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We believe beauty inspires hope and empowers happiness,

contributing to a world of wellness and a lifetime of fulfillment 

for all things living.

Since our founding, we have expanded the possibilities of 

beauty through innovations to discover and create new value.

With the power of beauty, we strive to create a better, 

more sustainable world for all.



THE SHISEIDO PHILOSOPHY
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THE SHISEIDO PHILOSOPHY consists of:

, 

which is the reason we exist 
since our founding.

1

embodies our unique heritage 
of over 150 years.

2

serve as the working principles 
we live by.
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THE SHISEIDO PHILOSOPHY

In our quest to become 

the most trusted beauty company in the world 

and remain vital for the next 100 years and beyond, 

THE SHISEIDO PHILOSOPHY is our guiding light.

For each and every member of the global Shiseido family, 

THE SHISEIDO PHILOSOPHY is at the heart of everything we do 

as we strive to be a global winner with our heritage.

https://corp.shiseido.com/en/company/philosophy/
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their beautiful presence for years to come.

Key Visual Concept

This interactive PDF is optimized for use with Adobe Acrobat.

Icons

Contents of the Integrated Report

External Link

24
29
30

Financial Strategy: Message from the CFO
Corporate Strategies
SHIFT 2025 and Beyond
30 Our Vision and Background Behind

Our Strategy

40
45

49
52

Messages from the Brand Heads
Beauty Innovation Strategy: 
Message from the CM&IO
People Strategy: Message from the CPO
2024 Results and Regional Overview

31 Action Plan 2025-2026
31 Overview
32 Brand Portfolio Transformation
35 Regional Strategies
39 Cost Structure Transformation

1
2
3

Business Strategy



Reporting 
Period

January 2024 – December 2024
Some information may refer to organizational structures and initiatives for 2025.

Organization Shiseido Company, Limited and its consolidated subsidiaries (collectively, the Shiseido Group)

Reference 
Guidelines

In the section of this report concerning Shiseido’s value creation, we have referred to the 
International Integrated Reporting Framework of the International Financial Reporting 
Standards Foundation and the Guidance for Integrated Corporate Disclosure and 
Company-Investor Dialogues for Collaborative Value Creation of the Ministry of Economy, 
Trade and Industry of Japan.

Date of Issue April 2025

Guided by Investor Insights
Shiseido has faced significant challenges in recent years due to rapid changes in the market 
environment, leading to tough business conditions. Launched in 2023, our medium-term strategy, “SHIFT 
2025 and Beyond,” focuses on strong investments in brands, innovation, and people, while executing 
bold structural reforms to return to a growth trajectory. Starting in 2025, Shiseido is implementing the 
“Action Plan 2025-2026” to establish a resilient business structure capable of achieving sustainable 
profitable growth amid volatile markets.
Given these circumstances, this report has been designed to address the questions and concerns of the 
capital market, sharing updates on our reforms and initiatives based on feedback from investors. 
Specifically, the report features messages from our newly appointed CEO and CFO, along with highlights 
of brand initiatives, innovation strategies, and people strategies, enriched by insights from respective 
leaders. Additionally, it offers clear and concise explanations of our brands and regional portfolio 
strategies, investment allocations, and enhanced financial governance to ensure transparency and 
accessibility.
We would greatly appreciate any feedback you may have after reading the report.

Publication of Integrated Report 2024 Editorial Policy

For the relevant financial information, please refer to      Annual Securities Report, which is available in the Investors section of the 
Shiseido Group corporate information website.
In this report, statements other than historical facts are forward-looking statements that reflect our plans and expectations. These 
forward-looking statements involve risks, uncertainties, and other factors that may cause actual results and achievements to differ from 
those anticipated in these statements.

Disclaimer

CEO, CFO, and the 
integrated report team 
from IR Dept.

