long working hours, high amounts of 
stress, and sleepless nights. And any failure to meet these deadlines 
or expectations can be disastrous for the VM department, which can 
lead to less in-store traffic, and reduced sales.  

However, in this ebook, you will find out how to overcome these 
challenges, and how you can: 

• Discover the best conditions to come up with better creative 
ideas - every time! 

• Fully open up your options to different materials and production 
methods

• Meet fixed deadlines, without all the stress… 
• Get great value for your money 

You will be presented with the set-up that is used by global brands 
such as UGG, Breitling, and a renowned Danish jewellery brand, for 
their seasonal VM campaigns. 

This is a set-up that offers the ultimate creative freedom, excellent 
value for money, and delivery consistency. 

You will be presented with the 
set-up that is used by global 

brands such as UGG, Breitling, 
and a renowned Danish 

jewellery brand, for their 
seasonal VM campaigns.
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1. 
The ideal 
creative process  
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One of the most challenging aspects of visual merchandising is com-
ing up with a new creative idea that has never been seen before and is 
unique, original, and is better than previous concepts.  

The concepts must be authentic to the brand, and there must also be 
a consideration for the commercial aspects of an effectful campaign; 
it must complement the product launch or season, and appeal to the 
customer. 

But, what qualities should the best set-up have to facilitate this?  

Unlimited creative freedom
The ideal visual merchandising set-up has the ability to facilitate the 
artistic process, which is sometimes abstract and imaginative. The 
sky is the limit, or it should be, and any limitations and boundaries 
can stifle creativity and block great ideas and concepts from flowing. 

Expert advice from the beginning  
Typically there are two ways that brands approach visual merchan-
dising; either by working with their own, in-house, VM department 
or with an external creative agency. 

Whichever method you work with, the ideal approach would involve 
an expert or production partner already during the initial phase of 
this artistic process.

If you work within an in-house VM department, then this is a nurtur-
ing environment to bounce ideas around during the creative phase.

However, by involving an execution expert from the beginning, you 
will know from the start whether the envisioned concepts are feasible 
and realistic, plus you can obtain material or surface-treatment sam-
ples, and receive cost indications. 

visualisation of Initial concept

Final campaign
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It is essential to have all of these details verified at this early stage, as 
time simply does not allow for re-developments when working with 
fixed seasonal deadlines.

If working with an external agency is the approach, then it is also 
paramount that the external agency has a solid understanding of 
technical and engineering principles, and production besides, of 
course, creative imagination. 

If not, the external partner may be able to generate amazing artistic 
concepts but lack technical support or experience, resulting in ideas 
that are not only technically infeasible, but also out of budget and 
unable to be produced on time due to too long lead time. 

This technical and production insight and knowledge are pivotal 
because visual merchandising is too fast-paced and time-sensitive for 
unattainable concepts and “back and forths”, which could arise from 
concepts with a lack of technical support.   

Release creative freedom through cost-effective 
production 
When trying to create effectful VM, you must look at costs and get 
the maximum value for your budget. You have got a fixed budget, and 
you need to create a campaign that is as ‘rich’ and effectful as possible.

That is why it is inevitable to utilise East Asia and their very competi-
tive mass-production competencies.

You will have much more creative freedom, greater financial leeway, 
and you will be able to do more with your budget if you have access 
to the right partners in East Asia. 

To avoid the potential downsides from East Asia, it is vital to col-
laborate with an experienced partner. A European partner that is 
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We have often used American 
accounts for VM because of short 
timelines - but they can be expensive. 
It was shocking how much more 
competitive TJ Squared’s prices are. 
It was a no-brainer for us to go with 
them.
Ryan Larsson, Global Design Manager at UGG
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fully established in East Asia with the right understanding, network 
of manufacturers and set-up to control the entire process and make 
sure to meet the fixed deadlines that VM campaigns have. 

If you can find a company that can be your bridge to East Asia, with 
the needed creative and technical expertise, as well as a manufac-
turing network and set-up, then you have got the ideal platform to 
create great VM campaigns.  

Speaking the same language 
VM is such a descriptive and expressive concept. It’s clear that, with 
language barriers, it can be difficult to have an accurate, mutual 
understanding of your artistic vision.  

Therefore, finding a solution where both parties can express them-
selves in their native language is ideal. 

This will allow your abstract, imaginative, and artistically complex 
ideas to be fully understood by the creative professionals and design-
ers you are working with. A set-up in East Asia, where you are still 
able to communicate with like-minded professionals from Europe, is 
ideal. 

