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Presentation

Where We Are Today and Where We Are Heading

Structural reforms was a foundation building process;
Shiseido is now decisively shifting towards a strong growth

® Sales momentum: Returned to growth trajectory
» Impact from Travel Retail market contraction and the drop in Drunk Elephant sales has subsided
> Achieved positive growth in Q3
» Key brands and innovation are accelerating growth
® Structural reforms: Bold execution to shape the future
> Early retirement program "Next Career Support Plan" at Global HQ

» Marks the completion of all major initiatives under Action Plan 2025-2026;
On track to deliver benefits of ¥25.0 bn in 2026

® Profitability / Cash generation: Reform and financial discipline bearing fruit
» Core operating profit exceeded ¥30.0bn in Q3 YTD; approaching full-year target of ¥36.5bn
> Free cash flow for the year is expected to exceed initial expectations
® Americas turnaround: Drive growth and profit recovery
> Recognized a goodwill impairment loss (non-cash)
> Delivered tangible benefits of fixed cost reduction via structural reforms in July

Fujiwara: Thank you very much. Today, it will be a long session. Thank you very much for your kind
understanding. First of all, | will explain Shiseid® Y LJ- y & s ciirrenY dnd f@tuReprospectsirst of all,

our current position regarding the sales momentum, which is the most important factor for our company, |
believe we have emerged from the tunnel. For a long period of time, our growth rate fluctuated significantly
QoQamid a worsening macroeconomic environment in China, a shrinking travel retail market, and a sharp
decline in Drunk Elephant sales. After a prolonged reset, we finally achieved a positive return in Q3. | believe
we have established a foundation for Shiketo return to a growthrajectory.

We have prioritized speed in our structural reforms and have been implementing them with determination
as reforms to shape Shise@duture. With the implementation of the voluntary retirement program at our
global headquarters announced at 3:30 PM today, the major initiatives planned by the Global Transformation
Committee have been completed. As planned, all actions will be comptstelde end of 2025, and we are

on track to realize JPY25 billion in benefits in 2026.

Regarding profitability, thanks to the benefits of structural reforms and strengthened financial discipline,
cumulative core operating profit for Q3 exceeded JPY30 billion, bringing us closer to achieving our initial target
of JPY36.5 billion. Furthermorstrengthened investment discipline also contributed, and free cash flow is
expected to exceed our initial forecast.

We have recorded a necash goodwill impairment loss for our Ameridassiness. Hence, we made a
downward revision of our operating profit and net profit forecast for 2025. We take seriously the harsh reality
of the net loss. For this reason, we will vigorously promote growth and improve profitability in the Americas
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region going forward. The difficult restructuring period up to now has been the process of building a

foundation for a new growth trajectory. We will now once again set course for robust growth.

Regained Momentum in Key Brands

2025 Net Sales YoY (LfL)"

Q3

a3 +10%
Q3 +7%
+4% Q2
. +2%
Q2 Q1 .
-3% —3% Q2
—4%
Q1
~9%

Q1
—20%

* Like-for-like increase (decrease) in net sales excludes the impacts of foreign exchange translation and all business transfers in 2025 and 2024 as well as the services provided during the transition period, and the impact of
sales prior to the acquisition of Dr. Dennis Gross Skincare in 2024 and its corresponding period in 2025 (“business transfers and acquisitions”)
YoY change (%) for Core 3 and Next 5 brands is calculated based on foreign exchange rate assumptions at the beginning of each fiscal year which excludes impacts from FX fluctuations and other 4

As you can see, momentum for our focus brands improved significantly in Q3. In H1, we were significantly
impacted by the sharp decline in Drunk Elephant revenue and the shrinkage in the travel retail market.
However, these factors generally subsided in 8] strong innovation and new product performance also
contributed to finally turning around as a compawjde positive result. Starting here, we will drive growth.

Progress on Action Plan 2025-2026

Steadily building the foundation for sustainable growth

® Global HQ: Revamp the organization for stronger strategic execution

> Early retirement program "Next Career Support Plan": approx. 200 employees (est.),
plan to recognize structural reform expenses of approx. ¥3.0 bn in non-recurring items in Q4

> Optimize organizational structure / employee productivity, investing in human capital

® Reorganize subsidiaries: Drive group-wide efficiency unlocking synergies
> Shiseido Interactive Beauty Company, Limited: JV ends in 2025; absorption into Global HQ planned in 2026
» SHISEIDO CREATIVE Co., Ltd.: operation transfer and absorption into Global HQ planned in 2026
» Japan Retail Innovation Co., Ltd: JV ends in 2025; dissolution and liquidation planned in 2026

® Enhance and centralize innovation creation and communication functions
> Global R&D reorganization: Closure of Shiseido Asia Pacific Innovation Center and Korea Innovation Center

> Partial relocation of Art & Heritage functions from Kakegawa to Yokohama and Ginza®
Public exhibition functions at Corporate Museum and Art House in Kakegawa to be discontinued

* Yokohama Global Innovation Center, Shiseido Gallery 5
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Next, action plans. The goal is to become a company that can continue to invest in people, brands, and
innovation. To achieve this, we first need to build a solid foundation that can generate the necessary capital
for reinvestment. Hence, wéave promoted structural reforsin each region, starting with our Japan
Business last year. We have also decided to implement a voluntary early retirement program, the Next Career
Support Plan, at the global headquarters. This will affect approximately 200 people, and we plan to record a
structural reform cost of approximatePY3 billion in Q4.

We will also reorganize our group companies and R&D organization. By optimizing the group as a whole, we
will focus resources on maximizing brand value and accelerating sales.

Americas Business: Entering New Phase of Growth
Alberto Noe to officially assume CEO,
transitioning from interim leadership

® Drunk Elephant turnaround

® Growth acceleration plan via innovation, expand distribution

Y

NARS : Iconic product launches underway for 2026

Y

Drive fragrance portfolio growth, with Max Mara as an
additive boost

» Dr. Dennis Gross Skincare : Strengthen partnership with
key retailers

> SHISEIDO: Leverage EMEA Success to Drive Americas Growth

® Driving synergies with EMEA to improve profitability

» Consolidate media buying & agencies, streamline asset
creation

» Centralize indirect procurement
» Optimize fragrance & R&D organizations

Our AmericasBusiness will steadily advance our growth and profitability improvement. Thanks to the
structural reform and fixed cost reduction implemented this year, we are on track to achieve profitability in
2026. Furthermore, Alberto Noe, who has led our Ameri&asness as Interim CEO since April this year, will
officially assume the role of CEO for the Americas in January 2026. Having led fundamental cost improvements
while building a strong transformatieminded team, Alberto will continue to demomate leadership across
Europe and the US. We have an attractive brand portfolio in the Americas.

Drunk Elephant will be omextpage.

b! w{ A& 2dzNJ I NASad OoN}XyR Ay GKS ! YSNR Orodactlinduy’ H nH
to accelerate growth.

Fragrances also have great potential. The introduction of Max Mara has received extremely positive feedback
from retailers, and other fragrance brands primarily offered in Europe will also drive growth in the US.

