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Presentation 

 

 

 

Fujiwara: Thank you very much. Today, it will be a long session. Thank you very much for your kind 
understanding. First of all, I will explain Shiseido /ƻƳǇŀƴȅΣ [ƛƳƛǘŜŘΩs current and future prospects. First of all, 
our current position regarding the sales momentum, which is the most important factor for our company, I 
believe we have emerged from the tunnel. For a long period of time, our growth rate fluctuated significantly 
QoQ amid 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. I believe 
we have established a foundation for Shiseido to return to a growth trajectory. 

We have prioritized speed in our structural reforms and have been implementing them with determination 
as reforms to shape ShiseidoΩs future. 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 completed by the 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. Furthermore, strengthened investment discipline also contributed, and free cash flow is 
expected to exceed our initial forecast. 

We have recorded a non-cash goodwill impairment loss for our Americas Business. 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. 

 

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 Q3, and strong innovation and new product performance also 
contributed to finally turning around as a company-wide positive result. Starting here, we will drive growth. 
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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, we have promoted structural reforms in 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 approximately JPY3 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. 

 

Our Americas Business 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 Americas Business 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 transformation-minded team, Alberto will continue to demonstrate leadership across 
Europe and the US. We have an attractive brand portfolio in the Americas. 

Drunk Elephant will be on next page. 

b!w{ ƛǎ ƻǳǊ ƭŀǊƎŜǎǘ ōǊŀƴŘ ƛƴ ǘƘŜ !ƳŜǊƛŎŀǎΦ Lƴ нлнсΣ ǿŜ Ǉƭŀƴ ǘƻ ƭŀǳƴŎƘ ǘƘŜ ōǊŀƴŘΩǎ ƭŀǊƎŜǎǘ ƴŜǿ product lineup 
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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SHISEIDO is the second-ƭŀǊƎŜǎǘ ōǊŀƴŘ ƛƴ 9ǳǊƻǇŜΩǎ ƳŀƧƻǊ ǎƪƛƴŎŀǊŜ ƳŀǊƪŜǘΣ ǿƛǘƘ ±ƛǘŀƭ tŜǊŦŜŎǘƛƻƴ ōƻƭǎǘŜǊƛƴƎ ŀ 
strong presence in the aging care category. 

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

 

Drunk Elephant is scheduled to have a full-scale 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 optimizing overall 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 
global headquarters and the Americas, will closely monitor the situation and ensure solid results. 
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Hirofuji: Next, I will explain our outlook and Q3 financial results. 

First, regarding our earnings forecasts. Due to the recognition of an impairment loss in our Americas Business, 
we made a downward revision of our forecasts for operating profit, profit before tax, and profit attributable 
to owners of parent. Regarding net sales, we are also revising our estimate on YoY growth to minus 1% on a 
like-for-like basis, reflecting the downward risks we announced in August. 

Meanwhile, we will be committed to our core operating profit target of JPY36.5 billion through company-wide 
cost management. 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 the initial forecast. 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 subsidiary in our non-consolidated financial statements 
for Q4. However, that will not affect our consolidated earnings results and forecasts for the year. 
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Next, on page 9, is a summary for Q3 results. 

Cumulative net sales for the first nine months of FY2025 were JPY693.8 billion, a decline of 3% like-for-like. 
This was mainly due to lower sales in China & Travel Retail 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.  

Non-recurring items totaled JPY63.4 billion, mainly due to a goodwill impairment loss in the Americas Business 
and structural reform expenses.  

As a result, the Company posted a net loss of JPY44 billion for the quarter, with free cash flow of JPY31.6 
billion. 
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Next, on page 10, I will explain the details of core operating profit. 

The COGS ratio was 23.2%, roughly in line with the previous year. While the improvement 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 points to 28.5%, reflecting our 
continued investment in key brands through 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 China & Travel Retail, as well as the impact of the structural reforms implemented 
in the Americas in July. In addition, since last yearΩs bonus assumptions were set at a lower level due to weak 
performance, personnel expenses would have decreased by over JPY20 billion in real terms on a comparable 
bonus basis. 

Other SG&A declined by JPY8.7 billion, primarily reflecting the positive impacts of structural reforms in the 
Americas and company-wide cost management.  

As a result, while maintaining marketing investments at the same level as before, the Company achieved 
improved profitability despite lower sales, steadily progressing toward a healthier and more balanced P&L 
structure. 
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Next, on page 11, is the trend of net sales by region. 

After a period of negative growth which continued through Q2, sales turned positive in Q3, posting a 4% 
increase. China & Travel Retail grew by 8%, partly supported by advanced shipments ahead of the Double 11 
shopping event. EMEA also showed strong performance, increasing by 22% YoY. While this includes the impact 
of a low comparison base in Q3 of last year due to the FOCUS system implementation, even excluding this 
effect, the region achieved double-digit growth. 
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Next, on page 12, I 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 our core brands in the local market. 

SHISEIDOΩs NEW Ultimune 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 both 
had very strong starts. Another highlight is the growth in e-commerce sales, which rose by mid-20% 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 investments into pure-play 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 maintaining a healthy profit margin in the low teens. 

 

Next, on page 13, I will explain China & Travel Retail Business. In ChinaΩs prestige market, e-commerce 
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 the high single digits, driven particularly by strong and sustained momentum in Clé de 
Peau Beauté and NARS, both continuing their robust performance from H1. ELIXIR and IPSA both returned to 
growth, contributing to the overall sales. Also, on a shipment basis, Q3 realized strong double-digit growth 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 high-teen %. Net sales turned positive, partly due to the low comparison base from last yearΩs sharp 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 
traveler-focused 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 resulting from structural reforms. 