By communicating in your native language, you can be sure that 
your ideas are thoroughly understood. This way, it is certain that 
your VM campaign will be realised exactly as you envisioned - with-
out compromising on quality, time or paying double the price for 
the same VM production in the West.  

By communicating in your native 
language, you can be sure that 

your ideas are thoroughly 
understood. This way, it is 

certain that your VM campaign 
will be realised exactly as 

you envisioned - without 
compromising on quality, time or 

paying double the price for the 
same VM production in the West. 
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Consideration for timing 
Of course, creative freedom is great, but the success of a campaign 
is highly dependent on tight schedules and set-in-stone deadlines 
being met. Dates for product launches or seasonal campaigns such as 
Christmas or Valentine’s day simply do not move! 

The most efficient way to succeed with this is to incorporate an 
execution partner from the very beginning. Someone who can con-
firm the concept’s feasibility from both a production-technical and 
production-time standpoint, as well as someone who can produce a 
thorough timetable for the entire project.

Furthermore, there must be equal respect to the importance of all 
stages, besides the creative phase, also the technical development, 
mass-production, assembly, packaging, transportation and local 
distribution. 

Therefore there would be joint agreement on all of the phases of 
the project, including fixed milestone deadlines from the execution 
partner and the customer. 

Of course, creative freedom 
is great, but the success of a 
campaign is highly dependent 

on tight schedules and set-in-
stone deadlines being met. 
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3 examples of how  
a renowned global 
Danish jewellery brand 
works with an execution 
partner in the creative 
phase

The ideal 
creative process 
Case 
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1. Autumn leaves on vines 
The client approached us, at the very beginning of their concept 
development phase, with their envisioned idea for their upcoming 
autumnal campaign- delicate, detailed, organic leaves hanging from  
voluminous, free-flowing vines, creating a backdrop for the window. 

However, before moving forward with this idea, the client wanted to 
know if it was possible to achieve such high detail and delicacy level 
for the leaves, while keeping the distribution costs low in spite of the 
voluminous expression.  

By involving us from the beginning, we were able to explore different 
material and production methods to sample which option would 
give us the most accurate final appearance, whilst simultaneously 
considering volume occupancy, to keep distribution costs low.   

The chosen material for the leaves was a thin stainless steel sheet that 
was photoetched to create the organic-looking, intricate veins of the 
leaves. The chosen material for the stem was thin malleable alumini-
um, as this was flexible enough to actually roll up during transporta-
tion and therefore saved volume and costs. 

The malleable characteristic of the stem only added to the organic 
and individual, unique appearance of the vines that the client was 
aiming for. 
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However, before moving 
forward with this idea, the 

client wanted to know if it was 
possible to achieve such high 
detail and delicacy level for 
the leaves, while keeping the 

distribution costs low in spite 
of the voluminous expression.  
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2. Christmas Origami Stars
The client had a unique concept for their campaign, involving 
200,000 Japanese-inspired origami stars crafted from paper - a 
concept that presumably required a high level of handcraft skills to 
achieve the desired appearance. 

We needed to explore the feasibility of this idea before moving onto 
the next step of completing the campaign. Handcrafted production 
was an option at first; however, it turned out to be an impractical 
solution. It would require a large amount of highly skilled handcraft 
labour because of the large quantity, and would therefore result in a 
long lead time. 

Instead, a more viable industrial method, which would still produce 
a delicate and feminine result, was chosen. 

Thin aluminium sheets were selected as the most suitable material 
because they gave the finished element an elegant look. This was very 
similar to the illusion created by the intended paper material, but 
could be mass-produced by punching and pressing. The aluminium 
was silk screen printed with a glitter print ink, to achieve the desired 
pink, purple, and silver, glittery finish.

The results were beautiful, intricate, 3D ornaments, consisting of 
four double-sided layers that were glued back-to-back on another 
four layers to complete the eight layered stars.
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The results were beautiful, 
intricate, 3D ornaments, 

consisting of four double-
sided layers that were glued 

back-to-back on another four 
layers to complete the eight 

layered stars.
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3. Mothers Day Ribbon Bow 
For this campaign, the client envisioned a large ribbon bow, inspired 
by an elegant gift ribbon, that gave the appearance of it twirling and 
tying around the image board, free-flowing in the air. 

To proceed with this creative concept, the client wanted to know if it 
was at all possible to achieve such an illusion, and if so, how it could 
be executed whilst considering volume and distribution costs.  