About this Report
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Shiseido Integrated Report Survey

Information Disclosure

Financial InformationPre-Financial Information 

Report

Briefing

Corporate 
Website

IR Events

Sustainability Report

Corporate Governance Report

Integrated Report

Annual Securities Report

Innovation Conference Financial Results Briefings

Individual Investor Briefings (Japanese Only)

Innovation IR Library

Corporate Governance Stock and Bond Information

Sustainability

https://corp.shiseido.com/en/sustainability/report.html
https://corp.shiseido.com/en/rd/conference/
https://corp.shiseido.com/jp/ir/investors/briefing.html
https://corp.shiseido.com/en/ir/library/event/
https://corp.shiseido.com/en/ir/library/tanshin/
https://corp.shiseido.com/en/ir/account/governance/pdf/egover.pdf
https://corp.shiseido.com/en/rd/
https://corp.shiseido.com/en/ir/governance/
https://corp.shiseido.com/en/ir/sustainability/
https://corp.shiseido.com/en/ir/library/
https://corp.shiseido.com/en/ir/issue/
https://corp.shiseido.com/en/ir/library/financial_statements/
https://corp.shiseido.com/en/ir/library/financial_statements/
https://forms.office.com/r/siuVnmwqDx
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Launch of New Management 
Structure
Starting in 2025, Shiseido introduced a new 
management structure, with Kentaro Fujiwara 
as Representative Corporate Executive Officer, 
President and CEO and Ayako Hirofuji as 
Representative Corporate Executive Officer. 
The entire organization is committed to driving 
reforms to achieve sustainable growth and 
improve profitability.

Challenging Business 
Performance
We faced difficulties in the China, Travel Retail, 
and Americas Businesses. However, significant 
profit growth in Japan and company-wide cost 
management efforts enabled us to achieve the 
core operating profit target which was revised 
down at the time of Q3 results announcement.

Action Plan 2025-2026
Shiseido announced a business strategy to be 
executed over the next two fiscal years to build 
a resilient business structure for sustainable 
profit growth amid an increasingly volatile 
market. Employee briefings were also held to 
ensure alignment.

Improved Profitability Through 
Structural Reforms in Japan
We unveiled “Mirai Shift NIPPON 2025,” our 
business transformation plan, which is built on 
three pillars: “Sustainable growth,” “Building a 
profitable foundation,” and “Human capital 
transformation.” The Company advanced 
steady structural reforms, achieving 
approximately 10% growth* for two consecutive 
years in Japan, along with strong profitability.

1

2

3

4

* Excluding the impact of business transfers

1

2

3

4
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Blockbuster Success of Our 
Foundation Serum
A groundbreaking concept led to the creation of 
“skin beautifying serum,” establishing a new 
market for Foundation Serums. Through 
innovative value-creation marketing, the 
Company revitalized sales growth and 
expanded its reach to new, younger consumers.

Continued Strong Performance of 
Clé de Peau Beauté
Clé de Peau Beauté renewed its iconic The 
Serum, blending cutting-edge science with 
luxury. As a result, the brand achieved 3% 
global growth year-on-year, while the Japan 
Business recorded low 20% growth.

NARS Celebrates 30th 
Anniversary
With its bold messaging, artistic creativity, and 
innovative edge, NARS has strengthened its 
global brand equity. Its new product lineup, 
which embodies Shiseido’s skin beauty 
strategy, drove growth.

Strong Growth of ELIXIR
The launch of ELIXIR’s Youth Accelerator 
Serum and strong performance of hero 
products led to 8% global growth year-on-year 
and high teen% growth in the Japan Business. 
ELIXIR solidified its position as Japan’s No.1* 
skincare brand for 18 consecutive years.

Acquisition of Dr. Dennis Gross 
Skincare
Shiseido acquired the U.S.-based 
dermatologist-led prestige skincare brand. This 
acquisition enhances our portfolio in the 
derma-medical beauty segment, an area of 
opportunity for the Company.

5

7

8

9

* INTAGE SRI/SRI+, Basic cosmetics, Main series ranking. 
Estimated sales amount (January 2007–December 2024)

6

5 8

6

9

7
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Strengthening People & Culture 
Initiatives
Shiseido globally defined the vision for our 
organizational culture and workplace as a 
“Beauty Innovation Atelier” an ideal 
environment for value creation, which is shared 
with all employees worldwide.

28th Top Award at the IFSCC*
Shiseido’s research team has presented 
research of Melanoaging: uncovering and 
resolving an age-spot specific metabolic 
change and cellular senescence caused by 
excessive melanin deposition. This 
breakthrough was recognized with the top 
award in the Podium Presentation Basic 
Research category.

Global Girls’ Education and 
Economic Support
Through a partnership with UNICEF, Clé de 
Peau Beauté supports the empowerment of 
girls through education. To witness the impacts 
of this partnership in person, we visited 
Bangladesh, one of the focus countries.