Dr. Dennis Gross has successfully completed its PMI and will leverage its strong partnership with Sephora, the
largest retailer, to achieve robust growth.
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strong presence in the agirngrecategory.

Going forward, we will maximize our knowledge gained in Europe to further leverage our growth in the US.

Drunk Elephant Turnaround

Advancing Inventory and Cost Optimization for Profit Recovery

LARIFY REIGNITE REGAIN SKINCARE RETAILER
DIFFERENCE BRAND LOVE LEADERSHIP PARTNERSHIP
=
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Launch disruptive & Drive engagement through

Regain market leadership Rebuild brand presence in
irreverent campaign brand ambassadors, by unrivalled hero key retail channels
balanced with clinical partnerships & creator products
results, targeting elevated community to generate
consumer (Jan ‘26) advocacy

Drunk Elephant is scheduled to have a-fglle brand repositioning next year. This year, we have been
steadily reducing channel inventory and optimizing costs. Inventory levels still vary by region and by retailer,

and we are in the process of optimiziagerall inventory. We will continue to closely monitor the situation in
Q4, which also marks the holiday season.

The four pillars listed here will be our future strategy. We are already in discussions with major retailers
regarding our brand reset campaign, with a very positive response. Our project team, jointly formed by our
globalheadquarters and the Americas, will closely monitor the situation and ensure solid results.
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2025 Outlook

Net Profit Target Cut on ¥46.8 bn Americas Goodwill Impairment;
Core Operating Profit and Dividend Unchanged; FCF Ahead of Expectation

2025

Breions 2025 % of V5 YoY Yoy Yoy Change
(Billion yen) (Feb. 2025)

Net Sales 990.6 995.0 965.0 100% —256 -3% -2% -1% —30.0
Core Operating Profit 36.4 36.5 36.5 3.8% +0.1 +0% -

Non-recurring ltems —28.8 —23.0 —785 —8.1% —497 - —55.5
Operating Profit 76 13.5 —42.0 —4.4% —49.6 - —55.5
Profit before Tax =13 14.5 —42.0 —4.4% —40.7 - —56.5
EEAn e Ha -10.8 6.0 -50 —54%  -412 ; ~58.0
EBITDA™ 89.6 90.5 90.0 9.3% +0.4 +0% -0.5
Free Cash Flow —35.3 15.0 35.0 3.6% +70.3 - +20.0
Dividend (yen/per share) 40 40 40

I Y Interim: 20 Interim: 20 Interim: 20
ONeCas! Year-end: 20 Year-end: 20 Year-end: 20

2025 Full-year FX Assumptions (Revised) USD/JPY: 148 yen (—2.3% YoY), EUR/JPY: 168 yen (+2.6% YoY), CNY/JPY: 20.5 yen (—2.4% YoY)
(Previous) USD/JPY: 145 yen EUR/JPY: 155 yen CNY/JPY: 20.0 yen

*1 Excluding impacts from FX, business transfer and acquisition ~ *2 Core Operating Profit + Depreciation and Amortization (excl. depreciation of right-of-use assets) 8

Hirofuji: Next, | will explain our outlook and Q3 financial results.

First,regarding our earningrecass. Due tothe recognition of aimpairment loss in our Americ&sisiness,
we made a downward revision olir forecasts fooperating profit, profit before tax, angdrofit attributable
to owners of parentRegarding net sales, we are also revisingestimate on YoY growtto minus 1%on a
like-for-like basisreflecting the downward riskwe announced in August.

Meanwhile, we wilbe committed toour core operating profit target of JPY36.5 billion through compaiule
costmanagement We also continue to strengthen our investment discipline, improve our working capital,
and carefully review capital expenditure.

As a result, we expect free cash flow to reach JPY35 billion, JPY20 billion higher than theréutisl We

will maintain the annual dividend at JPY40 per share. Due to the impairment loss recorded in the Americas,
we plan to record an appraisal loss on shares of the US subsidiaryriareconsolidated financial statements

for Q4. However, that will not affectur consolidated earningsesults and forecastfor the year
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Q3 2025 Executive Summary

Q3 YTD % of Q3 YTD % of YoY YoY YoY YoY

(Billion yen) 2024 Net Sales 2025 Net Sales  Change Change % FX-Neutral % LfL %"
Net Sales 722.8 100% 693.8 100% —28.9 —4% —3% —3%
Core Operating Profit 274 38% 301 43% 27 +10%
 Non-recurring ltems  —252 —35%  —634 —91%  —382 -

Operating Profit 2.2 0.3% —334 —48% —355 =

Profit before Tax 7.2 1.0% —325 —47% —39.7 -

Income Tax Expense 5.7 0.8% 1.5 1.7% +5.8 +102%

i il 08  01% ~440 -63%  —447 -

EBITDA™ 67.3 9.3% 67.9 9.8% +0.6 +1%

Free Cash Flow —287 —4.0% 31.6 4.6% +60.3 -

Net Sales: YoY LfL%" —3% Decreased YoY due primarily to sales declines in China & Travel Retail and Drunk Elephant

Core OP: YoY change +¥2.7bn Increased thanks to structural reform benefits and accelerated global-wide cost management

Non-recurring Items : Q3 YTD 2025 —¥63.4 bn  Recognized a goodwill impairment loss of —¥46.8 bn in Americas, structural reform expenses
One-off costs for early retirement program at Global HQ to be recognized in Q4

Free Cash Flow : YoY change  +¥60.3 bn  Improvement of working capital and review of capital investments;
acquisition-related costs recognized in 2024

*1 Excluding impacts from FX, business transfer and acquisition
*2 Core Operating Profit + Depreciation and Amortization (excl. depreciation of right-of-use assets) 9

Next, on pag®, is a summary for Q&sults

Cumulative net sales for thirst nine months of FY2025 were JPY693.8 billion, a decline of 3%6rHikes.
This was mainly due to lower sales in Cln&avelRetail and Drunk Elephant.

Core operating profit was JPY30.1 billion, an increase of JPY2.7 billion, primarily driven by stronger-company
wide cost management and the positive effects of structural reforms.

Nonrecurring items totaled JPY63.4 billion, mainly duagoodwill impairment loss in the AmericBssiness
and structural reform expenses.

As a result, th&Gompany posted a net loss of JPY44 billion for the quavtéh free cash flowof JPY31.6

billion.
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Core Operating Profit: Steady Fixed Cost Reduction Thanks to Structural Reforms

(Excluding Non-recurring Items)

(Billion yen) QSOYZED N :?S(;fl - QSOYZLD N:fsz‘:es YoY Change YoY%  Pts Difference
Net Sales 722.8 100% 693.8 100% -28.9 —4.0% -
COGS 168.3 23.3% 160.9 232% =74 —4.4% —0.1pts
Gross Profit 554.4 76.7% 532.9 76.8% =215 -3.9% +0.1pts
SG&A 5314 73.5% 506.6 73.0% —24.8 —4.7% —0.5pts
Marketing investments 199.4 27.6% 197.9 28.5% -1.5 -0.8% +0.9pts
Brand development / R&D 215 3.8% 26.1 3.8% -1.5 -5.4% —0.1pts
Personnel expenses’ 174.4 24.1% 161.3 23.2% -13.2 -7.6% —0.9pts
Other SG&A 130.0 18.0% 121.3 17.5% -8.7 -6.7% —0.5pts
Other Operating Income / Expenses 4.4 0.6% 37 0.5% -0.7 =-15.1% =0.1pts
Core Operating Profit 27.4 3.8% 30.1 43% +2.7 +9.7% +0.5pts

COGS : Better brand/product mix albeit Drunk Elephant’s production decline

Marketing investments : Continued investments in key brands via selection and concentration
Personnel expenses” : Decreased by structural reform benefits in Japan, China & TR and Americas, etc.
Other SG&A : Decreased thanks to structural reform benefits and agile cost management, etc.