Extensive exploration went into finding a material and a method 
that would allow for the bow to be shaped on-site, in the store, as 
opposed to transporting a finished shaped bow, which would be too 
voluminous and expensive.

For this particular illusion, the most appropriate material was chosen 
to be PPE plastic. However, significant investigation was required 
to find the perfect balance between the stiffness of the PPE and the 
grammage.

The PPE ribbon was designed in just the precise grammage to be 
rigid enough to provide the upright, looped appearance while being 
pliable and light enough to roll up to minimise volume and thereby 
significantly reduce distribution costs.

The PPE ribbon was produced in light pink and then printed in dark 
purple on one side to emphasise the looped shape, and was mounted 
to the image board using transparent push-buttons. 
The material was strategically chosen because of its properties that 
allowed it to achieve the final shape and appearance, but also met the 
client’s wish for a low-cost approach to distribution. 
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The PPE ribbon was designed 
in just the precise grammage 

to be rigid enough to 
provide the upright, looped 

appearance while being 
pliable and light enough to 

roll up to minimise volume and 
thereby significantly reduce 

distribution costs.
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By collaborating and being involved in the concept development, the 
VM department can sleep well at night knowing we have validated 
their design concept’s feasibility. After this milestone, we are respon-
sible for the rest of the process until the completed VM campaigns 
arrive in stores around the world. 

The reason TJ Squared is chosen as the strategic partner for the 
clients’ VM, is to be able to receive ‘richer’ and more impactful cam-
paigns for their set budgets. This happens through our international 
set-up in China, where our key account managers communicate with 
the client in their native language.

We speak your 
language

https://tj-squared.com/international-set-up-video/
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2. 
The best 
approach  
to technical 
development  
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The realisation of great creative concepts often depends on deep 
technical knowledge and expert engineering, as well as access to un-
limited materials, surface treatments and production methods. 

Furthermore, as time is most often limited, it is vital to progress in 
the right order and make use of all time-saving methods and tools 
available during the technical development phase.

3D visualisations for confirmation of the overall 
look
Before starting to solve the technicalities and details of a design, the 
best approach would be to first have high-quality 3D visualisations 
generated.    

These photo-realistic renderings from 3D visualisations enable the 
creator to decide the campaign’s idea/design on several levels. 
 
This includes the campaign’s overall appearance and composition: 
does it have the desired overall impact? 

Furthermore, it also specifies the size and proportion of the different 
elements individually, their materials and surface treatments, and 
provides a real, side-by-side comparison of each element.

If something appears different in the 3D visualisation, or does not 
quite work as imagined, then it is very important to realise and ac-
knowledge this at this early stage. Otherwise it is typically realised in 
the later sampling phase, by which valuable time and money are lost. 

The 3D visualisations are easy and quick to change and adjust until 
the desired look and appearance is achieved. This enables a progres-
sive development process, which is of the essence when time is a 
limiting factor.

3D Visualisation
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Identifying the most suitable materials, surface 
treatments, and production methods makes a 
difference
A single expression can usually be achieved by a number of different 
materials and surface treatments and by various production meth-
ods.

Choosing the right and most suitable option depends on many fac-
tors. The main one being whether the design has a specific function 
or whether it is purely decorative.

Once determined, it is important to define the quality level. Here it is 
important to consider the requested lifetime of a design as well as the 
distance it is to be viewed from.

Finally, the given budget should be considered, as well as the time 
available, compared to the needed quantities.

When identifying the right combination of materials, surface treat-
ments, and production methods for a given project, all factors have 
to be taken into consideration, with some sometimes weighing more 
than others! 

A trained technical professional with a thorough knowledge of ma-
terials and their properties, surface treatments, and manufacturing 
processes, as well as access to a large network of production partners 
(which means more options), can often come up with solutions 
that were initially unimaginable. Solutions that achieve the desired 
expression, but at a much lower cost than expected.

If something appears different in 
the 3D visualisation, or does not 

quite work as imagined, then it 
is very important to realise and 

acknowledge this at this early 
stage. Otherwise it is typically 
realised in the later sampling 
phase, by which valuable time 

and money are lost. 
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Detailed documentation material for the 
production
Once the design is confirmed and the optimal materials, surface 
treatments, and production methods are identified for the given 
project, it is time to generate the detailed documentation material 
required for production.

Production drawings are made as 2D technical drawings supported 
by 3D drawing views of the elements. These technical drawings are 
the ‘language’ in which a design is being explained and specified to 
the manufacturer, who will produce the elements exactly according 
to these drawings. 