 

Next, on page 14, I will explain the Americas Business. 

Consumer purchases, excluding Drunk Elephant, turned positive. Delivered strong performance driven by new 
product launches such as SHISEIDOΩs NEW Ultimune, 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 on a cumulative basis. While the effects of structural reforms 
contributed positively, profitability was impacted by lower sales, tariff-related costs, and a higher COGS due 
to increased inventory write-downs associated with Drunk ElephantΩs weak performance. 
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Next, on page 15, I will explain the Asia Pacific and EMEA Businesses. 

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 
Beauté Key Radiance 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 their double-digit growth. 

Core operating profit increased by JPY0.2 billion as 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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Next, on page 16, is the 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, so we are expecting a full-year 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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Fujiwara: From here, I would like to explain the new medium-term strategy.  

After the large-scale 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 not content with the low growth and low profitability. Our goal in this 
medium-term strategy is to change this situation and demonstrate that our true strength lies beyond it. 
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Especially now, in a rapidly changing world, consumers face a variety of changes in todayΩs unstable 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 opportunity to create essential new value in beauty and to contribute to society as a company that is 
close to consumers. 

 

That is why we set our vision for 2030 άBy connecting with people, we pursue, create, and share new beauty, 
enriching everyoneΩs lives.έ 

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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We are once again adopting άin every moment, in every life, beautyέ as 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 todayΩs society, these words resonate with even deeper meaning. We hope that each and every person will 
find beauty in every moment of their lifetime, and we will work to achieve that goal. We believe that this 
slogan is especially relevant in todayΩs time. 
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To realize this vision, our originality and transformative strength must be refined, which is expressed on this 
page. 

I 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 unique strengths. We approach 
humans throughout their lifespan, conducting research 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 brand and maximize 
corporate value. 

 

 

To integrate financial and non-financial 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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Our ultimate goals are to achieve above-market growth, sustainable profitability improvement, and a double-
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 add three percentage points to our margin to, securing a 10% margin. Profit 
generated through efficiency improvements will be reinvested in our brands, leading to high-quality growth. 
We expect overall growth to be between 2% and 5%, moving toward our 2030 target of above 10% operating 
profit margin. 



 
 

 

 

Support 
Japan 050.5212.7790      

Tollfree  0120.966.744 Email Support   support@scriptsasia.com 
19 

 

Internal 

 

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

 

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 potential. At the 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 efficiency-driven approach tailored to the characteristics 
of each market. We will not pursue M&A or diversification merely for the sake of expanding scale. 

 

We are defining category-specific 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 cutting-edge technologies. Preparations are complete to launch high-impact 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 
proprietary technologies. 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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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 JPY100 billion brand. At the same time, we are reassessing the 
positioning of each brand based on their current cultural situation. 

SHISEIDO will 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 EMEA-centric, will now aim for accelerated growth across all regions. 

Additionally, in high-growth 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 and profit models reassessed, guiding future investment decisions. 
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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 through expanded regional presence as well. Across all focused brands, 
we will ensure growth that consistently outpaces the market. 

 

 

This slide illustrates how we will achieve growth. 
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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 and SKU optimization to maximize profitability from 
growth. 

 

Going forward, our growth will be driven by overwhelming 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, corporate-wide 
application of technology. The strongest 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 company-wide 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 compelling new products, we will be able to emerge as a winner. 
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We will also accelerate growth by expanding global reach. In Fragrances, 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 luxury brand to 
deliver unparalleled brand experiences to affluent consumers worldwide. 
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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. 

 

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 can be built. 

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 sales of ancillary products and encourage trade ups by endorsing 
behavioral changes triggered by beauty checkups. 
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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 co-creation with other industries, and 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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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 experiences. IŜǊŜ ŀƎŀƛƴΣ ǿŜ ǿƛƭƭ ƭŜǾŜǊŀƎŜ {ƘƛǎŜƛŘƻΩǎ ǎǘǊŜƴƎǘƘǎ ǘƻ ŎǊŜŀǘŜ ŘŜŜǇŜǊ ŎƻƴƴŜŎǘƛƻƴǎ 
between each consumer and the brand, achieving high-quality growth and improved marketing efficiency 
through a multifaceted approach. 

We will manage our portfolio with discipline and strategy, streamlining non-focused brands to ensure overall 
efficiency, further strengthening core brands, and maintaining appropriate financial discipline. At the same 
time, we will boldly take on new challenges to respond quickly to market trends. 
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The second strategic pillar is to evolve global operations.  

 

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 the Company and achieve overall optimization. 

To achieve this, cross-functional teams across regions and functions will be organized, aiming to maximize the 
speed and effectiveness of problem-solving.  
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The use of digitization and AI technologies is essential for achieving 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 and optimize IT investments, including reducing outsourcing 
costs and eliminating legacy systems. Strengthened AI investments will enhance our technological assets and 
value development capabilities, advance and automate back-office operations, and improve customer 
experience and loyalty. 
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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, we 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 company-wide strategies.  

Under the new executive structure announced today, we will further deepen global unity. 
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Internal 

The third strategic pillar is to drive sustainable value creation.  

 

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 ShiseidoΩs values, 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 invest a threefold level of 2025 in leadership development, including global mobility. 

 