* Including POS personnel expenses 10
Next, on page 10, | will explain the details of core operating profit.

The COGS ratio was 23.2%, roughly in line with the previous year. Whitegtezement in brand and SKU

mix continued, the lower production volume of Drunk Elephant led to a slight increase in the COGS ratio in
Q3 compared to H1. The marketing investment ratio rose by 0.9 percentage points86,2@flecting our
continued investment ifkeybrandsthrough selection and concentration strategy.

Personnel expenses decreased by JPY13.2 billion YoY, improving the ratio by 0.9 points. This was driven by
cost reductions in Japan and Ch&aravelRetail, as well as the impact of the structural reforms implemented

in the Americas in July. In addition, since last @elbonus assumptions were set at a lower level due to weak
performance, personnel expenses would have decreased by over JPY 20rbilliahtermson a comparable
bonusbasis.

Other SG&Adeclined by JPY8.7 billioprimarily reflecting the positivéampacts of structural reforms in the
Americas and companyide cost management.

As a result, while maintaining marketing investments at the same level as befor€pihpany achieved
improved profitability despite lower sales, steadily progressing toward a healthier and more balanced P&L

structure.
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Net Sales by Reportable Segment: Returning to Growth Trajectory
EMEA Strong Growth and China & Travel Retail Return to Growth

. - 2024 2025
Like-for-like (vs. 2023) (vs. 2024)

Q1 Q2 Q3 Q4 FY Q1 Q2 Q3 Q3YTD

Japan +20% +7% +5% +7% +10% —=2% +2% +2% +0%
China & Travel Retail® —14% 1% -23% +2% 1% -14% 7% +8% —6%
Asia Pacific +5% +7% +2% -3%  +2% -1% -0% -2% —1%
Americas +9% —20% —-9% 7% —7% —19% +4% —-9% —9%
EMEA +17%  +6% -7% +16%  +8% -9% +2% +22% +4%
Total +3% —4% —8% +4% = 1% -9% -3% +4% -3%

*1 Excluding the impacts of foreign exchange translation, business transfers and acquisitions
*2 To adopt an integrated approach to Chinese consumers and to maximize value creation, the Company implemented changes to its organizational structure as of March 31, 2025, along with change to its reportable segment
which have been reflected in 2025 1

Next, on page 11, is the trend of net sales by region.

After a period ofnegative growthwhich continuedthrough Q2, sales turned positive in Q®ystinga 4%
increase China & Travel Retajrew by 8%, partly supported by advanced shipments ahead of the Double 11
shopping event. EMEA also showed strong performancegasingy 22% YoY. While this includes the impact

of a lowcomparison base in Q3 of last year due to the FOCUS system implementation, even excluding this
effect, the region achieved doubl#git growth.

Japan: Innovation Across Key Brands Powers Growth

Q3 Market
Q3YTD Q3YTD  YoY YoY * Local: modest growth continued
(®illion yen) 2024 2025 Change % + Inbound: moderate growth on the back of rising number of

foreign visitors to Japan, albeit a sharp decline in

Net Sales 218.8 2191 +03  +0.3%" department store channels
; Q3 Consumer Purchases
Core OP 16.2 279 +11.7  +72.0% * +Low single%; local core brands™ drove growth,
-— . share expansion to continue

Core OPM 7.4% 12.7% - +5.3pts - Local: +mid single% EC: +mid 20%
New products from EL/XIR, Clé de Peau Beauté performed strongly

Net Sales by Brand Key Brand Net Sales Composition - Inbound: —low Single%

Q3YTD 2024 M Q3 YTD 2025 Pullback before and after China’s promotion events,
domestic-overseas price gap shrinks
+low single% Q3 YTD Net Sales & Core Operating Profit

+low teen%

I I « Strong profit growth from structural reform and higher productivity
+low teen%
+mid single%
—high single%
ﬂat
+low teen%

J
- e
(- 55 [ Il
I 115 Ly ik
F AR |
41 ‘ SogteT

/
SHISEDO ~ Cléde ~ NARS  ELIXIR  ANESSA  dprogram MAQUIlAGE 81,3 / \
Peau Beauté //// l ‘ \\\
*1 Excluding the impact of business transfers *2 SHISEIDO, Clé de Peau Beauté, NARS, ELIXIR, ANESSA, d program, MAQUIlAGE Clé de Peau Beaute ELIXIR 12
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Next, on page 12, | will explain the performance by region.

In Japan, although inbound demand, particularly in the department store channel, remained challenging,
innovation drove growth and local core brands continued to perform steadily. To highlight here is the success
of new products from oucorebrandsin the local market

SHISEID® NEWUItimune launched in H1 continued to perform strongly, while the newly launched Clé de
Peau Beauté Key Radiance Care lotions and emulsions in July and ELIXIR lotions and emulsions in August botl
had very strong starts. Another highlight is the growthicoenmercesales, which rose by m0% range in

Q3, accelerating further from H1. This growth was driven by increased purchases from loyal users on our
direct online platform, as well as the success of strategic investmentpimplay EC channels.

As a result, core operating profit increased by JPY11.7 billion. Despite differences in bonus assumptions from
the previous year, cost reductions through early retirement programs and greater marketing efficiency from
structural reforms contributed to mataining a healthy profit margin in the low teens.

China & Travel Retail: Net Sales Turned Positive in Q3 driven by (/é de Peau Beauté
and NARS ; Mainland China grew at Double Digit
Profitability Improvement Driven by Lower Fixed Costs and Strict Cost Control

Q3YTD Q3YTD YoY YoY

(Billion yen) 2024 2025 Change % Q3 M«'arket . .
+ China: prestige accelerated from Q2, a solid recovery trend
Net Sales 2597 2400 -196 —5.7%" EC market drove growth with signs of recovery in offline channels
e e * Travel Retail:
Core OP 49.6 46.7 -29 —59% - Chinese tourist consumption remained stagnant

- Market competition by promotional pricing intensified
Q3 Consumer Purchases
+ China: +low single%
- Offline: +low single%, EC: +low single%

Core OPM 18.9% 19.3% - +0.4pts

Net Sales by Brand™

Key Brand Net Sales Composition - (Jé dle Peau Beauté and NARS maintained strong growth momentum
B YTD 2024 W Q3VTD 2025 - SHISEIDO performed strongly in EC albeit YoY decline in offline
~high single%  +mid single% - ELIXIR, IPSA returned to growth
+ Travel Retail: —high teen%
- Inventory discipline, traveler focus
i Q3 YTD Net Sales & Core Operating Profit
=mild Tedn% » Strong profitability secured via fixed cost reduction and cost discipline
I l amid sales decline and adverse mix from Travel Retail contraction
SHISEIDO Clé de NARS ANESSA

Peau Beauté
* Excluding the impacts of foreign exchange translation and business transfers 13

Next, on page 13, | will explaibhina & Travel RetaBusiness. In Chiprestige market, e&ommerce
continued to perform strongly, while offline channels also showed signs of recovery, indicating an improving
trend overall.