Therefore, these drawings MUST be accurate, detailed and hold 
ALL necessary dimensions, tolerances and descriptions.  These are 
what defines right from wrong - as well as the responsibility that 
comes with it!

Sampling and prototyping – from realistic to 
real
Photo-realistic 3D visualisations can clarify expectations, whereas 
samples can provide certainty. 

This is the stage where creations become tangible and real, and where 
you can touch and feel. This is the basis for final decisions before 
moving onto mass production.

Samples serve aesthetic and technical production purposes. This is the 
stage where the evaluation, final adjustments, and optimisations can 
be made both regarding appearance- and technical production aspects. 

The sampling stage is not the time to encounter surprises. If that is 
the case, the project is set back to the ‘drawing table’, and valuable 
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time is lost. If the design has been accurately 3D visualised, the pro-
totypes will be close to the expected and only requires fine-tuning. 

However, if there has been more than one concept in play during the 
creative and visualisation phase, then it is most advisable to sample 
all concepts at the same time. Not one after the other, to save money, 
as far too much valuable time will be lost. 

Instead, the optimal set-up involves a partnership with a philosophy 
to foster creativity by offering sample making at the cheapest prices 
possible. 

Such an approach will provide the ideal creative freedom for brands 
to ‘play’ and experiment and therethrough achieve the best and most 
commercial campaigns. 

Once all decisions are made based on the sampling, a final prototype 
is produced. However, if time does not allow for the making of the 
prototype, one of the samples with specifications of amendments 
must serve as the prototype.

Prototypes serve as an important final supporting documentation ma-
terial in defining colours and details as well as specifying further the 
agreed quality level between the customer and the execution partner. 

As a result, a prototype becomes the master copy for subsequent 
mass production, and all parties must hold their piece.

Moulds – when to initiate?  
Should a material and production method that requires an expensive 
mould have been identified as the ideal approach under the given cir-
cumstances, then it is important to postpone making the mould until 
the mass production itself – only after the sampling and prototyping. 

Nevertheless, a mould can, in 
the right situations, usually 

with larger quantities, easily 
provide the best cost efficiency 

overall for a project. Not to 
mention a better quality, with 

the precision and uniformity 
that a mould enables.
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Some moulds are relatively cheap, for instance, printing clichés and 
cutting moulds for softer materials. Whereas, others can be indeed 
very expensive; moulds used for casting, injecting, punching, and 
pressing, which are typically used in metal and plastic production. 

Nevertheless, a mould can, in the right situations, usually with larger 
quantities, easily provide the best cost efficiency overall for a project. 
Not to mention a better quality, with the precision and uniformity 
that a mould enables.

The expensive moulds should only be initiated once a design is 
finally confirmed. But how to reach that certainty for a design that 
requires a mould, if the mould is not available for the sampling and 
prototyping phase?

The answer is often 3D printing. 3D printing is a simple and rela-
tively cheap method to create any design, suitable for a single or few 
pieces, thus ideal for sampling and prototyping. 

Today, 3D printing provides a wide range of print materials with few 
limitations. It can, in most cases, be the same or similar as intended 
used for the mass production. The printed object can then be treated 
like normal before final surface treatments, creating the design iden-
tical to how it would be produced by the use of a mould. 

This way full certainty can be obtained before moving ahead to 
invest in the expensive mould.

Considering other factors: Raw materials, 
optimised packing, and easy installation 
Too often, it is seen that technical development focuses only on 
achieving a desired design and expression and neglects attention to 
other areas of indeed high importance. 



28 

These include raw material usage, packaging, and installation in the 
store. Thereby money is wasted unnecessarily, money that could be 
spent much better elsewhere.

The ideal approach to technical development would involve careful 
consideration already during the technical development phase on 
how to:
• Optimise the usage of raw material whereby wastage can be 

reduced  
• Engineer the structure of elements, allowing for knock-down, 

including optimising of dimensions for inter-fitting, whereby 
packing volume can be reduced  

• Innovate the display principles of campaign material, whereby 
installation can be carried out by store staff and does not require 
external contractors  

To spend money only where it generates impact and makes a differ-
ence for the customers’ experience - and not on wastage, transport-
ing unnecessary volume, or on contractors for installation - should 
always be the main focus. 

This during the entire project process, but especially at the technical 
development phase. The right decisions made at this point can have 
a significant influence on the overall result of a campaign; either 
through savings or by more value for the (same) budget generating 
stronger windows - or maybe even a combination of both! It all 
depends on the preference of the brand. 