For consumer purchases in China, sales grew in the low single digits in Q3.However, looking only at Mainland
China, growth was in thkighsingle digits, driven particularly by strong and sustained momentum in Clé de
Peau Beauté and NARS, both continuing their robust performance from H1. ELIXIR and |IR&#retthto

growth, contributing to the overall sales. Also, on a shipment basis, Q3 realized strong-dmitodgowth in
Mainland China.

In the travel retail market, the environment remains challenging, affected by weaker spending among Chinese
travelers and intensified price competition from discount promotions. Our consumer purchases decreased by
a highteen% Net sales turned positive, partly due to the low comparison base from lasByakearp decline.
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We continue to carefully monitor and manage inventory levels to prevent excessive stock buildup at retailers.
Meanwhile, the share of travelers in overall sales is steadily increasing, and we will continue to shift toward a
travelerfocused business model.

Despite lower sales and a less favorable business mix in the first nine months, core operating profit reached
JPY46.7 billion with an operating margin of 19.3%, maintaining a high level of profitability through fixed cost
reductions and cost management téng from structural reforms.

Americas: Structural Reform Benefits Steadily Materializing;
Strong Growth in SH/SEIDO and C/é de Peau Beauté

Q3 Market™
QYD Q3YTD  YoY YoY * Maintained YoY growth, but fell short of expectations

Sonyen) 2024 2025 Change: % Q3 Consumer Purchases
Net Sales 87.2 78.2 -9.0 —9.1%" * —low single%,; returned to growth excl. Drunk Elephant

- Drunk Elephant continued to struggle, steady inventory clean-up
Core OP —3.6 —76 —40 & - SHISEIDO; strong performance from new products

- Clé de Peau Beauté demonstrated strength in base makeup
Core OPM —3.9% [=9:3% - —5.4pts

Q3 YTD Net Sales & Core Operating Profit
Net Sales by Brand" * Restructuring benefits: reduced personnel cost and other SG&A
Key Brand Net Sales Composition . gtronger cost discipline partially offset the negative impact from

Q3 YTD 2024 W Q3 YTD 2025
< > lower sales, tariff and higher COGS due to lower Drunk Elephant
~ high single%

+high single% production

N

—over 40%
+low single%

+high teen% . I

SHISEIDO Clé de NARS Drunk Elephant Dr. Dennis
Peau Beauté Gross Skincare

SHISEIDO Clé de Peau Beauté
*1 Excluding the impacts of foreign exchange translation, business transfers and acquisitions *2 Prestige market *3 Data coverage: U.S. and Canada 14

Next, on page 14, | will explain the AmeriBasiness

Consumer purchases, excluding Drunk Elephant, turned po$italizered srong performance driven byew
product launchessuch asSHISEID®NEWUItimune, along with significant growth of Clé de Peau Beauté,
particularly in the base makeup category, contributed to this recovery.

On the cost side, the structural reforms implemented in July have started to deliver tangible results. Core
operating profit decreased by JPY4 billion ooumulative basis. While the effects of structural reforms
contributed positively, profitability was impacted by lower sales, tagfated costs, and a higher COGS due

to increased inventory writelowns associated with Drunk Eleph@niveak performance.
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Asia Pacific: Market Contraction Continued, but Drove Share Gains by Innovation
EMEA: Fragrances Accelerated; Returned to Profitability with Strong Q3

EMEA

Billion yen) Q3YTD 2024 Q3YTD2025 YoY Change YoY %

Net Sales 53.2 525 -07 ~0.9%"
Core OP 25 18 08 ~306%
R o e .

Q3 Market?
+ Decelerated in some countries and regions: Taiwan, Southeast Asia
Q3 Consumer Purchases"?
* +low single%, Clé de Peau Beauté and NARS benefitted from new
products
Q3 YTD Net Sales & Core Operating Profit
* Profit decline driven primarily by the softness in Taiwan
Key Brand Net Sales Composition

Net Sales by Brand"

How ingleX Q3 YTD 2024 M Q3 YTD 2025 > slow single% Q3 YTD 2024 M Q3 YTD 2025 < >
+low single% +low teen%
+low teen% ~low single% +low teen%
+highsingle% , oor 40%
[] o i
-— -
SHISEIDO clé de NARS ANESSA SHISEIDO Clé de NARS  Drunk Elephant  narciso  ISSEY MIYAKE Zadig&Voltaire

Peau Beauté Peau Beauté rodriguez PARFUMS

Billion yen) Q3YTD 2024 Q3 YTD 2025 YoY Change YoY %

Net Sales 91.6 96.1 +4.6 +4.2%"
Core OP 0.8 0.9 +0.2 +20.6%
Core OPM 0.8% 0.9% - +0.1pts

Q3 Market
* Modest growth continued
Q3 Consumer Purchases™
+ +high single% in total, +mid teen% in Fragrances driven by
Zadig & Voltaire
Q3 YTD Net Sales & Core Operating Profit
* Higher gross margin offset increased marketing spend, securing
slight YoY profit growth

Net Sales by Brand" Key Brand Net Sales Composition

*1 Excluding the impacts of foreign exchange translation and business transfers *2 Prestige market

*3 Data coverage: 10 countries and regions in the Asia and Oceania regions including Taiwan, South Korea and Thailand *4 Data coverage: France, UK, Germany, Italy and Spain

Next, on page 15, | will explain the Asia Pacific and BBdEAesses.

Starting with Asia Pacific, although the overall market, particularly in Taiwan, showed signs of contraction, we
continue to expand our market share across the region. Major new product launches such as Clé de Peau
BeautéKeyRadiance Care lotions and emulsions and NARS The Multiple made strong contributions to growth.

Turning to EMEA, sales increased significantly. Fragrance drove the expansion, with Zadig & Voltaire up over

70% in Q3, and both narciso rodriguez and ISSEY MIYAKE maintained theiduptdptewth.

Core operating profit increased by IPXbillionas higher sales were offset by increased marketing investment.
While H1 recorded a loss due to upfront investment in priority brands, the business returned to profitability

in Q3.
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Progress on Global Cost Structure Transformation

Q3 YTD 2025: Realized ¥21.0 bn cost reduction benefits, on track with the plan;
¥25.0bn cost savings for 2026 secured with all key actions completed

(Billion yen!

2025 2026

Q3 YTD

«Selection and concentration of brands and SKUs,
COGS strategic price increases 2.5 3.0 7.0
* Optimize factory production line efficiency, etc.

Marketin « Optimize promotional costs, increase marketing ROI jma] ;a,?an
- 9 « Expand local production and operational efficiency of 15 20 1.0 China
investments I Americas

samples Global HQ
Personnel * Optimize organization structure, improve productivity Oitiar thanithe absve
«Streamline corporate functions to enhance operational 13.0 15.0 8.0

expenses

efficiency, etc. 25.0+ 25.0+

* Reduce outsourcing cost [
*Reduce depreciation: system optimization and integration, -
Other SG&A selective new investments 4.0 5.0 9.0

« Other cost savings: logistics optimization, efficient office
management, etc.

21.0| 25.0+| 25.0+ 2025 2026

Next, on page l@sthe progress on the global cost structure transformation.

Cumulative cost reduction for Q3 2025 totaled JPY21 billion as planned. While we are achieving approximately
JPY7 billion in cost reductions every quarter, the benefit of reduced labor costs due to the early retirement
program in Japan will end in Q4, se are expecting a fullear reduction of over JPY25 billion.

Furthermore, as CEO Fujiwara mentioned earlier, the implementation of the voluntary retirement program at
our global headquarters will mark the completion of key actions toward achieving the JPY25 billion cost

savings target for 2026.
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2030 Medium-Term Strategy
Maximizing Brand Value for a New Growth Trajectory

Medium-to
Long-Term

Strategy

Brand
Growth

Cost
Structure

Governance

Focus on skin beauty; divest or

Strategic
Phase

WIN 2023 / SHIFT 2025 and Beyond 2030 Medium-Term Strategy
Action Plan
2025-2026

Focus on
Core 3/Next 5

Accelerate growth in areas of strength and
exit from non-core brands achieve h|gh_qua|ity growth
Expand reforms in
Americas/GHQ
Redesign

compensation/
Appoint external chair

Structural reform in Japan

endlChina Pursue continuous cost optimization

Enhance ROIC management and financial
discipline, and evolve global operational
framework

Change governance
structure

Maximize brand equity to

Establich foundation unlock new growth; generate

for sustainable growth

returns above capital cost

Fujiwara:From here, | would like to explain the new medibenm strategy.

Expand investment;
achieve high capital
efficiency

After the largescale structural reforms under our action plan, we will now set our course for a new growth
trajectory by maximizing brand value. We have heard many people point out that Shiseido has strong brand
and technological capabilities yet is naintent with the low growth and low profitability. Our goal in this
mediumterm strategyis to change this situation and demonstrate that our true strength lies beyond it.

Now is the Time - Because the World is Changing More than Ever...

Environmental Degradation

Lack of Emotional Fulfillment

World’s Aging Population
S

-

Diversifying Beauty Needs

”Syhifts in Information &
Communication

by Digitalization

Changes in Social Connections
with Divisions and Isolation
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Especially now, in a rapidly changing world, consumers face a variety of changes @ toddgble society,

an extended human lifespan and the accelerating pace of digitization are contributing to growing feelings of
division and isolation. That is why we believe Shiseido has a significant role to play. We see the current era as
a great oppatunity to create essential new value in beauty and to contribute to society as a company that is
close to consumers.

BEAUTY INNOVATIONS FOR A BETTER WORLD

2030 VISION

By conpecting with people, we pursue, create, and
share new beauty, enriching everyone’s lives

20

That is why we set our vision for 2088y connecting with people, we pursue, create, and share new beauty,
enrichingeveryone livese

Now more than ever, we want to be a company that explores, discovers, and delivers new beauty in moving
forms for people without being influenced by the times. That is our unique strength and our path to essential
growth. We believe that this path will lead to the realization of our mission, Beauty innovations for a better

world.
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In every moment, in every life

Beauty

= £ L<

21

We are once again adoptimin every moment, in every life, beautsis our slogan to embody this vision. This
phrase was launched in 2005. It expresses our hope that the people Shiseido interacts with, and we ourselves,
will be beautiful in every moment and every life.

In today®@ society, these words resonate with even deeper meaning. We hope that each and every person will
find beauty in every moment dheir lifetime, and we will work to achieve that goal. We believe that this
slogan is especially relevant in to@yime.

Connecting Our People with Shiseido’s Core Value, Maximize Strengths;
Unlocking the Power of Our Brands

— OurPeople ___

People who believe in
beauty and engage with
everyone in order to share
exceptional, enduring value
with the world, even in
challenging times

Value-creation
Capabilit

® R&D P y

Research targeting the whole skin, body, and

mind, with a view of human life on a time horizon

® Production technology and quality assurance
Ensure trust in the quality of our products with
safety and security

Value-communication
® Creative Capability
Value proposition: new cultures and values

that appeal to aesthetic sensitivities
® Hospitality experience

Create customer experience that provoke emotions,

foster deep consumer engagement

Elevate
Brand Power

22
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To realize this vision, our originality and transformative strength must be refined, which is expressed on this
page.

| want all employees to be people who care about others, challenge real issues, and pursue beauty. In terms
of both value creation and communication capabilities, our company has unigue strengths. We approach
humans throughout their lifespan, conductingsearch targeting the entire skin, body, and mind, and we
propose a new culture that appeals to the senses and delivers it to our customers with a spirit of hospitality.
No other beauty company does this. We will revisit these strengths to enhance our arahchaximize
corporate value.

2030 Medium-Term Strategy Overview
Accelerate the Creation of Corporate and Social Value Built on Our Strengths

Materiality” Strategic Pillars Initiatives
Grounded in our strengths: Enh |
. ) Pillar 1: identify focus categories and build the portfolio co;;zzei:::tiltj)?r
Lifelong QOL Unproyement Accelerate 1) Maximize innovation 3) Create new markets . ’
through diverse . i 2) Accelerate growth S build deeper
< G growth with by leveraging : through expansion into i :
power of beauty B e technological by expanding our e cataceties ind connections with
B global reach 90! consumers
strengths domains
o Pillar 2: . S— .
Resilient management Evalve Giobal Global-wide optimization Strategic use of Advancement of
foundation building 9 across the value chain digital technologies and Al the matrix organization
operations

Talent and organizations to
Pillar 3: p Addr ial i hrough
create beauty value . - Enhanced talent development Create social value ddress social issues throug
Drive sustainable d tecult th h DE& appropriate environmental
Harmonization with nature value creation and corporate cuiture roug actions
(Circular Manufacturing)

* Materiality updated. For details, please refer to Supplemental Data 9 23

To integrate financial and nefmancial metrics, we have also reviewed our materiality from a business
perspective. Please see the appendix for details.

Based on these strategic pillars, accelerating growth with brand power, evolving global operations, and driving
sustainable value creation, we will enhance both corporate and social value built on our strengths.
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Achieve Double-Digit Core OP Margin via Cost Optimization;
Aiming to Boost Profit Recovery by Growth Acceleration

. ACh'Ithe g ( CAGRLL
Net Sales (Billion yen) above-marke row R
- Core Operating Profit (Billion yen) e g B +2"‘5%

. Core OPM e R o Profitability improvement

965

+3pts

!a

2025 2026 2030
Forecast Target

* 2025-2030 average; excluding impacts from FX 24

Our ultimate goals are to achieve abewarket growth, sustainable profitability improvement, anda@uble-
digit core operating profit margin despite an uncertain market environment.