Spend only where it improves 
the customer experience
- Spend where it matters

Technical 
Development

https://tj-squared.com/technical-development/
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The technical challenge 
of UGG’s frozen water 
splashes 

The best approach  
to technical development 
Case 
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UGG’s product launch of sheepskin boots with a waterproof layer 
was the focus of this campaign. 

The challenge 
UGG wanted realistic-looking 3D splash elements that looked like 
the splash was frozen in time, with an authentic-looking surface of 
water. 

The solution 
To get the most accurate illusion of frozen splashes, we ran several 
experiments and video documented the splash-effect created, at the 
split second, when an object hits the surface of a pool of water. 

From this experiment, we created 3D renderings based on the frame-
by-frame images of the splash, which gave us, and the client, the 
opportunity to make quick and easy adjustments upon review. 

The 3D renderings were then taken and developed into technical 
drawings that included dimensions of the splashes for the client’s 
approval. 

Many material choices were considered during this technical process 
to ensure that the splashes’ final appearance matched the brief. After 
much thought, resin was determined to be the best material for 
the splashes because it provided the most realistic final appearance, 
capturing the texture and form, and was rigid enough to act as a 3D 
element. 

The next move was to involve a sculptor, who sculpted the first 
splashes from clay, based on the splashes’ extensive technical drawings. 
This process allowed us to further tweak and hand-mould the shape 
to achieve the most lifelike, organic, and natural appearance possible. 

We have seen a really great 
response from our stores, and 
we can tell that the customers 
are loving it as well.
Ryan Larsson, Global Design Manager at UGG
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To finalise the splashes’ appearance, we produced a range of samples 
with different shapes, textures, and colour combinations for the 
client to choose from and based on these, make final changes before 
mould creation and mass production. 

The result 
The splashes looked strikingly realistic, rigid, and truly frozen in 
time. Because of the hand moulded form created by the sculptor, the 
silhouette appeared natural and organic. The splashes’ surface was 
unevenly rippled and wavy, adding to the realistic look.

UGG were thrilled with the final result, and the campaign was a 
huge success for the brand. The window displays were well received 
by customers and complemented the product launch perfectly. 

“We have seen a really great response from our stores, and we can 
tell that the customers are loving it as well.” -Ryan Larsson, Global 
Design Manager at UGG
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3. 
The idealised 
production set-up  
and quality 
assurance procedure
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VM is characterised by countless separate components, made from 
different materials, using several production methods, and numerous 
manufacturers that make up one final expression, which typically 
changes each time for every new campaign. 

But, what does it take to ensure that the entire production set-up can 
accommodate this broad variety of characteristics? Plus, remain as 
cost-effective and reliable as possible? 

A large network of production partners 
When creating custom-made visual merchandise for international 
brands, you will need to have access to an unlimited range of materi-
als and production methods. 

Otherwise, you will often find yourself limited in what is possible to 
create for your campaign, within a competitive price range. 

To achieve full creative freedom and develop new and never-be-
fore-seen ideas for campaigns, a large network of qualified produc-
tion partners is needed.

A plant for consolidation
The aptest set-up would also have an efficient method to consolidate 
and bring all of these many components together for assembly. 

This consolidation- and assembly facility is often neglected and 
under-estimated when working with custom-made VM. However, it 
is absolutely essential in order to provide a complete set-up enabling 
creation of the best campaigns. Furthermore, the set-up should also 
accommodate co-packing and distribution.
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Strategically located production 
Preferably there would be one location for production that can tick 
all the right boxes to produce VM, such as:

• Offer a low-cost production environment. 
• Be able to produce in all materials, surface treatments, and with 

all the available production techniques.  
• Access to a skilled workforce that can deliver the required quality 

level. 
• All while not overpaying to create a custom-made solution that 

has never been seen before. 

With hundreds of thousands of skilled manufacturers in China, this 
is the indisputable choice to get access to a highly-skilled workforce. 

Rigorous quality assurance
An ideal VM set-up must include a dedicated quality assurance 
function that directly manages and monitors quality throughout the 
full process. 

The quality assurance process should start with an agreement be-
tween the client and the key account manager on what the quality 
level for the campaign should be. Many points should be considered 
in this discussion, like the brand’s quality expectations, the cam-
paign’s purpose, the viewing distance, the intended lifetime as well as 
the available time and budget. 

Prior to starting the production, a quality control briefing for the 
project should be held, where the quality controllers are briefed. 
Here, the approved quality levels should be explained, based on all 
the available documentation, quality specifications as well as a final 
prototype that has been approved by the client.  
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During this meeting, all the important points that require control 
should be identified and included in a “quality control checklist” to 
form the basis of the quality controller’s daily work. 