For 2026, we will adhere to the 7% profit margin target set out in our action plan. Furthermore, by optimizing
our cost structure, we aim to adihree percentage points to our margito, securinga 10% margin. Profit
generated through efficiency improvements will be reinvested in our brands, leading tajbédity growth.

We expect overall growth to be between 2% and 5%, moving toward our 2030 targfed\wé10% operating

profit margin.
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Strategic Pillar 1 Strategic Pillar 2 Strategic Pillar 3

Accelerate Growth with Evolve Global Drive Sustainable
Brand Power Operations Value Creation

7 =1 7 LN
2,08, o 171
2

M

25

From here, | will go through each strategic pillar in detail, beginning with the accelerated growth of brand
power.

Identify “Where to Win"” by Leveraging Our Competitive Advantage

Existing Categories

Market Attractiveness”

New Category Development

Attractive Markets x Domains with Shiseido’s Strengths

Approach tailored to
market characteristics

Mass cosmetics,
Beauty device,
Haircare,

Inner beauty Skincare

Suncare

O ee—

Competitive Advantage

* Evaluated based on the median 2024-2030 CAGR of each category in Shiseido's key regions. Circle size reflects estimated market scale 26

Going forward, we will concentrate our resources on categories where our R&D strength and competitive
advantages can be maximized, which also offer attractive market size and growth pot&tiied.core of this

focus will be skincare and suncare, followed by makeup, fragrance, medical beauty and derma, and lifestyle.
In addition, we will explore new value creation opportunities in areas such as elderly care and beauty checkup
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services. For other categories, we will adopt a more efficiahisyen approach tailored to the characteristics
of each market. We will not pursue M&A or diversification merely for the sake of expanding scale.

Define Category Strategies Aligned with Markets and Our Competitive Advantage

Expect
Market Environment Strategies and winners Growth
_ potential
® increased polasization Maximize c.om;_)any—w:'de effects by focusing on
: 5 e - overwhelming innovation .
Skincare ® Increasing needs for brands able to offer “intrinsic value ¢ 5 oo & oo Medium
3 ; : Continuous creation of new categories in the anti-aging
with a clear differentiator Thatket
® |ncreased awareness of UV and skin wellness Further strengthen technology superiority, expand market-
Suncare ® Diversified options for use from outdoor leisure to daily share in both suncare and skincare/makeup SPF categories High
UV care Strengthen global market rollouts
® “Skinification” trend continue to accelerate, infusing Leverage our technological strengths with skl.ncare, amplify
% . . 5 and foster hero products for each brand to win market
M skincare functionality and efficacy with base makeup s
lakeup ® Ri P : s . share Medium
Rise of artistic/digital native brands along with maturing S h | ication th body brand
marlete trengthen value communication that embody bran
philosophies
® Increasing needs for aesthetic sense, sensible stimulus, and Maximize global opportunities by shifting our strategic
Fadrances self-expressions focus from EMEA to other regions High
9 ® Emergence of niche brands with diverse characteristics, Accelerate growth by enhancing our portfolio, with the 9
achieving growth ahead of conventional players addition of Max Mara from 2026
. . . 5 Generate value from our cutting-edge technologies
o § B
Meglcal . :)erma_(dermatology) continues to permeate into soc_lety Drive growth not only by derma brands; Dr. Dennis Gross .
ncreasing needs for pre-and post-treatment for medical 5 2 % High
Skincare, d program but also by stretching product lines
Derma beauty care
and concepts of core brands
Litestvle . Growing interest for self-experimental care model Sharpen ideas as lifestyle brands, High

Propose a more comprehensive lifestyle

Expand space for retail layout

27

We are defining categorgpecific strategies grounded in market dynamics and our competitive advantages.
Skincare, our largest and core category, will continue to deliver stable growth and strong profitability with
strategic deployment of cuttingdge tecmologies. Preparations are complete to launch Higipact new
products that will drive future growth.

In suncare, we will aim for higher growth, leveraging both the market environment and the advantages of our
proprietarytechnologies. We will actively pursue expansion into new markets.

In makeup, we will challenge ourselves to create new categories exemplified by innovations such as serum
foundations.

In fragrance, we will strengthen the brand portfolio while accelerating global expansion.

In medical and derma, we will reinforce existing brands and create new growth opportunities in areas where
our technological leadership can be fully leveraged.

In lifestyle, we will sharpen brand concepts, enhance product offerings, and nurture growth.
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Categories x Brands: Drive Growth by Establishing Strategic Brand Framework

Makeup Fragrances Medical & Derma Lifestyle

HI/EIDO #

clé de peau

BEAUTE

NAD

narciso rodriguez NrD < (3ross

ELIXIR e v servioen |9 o

‘Acia Pacific ISSEY M!YAKI-, Americas

MaxMara
% ANESSA ZADIG &VOLTAIRE
Emerglng il Japan B A U MJapan
> /

Turnaround () ) EMEA/ Japan/
runs inruans-Americas. | P S China

28

We will allocate brands aiming to position them as category champions to each growth area to ensure solid
growth. We will continue the focus on core brands, those exceeding JPY100 billion in sales, as well as next
brands, which target becoming the next 1BY¥ billion brand At the same time, we are reassessing the
positioning of each brand based on their current cultural situation.

SHISEID@ill leverage its established scientific strength to explore expansion into the medical and derma
area. ANESSA will capitalize on its strong foothold in Asia to pursue global expansion. Fragrance, which was
traditionally EMEAcentric, will now aim for aeaderated growth across all regions.

Additionally, in higkgrowth areas such as medical and derma and lifestyle, d program and BAUM will be
strategic investment targets and nurtured for growth. Brands with unique value propositions, such as Drunk
Elephant and IPSA, will have their growth @nofit models reassessed, guiding future investment decisions.
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Clarify the Role of Brands: Ensure Strategic Alignment of Investment

CAGR LfL
+2~5%"

Others

Dr. Dennis
Gross Skincare el
Fragrances
vvvvvvvvvvv Emerging
Up-front
ANESSA investments

ELIXIR

Clé de Peau Beauté

Growth
acceleration
SHISEIDO

2025 Core
Forecast Profitable
growth

* 2025-2030 average; excluding impacts from FX

¥965 bn

2030

29

Breaking down growth by brand through 2030, the core brands will aim to expand profits with their high
profitability and stable growth, leveraging their scale. Next brands will focus on accelerated growth, with

fragrance and ANESSA contributing throughaexied regional presence as well. Across all focused brands,
we will ensure growth that consistently outpaces the market.

Clear Growth Strategy in Place; Consistent Execution to Deliver Results

CAGR LfL
+2~5%"

3) Expand into new categories/
new areas of business

1) Technology/Innovation 2) Expand global rollout - -

Tk
¥965bn
2025 2030
Forecast
* 2025-2030 average; excluding impacts from FX 30
This slide illustrates how we will achiegewth.
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Instead of relying on favorable market conditions, our growth strategy is fundamentally about creating growth
with our own hands, built on the strength of our technology and research and development capabilities.

About 70% of the growth through 2030 will come from further development of new and hero products
through innovation. In addition, we will supplement growth through geographic expansion and ventures into
new categories and areas. We will also continue brand SKU optimization to maximize profitability from
growth.