To ensure quality, an on-site quality assurance team is required, to 
monitor and control all important production steps. This needs to 
be done to confirm that each individual manufacturer is meeting the 
specified quality standards and is on schedule to prevent delays. If 
a quality problem or a delay is discovered at a later stage, too much 
time can be lost and make it impossible to catch up to meet the fixed 
deadline for the campaign. 

Submitting a daily quality report to the key account manager con-
taining all the QA team’s observations is simply a must. 

This report enables the key account manager to have full awareness 
and compare the actual production progress against the detailed time 
schedule. By doing this, any mistakes can be corrected immediately 
to make sure that the end result turns out as agreed with the client - 
and everything is done in time.  

On completion of a project, the quality assurance team should hold 
a debrief meeting, where they evaluate the performance of the in-
volved production partners, plus a reflection on themselves in terms 
of controlling quality. 
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How we created 
Breitling’s unique 
Christmas campaign using 
13 different production 
partners

The idealised production set-up 
and quality assurance procedure 
Case 
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The luxury watch brand came to us with a Christmas campaign de-
sign that was inspired by a Christmas-themed snow globe, complete 
with flying, motorbike-riding and surfing Santas, a snowy landscape, 
and a starry night sky.

The challenge
The most difficult aspect of this campaign was the large number of 
components needed to make it a reality - meaning several production 
partners, each using different materials and production methods.

The solution
We utilised our extensive network of specialised Chinese production 
partners, that have been established since 2005, each of whom was 
capable of different production methods and techniques in a wide 
variety of materials. 

In total, we worked with no less than 13 different production part-
ners for this campaign, who each produced a different aspect of the 
campaign. 

The complete campaign was made up of five main groups:
1. The snowy base (polystyrene and flocked)      
2. The background (fabric with LED lights)
3. The acrylic dome plus the support structure 
4. The Santas with structure for mounting
5. The other 3D decorative elements: Gift boxes, window stickers, 

and stands for the watches with ribbon and bows. (All with the 
same red/white striped theme) 
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In order to manage the large number of various production partners, 
we coordinated each phase of the production and provided our part-
ners with production drawings and documentation, as well as precise 
time schedules for each component of the campaign. 

Due to the complexity of the project, a larger group of quality control-
lers were involved. They all participated in a quality briefing meeting 
at the beginning of the project that established quality specifications 
and the time frame of the project. 

The quality of each component was checked against quality as-
surance checklists, and submitted to the Key Account Manager in 
quality reports on a daily basis. 

Furthermore, the progress compared to the detailed time schedules 
was also reported daily, enabling the Key Account Manager to moni-
tor the exact status of all components for the project. 

The result
The comprehensive quality assurance set-up guaranteed that all the 
elements came together for the completed campaign. 

The campaign turned out exactly as envisioned, and each individual 
component was detailed as desired.  

Without this unlimited choice of materials, production methods, 
and manufacturers, it would not have been possible to achieve such a 
rich expression.  

Breitling’s global Christmas campaign proved to be a festive hit with 
their customers and their staff. The brand’s luxurious vision was 
brought to life!

Without this unlimited choice of 
materials, production methods, 

and manufacturers, it would 
not have been possible to 

achieve such a rich expression. 
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This is a very specific example - 
but unique concepts have unique 
challenges. We solve these challenges 
in the most efficient way. Since there 
are various production methods 
and quality levels available for 
every budget, we take this into full 
consideration when presenting 
solutions to our clients - and always 
with a firm eye on lead time.
Torben Jørgensen and Thomas Jespersen, Founders of TJ Squared
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4. 
The best way to 
handle consolidation, 
assembly, and 
worldwide 
distribution
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With custom-made VM, the 
assembly of two campaigns is 

never the same, which demands 
a specialised assembly set-up 

that can be adapted for every 
new campaign.

As discussed in the previous chapter, creating the best, most original 
and effectful campaigns requires creative freedom.  This creative 
freedom is achieved through unlimited access to different materials 
and production methods.

To have this creative freedom, at a competitive price, it is necessary to 
utilise the efficiency and competencies that come with using special-
ised suppliers.
 
However, utilising many specialised suppliers creates the need to 
consolidate and assemble all of the components from the different 
suppliers in an efficient way.  

A specialised consolidation partner
It is very hard to find a supplier that can be both flexible and effective 
when it comes to consolidation and assembly.