1) Maximize Innovation by Leveraging Technological Strengths

Brand Core Company-Wide

Ensure seamless adoption of latest science and technology across brands,
company-wide commitment to create and foster new markets,
shifting towards a sustainable growth model

Sharpen brand value,
Build and foster customer loyalty

. . IFSCC
Dark Spots Spots Lifecycle Science Award

2024

A string of
: new product launches
Wrinkles Retinol TripleLock Technology featuring
=>10 leading-edge
~ . , IFscc  /IFscc technologies
SH/,SE/,DO . gle d e Peat{ Beaut“e Sagging Anti-Gravity Science V Award Award g
“Immunity inspired Skin Intelligence 4 times 2025 underway
slow aging” by 2028
. . IFSCC
/e Shricars Mineral i-Seal Technology; Award
Enhanced UV protection function 2023
ik
Makeup Serum First Tech.nology;
: Convergence: skincare x makeup
/ !
AN
NARS ELIXIR s
Skinification “Collagen Science” fAddmona €3S New technology launches awaiting from 2026 onwards
or enhancement

31

Going forward, our growth will be driven lmwerwhelming innovation. We will lead the market with our
innovation. Our proprietary research and technology strength will deliver greater and more impactful value
to consumers quickly through two approaches.

First, leveraging technology at the core of specific brands. For example, ELIXIR represents collagen science.
We will deploy distinctive technologies in our focus brands to sharpen brand value. Secondly, cenpdeate
application of technology. The stroest technologies will be applied across multiple brands and products,
generating scale and making the technology itself a source of competitive advantage.

We have already identified more than 10 technologies to be deployed compaig/by 2028, with a concrete
new product pipeline in place. Even in an uncertain market environment, we are confident that by realizing
market creation through this lineup of coralling new products, we will be able to emerge as a winner.
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2) Accelerate Growth by Expanding Our Global Reach

F Tap into growth opportunities in the Americas and
IEEE Asia-Pacific, amplify brand positioning beyond EMEA

narciso rodriguez MaxMara
2 5 Leverage our competitive strengths with advanced
ISSEY MIYAKE 77D|G&VOLTAIRE @ technology and formulation technology

Capture growth opportunities in Western markets

JHIJEIDO S ANESSA

GINZA TOKYO

Offer unparalleled brand experience to affluent consumers
around the world through prestige beauty brands

N
cle de peau

BEAUTE

32

We will also accelerate growth by expanding global readRalgrances, we will capture growth opportunities
in the Americas and Asia Pacific, strengthening our global presence. In suncare, we will pursue expansion into

EMEA and the Americas. Clé de Peau Beauté will leverage its differentiated brand value as a luxuoy brand t
deliver unparalleled brand experiences to affluent consumers worldwide.

3-1) Expand into New Categories: Medical & Derma, Lifestyle

Medical & Derma Lifestyle
Pursue collaboration with medical beauty market, Push the boundaries of innovation
growing into a business with >¥100 bn in sales in the future in skincare

SHISEIDO

. Dr. Dennis Gross
_ Bio-Performance Spectralite™ FaceWare Pro
Micro-Click Concentrate BAUM, IPSA
Next-generation micro needles Utilize LED face mask featuring 100 lights Revamp into brands that fulfil skin, body, and mind,
Precise Delivery Technology Effectively improve acne and wrinkles with elevate consumer experience beyond
(Patent technology: presented at clinical results at home the power of cosmetics
the IFSCC Congress 2024)
33
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Next is to expand into new categories.

Niches in the derma and medical markets are becoming more fragmented and diverse. We intend to further
strengthen our approach toward aesthetic medicine and believe we can expand our business to over JPY100
billion in the future.

Lifestyle is an exciting area for Shiseido, which has led the way in creating a new cosmetic culture with BAUM
and IPSA. We aim to establish a brand structure that satisfies not only the skin but also the body and mind.

3-2) Expand into New Domains: Life Stage Partnerships, Beauty Checkup

Life Stage Partnerships
Creating a market tailored to the skin needs of 65+

Beauty Checkup
Deliver a personalized solution that connects
skin, body, and mind

\ DYNAMIC
JHISEIDO (/ ) HARMONY
2

— / /
Based on millions of skin data points collected through in-store skin measurements, With over 40 years of sensory research and joint research with academic institutions,
Shiseido elucidated the relationship between aging and change in skin quality Shiseido received CES Innovation Awards® for developing algorithm that measures the
for the first time in the industry impact of walking posture on skin and mental well-being which elucidated the relationship

between Skin, Body and Mind, successfully quantifying the five senses
With a combination of Kansei engineering, Shiseido will “deliver
“new value to experience benefits for the skin” for all age groups Identify characteristics the skin that consumers are not aware of,
to prevent skin troubles

34

We will expand into a new domain by using our proprietary assets, one of which is providing value tailored to
each life stage.

By 2030, one in three people in Japan will be over 65 years old. This generation has high disposable income
and a desire to spend time enjoying active lifestyles. If we can encourage this generation to enjoy beauty
more, a new and substantial market canlinglt.

As a leader in aging care in Japan, we are determined to establish an overwhelming presence here.
Furthermore, we will promote further beauty checkups as our competitive advantage based on accumulated
knowledge.33 million women undergo health checkups in Japan, and assuming that 10% of them will regard
beauty and wellness holistically and use our beauty checkup service, it is possible to create a market worth
tens of billions of yen. We will aim to increase salesneillary productsnd encourage tradepsby endorsing
behavioral changes triggered by beauty checkups.
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3-3) Exploring New Business and Value Creation Models
under the Direct Leadership of CEO

Co-creation with Consumers External Collaboration
R&D-driven Consumer driven

== HADYOUZi

2 —

p& o e '

Lol . >

=8

=8

=
Turning researchers’ inspirations into Starting from youth trends, Advancing the development of water- Creation of raw materials for
products through co-creation with co-develop products with partners independent next-generation skincare in de-fossil resources in algae

consumers, guided by the concept of to win Gen Z non-users collaboration with JAXA by forming strategic partnership

“Anti, Beyond, and Ultimate”. with biotech company CHITOSE Group

35

Next, we will strongly promote a new business and value creation model, leveraging our assets.

To capture the latest diversifying needs and rapid environmental changes, a new value creation mechanism
will be introduced, which is not driven by brands. This approach is driven by technologies, social media trends,
and cocreation with other industriesand will quickly commercialize and launch products while monitoring
consumer reactions to expand our business. This team will report directly to the CEO, pursuing business
opportunities and models that differ from existing businesses with speed.
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Enhance Value Communication: Build Deeper Connections with Consumers to
Maximize Returns

Become a true partner who meets individual needs

INSPIRE Communicate brand stories and enhance creative capabilities EXCELLENCE Evolve experiences across physical and digital
touchpoints to deepen consumer intimacy
« Innovate brand narratives and

deliver a consistent world view
across all touchpoints

« Enhance experiences across all touchpoints,
including PBP/BC, offline channels, and social
platforms

« Build deeper connection and trust through mutual

* Reintegrate the creative team at communication

the core to enhance corporate-
led creativity and heritage

« Strengthen loyalty initiatives through integrated
communication

customer data

ENGAGE Drive value co-creation to discover and

/ CONNECT Translate unique insights from our innovative
connect deeply with consumers .

technologies into personalized value delivery

« Enhance beauty checkup technology and

activities in core brands experience to build unique competitive advantage

. B8
« Foster empathy through social ,‘- 4

Ry ) s ANESSA

5 3 ) < R

« Strengthen value co-creation with h € w;@ SYNSHINE
consumers and retail partners ‘.{‘ PROJE(

« Leverage data and Al to their fullest potential

36
Customer touchpoints with brands will evolve from simple product sales to deeper brand experiences.
Maintaining and expanding a strong brand loyalty base is essential for the sustainable growth of our business
through these experience$. SNBX I 3 Ay>X 6S oAttt fSHSNI IS {KA&aSARZ2
between each consumer and th®and, achieving higljuality growth and improved marketing efficiency
through a multifaceted approach.