With custom-made VM, the assembly of two campaigns is never 
the same, which demands a specialised assembly set-up that can be 
adapted for every new campaign.

Assembly and consolidation is not a task that any manufacturer can 
carry out efficiently. They are more dedicated to their own craft, and 
therefore do not have the motivation to optimise for efficient assem-
bly- and packaging processes. 

Therefore it is necessary to find a specialised consolidation- and 
assembly partner when dealing with custom-made VM campaigns. 

In 2014 we established our own assembly plant, which today is one 
of TJ Squared’s greatest assets for our customers. 
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As a retailer with a chain 
store format, you will always 

have thousands of components 
to assemble - and sometimes 

millions of parts to complete 
a campaign, which requires a 

proven and very effective set-
up to keep costs low.

Customised assembly lines
The essence of a specialised assembly plant is the ability to change and 
accommodate according to the specific needs of every new campaign. 

The ability to dissect a campaign into individual processes and de-
sign the subsequent assembly line in a smart and effective way is the 
key to operate an assembly plant at a highly specialised level.

In order for these assembly lines to work optimally, the individual 
processes need to be broken further down into smaller, manageable 
tasks. Staff will then have to be trained to perform the specific tasks 
effectively. 

As a retailer with a chain store format, you will always have thou-
sands of components to assemble - and sometimes millions of parts 
to complete a campaign, which requires a proven and very effective 
set-up to keep costs low. 

Pre-packed campaigns for each store 
We have seen many approaches to the global distribution of VM 
campaigns for stores. Some brands think the obvious choice is to 
send all of the completed VM elements to their main warehouse, 
where it is repacked for each store. This is a cost-heavy solution if the 
repacking, for example, happens in the US or Europe, where wages 
are high. 

The ideal solution for global 
distribution is to pre-pack 
campaigns for each individual 
store straight after the assem-
bly is completed - and then 
pack these together in contain-
ers for each market.

Campaign Prepacked 
per Store

https://tj-squared.com/prepacked-campaigns/
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When a container arrives in, for example, Europe, these packed-per-
store boxes can then be distributed further to each store - without 
having to unpack and repack anything. 

The result of pre-packing from the beginning is ultimately significant-
ly lower distribution costs, because the labour-heavy activities are done 
in a country where wages are much lower than in Europe or the US. 

Considering distribution
When thinking about distribution, some think of East Asia as more 
expensive or slower to send from than Europe or the US. But as a 
global brand with stores all over the world, the location of the pro-
duction has little advantage or disadvantage. The cost and delivery 
time is the same, whether you are distributing from Europe to Asia 
and Australia - or from Asia to Europe and Australia. 

Installing the campaign in stores
As the final step, you will need to install the campaigns as intended in 
all the local stores. Ideally, the installation does not require any external 
contractors, as this typically is an unnecessary expense for chain stores. 

Therefore easy installation is also to be considered in the technical 
development phase. It should be simple to install, allowing for the 
store staff to be able to install the campaigns themselves, guided by 
simple, but detailed, assembly instructions.

Instructional videos are a great 
tool, as they, in many cases, are 
easier to understand and do 
not require different language 
versions.

Assembly 
Instruction

https://tj-squared.com/assembly-instructions/
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The consolidation, 
assembly, and 
distribution of 
2,500,000 components 
for one campaign

The best way to handle consolidation, 
assembly, and worldwide distribution 
Case 
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Our client, a renowned global Danish jewellery brand, approached us 
with their two-part creative concept for their Christmas campaign- a 
magical 3D advent calendar promoting a new product every day. 

Plus, freestanding, changeable bauble clusters that allowed for colour 
change during the campaign period, that were to be distributed and 
easily mounted in their 2,700 worldwide stores. 

The challenge
The most challenging aspect of this campaign was the assembly of 
2,500,000 different components in a short amount of time. 

The project required a specialised consolidation and assembly 
solution to bring together the large number of components. The 
solution also needed to be able to accommodate and set up tempo-
rary, project-specific assembly lines to complete the project’s unique 
tasks, all within a very limited timeline. 

The solution
To overcome this complex consolidation challenge, we planned and 
executed unprecedented assembly lines for the assembly of each ele-
ment, and employees were given on-the-job training to perform the 
individual project-specific tasks. 

Each assembly line was divided into multiple stations, with each 
worker assigned to a specific job. By simplifying the assembly line 
into more manageable, specified, tasks, we reduced the risk of errors 
and ensured a high-paced production speed. 