Optimize the Portfolio with Strategy and Discipline

Invest

« Focus on investing in existing key brands

« Determine where to reduce or withdraw
for each brand via Divestment

« Identify opportunities with potential M&A Committee

in scenario: take proactive approach in

areas to that need complementary + Conduct ongoing reviews on business
strengths {é} Brand_ value from ROIC and asset-management
%% Portfolio perspectives

« Drive sustainable growth underpinned by
strategic and disciplined investment

» Optimize non-focus brands
Ensure overall efficiency

37
We will manage our portfolio with discipline and strategy, streamliningfeansed brands to ensure overall
efficiency, further strengthening core brands, and maintaining appropriate financial discipline. At the same
time, we will boldly take on new chaliges to respond quickly to market trends.
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Strategic Pillar 1

Accelerate Growth with

Brand Power

o
A M
M

The second strategic pillar is to evolve global operations.

Strategic Pillar 2

Evolve Global Operations

Strategic Pillar 3

Drive Sustainable
Value Creation

38

Value Chain: Pursue Operational Excellence Driving Global Optimization

R&D

* Reduce production
lead time by
optimizing product
and packaging
development

Lead Time
Reduction

Marketing
& Product @@

Development

N

[y

Procurement
& Production

* Reduce sample
production costs

* Centrally purchase
media production

* Improve efficiency by
streamlining portfolio

* Optimize number of
brands and SKUs

* Optimize production
and logistics

* Shorten supply
planning cycle

Global

Marketing

Communication

« Standardize media
utilization across
global markets

* Leverage customer
data for CRM
strategy

Region
& Local Sales

AR

Consumers

* Integrate inventory
management and
optimize freight
costs

* Streamline and
optimize sales and
demand planning
processes

Drive Impact with Cross-Functional Collaboration across Borders

39
We will pursue overall optimization across the value chain from two perspectives: first, global optimization,

and second, lead time reduction. By clearly defining the categories and brands to reinforce, we will clarify
priorities across th&mpany and achieve overall optimization.

To achieve this, crogsinctional teams across regions and functions will be organized, aiming to maximize the
speed and effectiveness of problesolving.
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Digital and Al Strategy

Strengthen Al investment for Accelerate Al utilization to transform customer experience and
operational excellence automate back-office operations

Enhance value development Achieve operational excellence through back- Enhance consumer experience and
capabilities office automation and advancement loyalty with Al
« R&D: Al-powered formulation « Improve supply network planning accuracy with Al « Deliver personalized experiences
« Strengthen regulatory response + Shorten production cycles and planning lead times using customer data
capabilities « Optimize inventory and develop replenishment plans + Optimize media mix
Optimized IT Stabilize the FOCUS system and leverage standardized global data
Investments to drive agile management
FOCUS implementation & Advancement of Investment optimization
back-office digitalization management capability & cost reduction
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The use of digitization and Al technologies is essentiadbieving overall optimization.

First, unified global IT systems and advanced business management will be established through stable
operations in focus areas. This will improve planning and demand forecasting accuracy and reduce uneven
inventory distribution. We will carefully select @mptimize IT investments, including reducing outsourcing
costs and eliminating legacy systems. Strengthened Al investments will enhance our technological assets and
value development capabilities, advance and automate fmdfike operations, and improveustomer
experience and loyalty.
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Evolution of the Matrix Organization
Empower Functions and Drive Global Optimization For Agility

Current Issues Measures

® Local optimization

® Unclear roles between global and
regional HQs

® Global optimization
> Establish functional reporting structure across global and

regional HQs; enhance clarity of HR decision authority
® Clarification of roles

> Global HQ: Develop company-wide strategies to maximize

corporate value and support regional execution
> Regional HQ: Lead execution tailored to each market

based on global strategies

Change in Reporting Line

<Before> <After>
— Existing
— Newly Added
[ CFO |cSNO*[CM&107Z - - - [ cFo [csNO*[cBO™- - -
BH" Finance NS:t'\)\;z)I?/k Brand [*** Finance }NSeUti\)«x/)cl\;/k Brand
1 e
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*1 Chief Supply Network Officer *2 Chief Marketing & Innovation Officer *3 Brand Holders *4 Chief Brand Officer

Our global organizational operations will evolve into a structure that reinforces functionality, achieves overall
optimization, and enables a highly agile global organization. To date, regional headquarters have operated
independently, but going forward, ev will strengthen collaboration between regions and functional
departments at global headquarters. This change will make the global headquarters structure more compact

and focused on leading compamyde strategies.

Underthe new executive structure announced todaye will further deepen global unity.

Strategic Pillar 1

Accelerate Growth with
Brand Power

7
A0
M

Strategic Pillar 2 Strategic Pillar 3

Drive Sustainable

Evolve Global
Value Creation

Operations

& T
Q/

ra thil,

42

Support
Japa 050.5212.7790
Tollfree 0120966.744

Interna

SCRIPTS

Asia's Meetings, Globally

30

EmailSupport  support@scriptsasia.com



The third strategic pillar is to drive sustainable value creation.
Talent Strategy: Building an Organization that Enables Employee Growth

Increase opportunities to take on e Foster a globally unified
Embody Shiseido’s core values B
new challenges y organization

Enhance effectiveness
through global-regional HQ
via governance alignment

Create and m;t::utlonahze Redefine and embed values
Edrecrcnalienge across the organization
opportunities

Strengthen employees’ Build an environment for : :
| : : : : Foster an inclusive culture
eadership and portable skills technology succession to sustain S

: x to leverage diversity
to lead transformation value creation
TripIe investment Global leadership coverage rate Inclusion score

in talent development” . .

. Employee engagement score ~ Women in domestic management
Strategic rotations and cross- | Empathy and understanding score | positions:
functional project assignment rate for corporate values 50% by 2030

in including the ion of global mobility; 2026-2030 total + S years (annual average) = 3x 2025 level 43

Employee growth is a central focus of our talent strategy. By expanding opportunities to take on new
challenges, we will develop global leaders, define and instill ShiBerdtues, foster a sense of unity within

the organization, and cultivate a passion for value creation. By implementing these measures alongside the
organizational evolution described earlier, we will strongly advance talent development. Over the next five
years, we will invesa threefold level of 2025 in leadership development, incluglgiobal mobility.
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