In just four weeks, we were able to combine 2,500,000 individual 
components and globally distribute the final 3D element in 57 
containers.
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The result 
The containers held individual pre-packed boxes intended for each 
store, removing repacking costs and reducing overall distribution 
and handling costs significantly.

To ensure that store employees could easily install the calendar and 
replace some of the baubles in the clusters with new colours, simple 
assembly instructions with easy-to-follow diagrams were made.

As a result, the campaign was successfully launched in the brand’s 
2700 global stores in time for the festive season. They had a great re-
sponse to the calendar, which was also a major feature in their social 
media campaign. 

The assembly of 2,500,000 components was highly dependent 
on our agile and flexible set-up, and without it, the consolidation, 
assembly, and distribution would not have been feasible within the 
fixed time frame.

In just four weeks, we were 
able to combine 2,500,000 

individual components and 
globally distribute the final 3D 

element in 57 containers.
Calendar Assembly 

and Packing

https://tj-squared.com/assembly-and-packing/
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Environmental, 
Social,  
and corporate 
Governance  
(ESG)
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Sourcing a supplier with a compliant ESG set-up that incorporates  
the UN’s Sustainable Development Goals, is also an important fac-
tor to consider for the ideal VM set-up. 

A set-up that has their own ESG strategy to become more sustaina-
ble could include, but not limited to:

• Using certified, recycled and sustainable materials where possible 
• Optimising production methods to minimise waste, and recy-

cling and controlling the wasted raw materials 
• Optimising packaging to reduce usage and avoiding using plas-

tic-based packing materials 
• Choosing low CO2 methods of transport 
• Creating solutions that are easy to disassemble along with  recy-

cling guidelines for disposal 

Furthermore, a framework that is supported by a comprehensive 
code of conduct ensures that the ideal visual merchandising set-up is 
running with respect for resources, the environment, and people.  
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Can you produce 
custom-made VM  
in China yourself?



57 

With the one-off and time-sensitive nature of custom-made visual 
merchandising, it is extremely difficult to manage the manufacturing 
and quality control from a distance. 

Communicating detailed technical matters and solutions across 
languages and culture is another major challenge. 

Therefore it is absolutely necessary to have someone who is truly 
based in China, that can provide all the different aspects of a com-
plete visual merchandising set-up, and bridge the cultural gap.

To be successful with producing custom-made VM in China, you 
need to find a partner that:

• Is strategically located and operates in the heart of China  
• Can overcome the cultural and language barriers 
• Is creatively like-minded, such as designers or artistic professionals 
• Has excellent technical knowledge and understanding of materi-

als and production methods
• Ensures alignment on quality and create trust and transparency 

around prices
• Offers a comprehensive network of production partners in mate-

rials and production methods without limitations
• Has a comprehensive quality assurance set-up
• Offers a specialised consolidation and assembly set-up
• Is able to secure on-time delivery
• Offers complete transparency concerning ESG

Finding a solution that can tick all the above boxes is crucial for a 
successful visual merchandising set-up in China. 

Otherwise, you could risk receiving poor quality products, mis-
aligned goods, miscommunication on concepts, or even miss a fixed 
deadline.  

We speak your 
language

https://tj-squared.com/international-set-up-video/
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With our designers from all over 
Europe, we understand your native 
language - and design language. And 
with our full presence in China since 
2005, we are successfully bridging 
the east and the west, providing our 
customers the best of both worlds.
Torben Jørgensen and Thomas Jespersen, Founders of TJ Squared
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How you can 
utilise the same 
successful set-up
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With our 20 years of experience specialising in custom-made VM, 
you can tap directly into our proven set-up to create the best possible 
campaigns - for less. 

Curious about what it looks like working with 
TJ Squared?  
Do not hesitate to contact us or have a discussion about how we 
can help you create better, and more competitive, VM campaigns, 
through our proven set-up in China. 

At a meeting, you will be able to:
• Get an insight into our competitive pricing 
• Dig deeper into cases that are specific to your segment and needs 
• Ask specific questions regarding our set-up 
• Discuss your possibilities and expected results if you were to 

work with us on your next campaign. 

We hope you enjoyed reading our ebook and hope it inspired 
you to explore a better, more streamlined set-up.

Are you looking to use the same 
set-up as global brands such 
as a renowned global Danish 

jewellery brand, UGG, Breitling, 
and many more? 

Torben Jørgensen and Thomas Jespersen 
Founders of TJ Squared 

Book a meeting

https://tj-squared.com/book-meeting 
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tj-squared.com
info@tj-squared.com
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