Completion of ISO 45001 
Certification
All 11 global production sites have successfully 
obtained ISO 45001 certification in alignment 
with Shiseido Vision Zero Declaration (Safety 
Declaration), which serves as the Shiseido 
Group’s safety action guidelines to ensure zero 
lost time accidents in the workplace.

10

11

12

13

* The International Federation of Societies of Cosmetic 
Chemists (IFSCC): an international organization where 
cosmetic engineers from around the world gather for the 
development of more functional and safer cosmetic 
technologies

1110

13

12



Director, Representative Corporate Executive Officer
President and CEO

Kentaro Fujiwara

Shiseido is dedicated to completing structural reforms through the “Action Plan 2025-2026,” 

creating a resilient business model while staying true to our core values to achieve sustainable growth. 

Our mission, BEAUTY INNOVATIONS FOR A BETTER WORLD, 

drives us to enrich society and nurture the human spirit through the power of beauty.

Message from the CEO
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“What is beauty?” “What does Shiseido mean to you?” 
When I became CEO in January 2025, I posed these 
questions to every employee. These questions 
stemmed from a challenge I had come to recognize 
during my two years as President and COO: while 
navigating external environmental changes, I realized 
important issues to be tackled lies internally–our 
inability to fully adapt to evolving market conditions. 
Shiseido has repeatedly overcome external challenges 
throughout its 150 years of history. In a highly volatile 
external environment of today, it is more important 
than ever to reaffirm our corporate mission, BEAUTY 
INNOVATIONS FOR A BETTER WORLD, and to ask 
ourselves how our business can contribute to society. 
I wanted to revisit our approach towards value 
creation and share this pursuit with our employees.
My vision for Shiseido is to create value that touches 
hearts and enriches lives. Beauty has the power to 
uplift spirits and spread kindness. The beauty of 
cosmetics is its ability to inspire confidence and 
positivity. We believe in the power of beauty that 
creates value to enrich our lives and will stay 
committed to creating social and economic values by 
delivering high-added-value products and services. 
While AI and other technological advancements make 
imitations easier than ever, we must establish our own 
unique way of value creation, driving high-added-
values that reflect our ultimate core values.
We strive to create unparalleled value that nourishes 

people’s lives and society by combining our unique 
knowledge and technology that encompass skin, body 
and mind with aesthetic values and culture that have 
been cultivated throughout our history.
(    Value Creation Process)

Towards 2030, Shiseido aims to create value for a 
sustainable society where everyone can enjoy a 
lifetime of happiness through the power of beauty.
We are committed to fostering a diverse and inclusive 
society where every individual feels respected and 
empowered, while ensuring that beauty coexists 
harmoniously with nature.
Shiseido has long embraced a “PEOPLE FIRST” 
philosophy, fostering an inclusive environment where 
employees—the source of our value creation—can 
thrive and bring their diverse backgrounds to work. 
The key to unlocking their potential and driving 
transformation lies in Diversity, Equity & Inclusion 
(DE&I). In today’s uncertain business environment, 
continuous value creation depends on embracing 
different perspectives. At Shiseido, we embrace DE&I 
as a powerful asset and take on the responsibility to 
drive change in Japan. We launched the Shiseido 
DE&I Lab, which explores the relationship between 
diversity and corporate value. Our goal is not only to 
drive internal changes but also to share our insights 
with society, paving the way for broader 
transformation.

We are also committed to leading the industry in 
sustainability. By leveraging our culture and 
technology, we aim to inspire behavioral shifts among 
consumers. For instance, our revolutionary “Sun Dual 
Care” technology goes beyond UV protection—it 
converts sunlight into light that is beneficial to the skin, 
embodying coexistence with nature. We have also 
partnered with JFA*1 to provide sun care education for 
children in Asia, helping them understand the benefits 
of sunlight for their physical and mental well-being.
(    Message from the CM&IO) 
(    Message from the CPO)
(    Sustainability)

To ensure sustainable growth, we must confront the 
challenges of today’s business environment and 
implement fundamental solutions to shape the society 
we aspire to create. While we are making solid 
progress in our ongoing structural reforms, core 
operating profit declined for a second consecutive 
year in 2024, and our net profit turned negative. Free 
cash flow was also negative, forcing us to make the 
difficult decision to reduce dividends. While the post-
pandemic market directly impacted our performance, 
the fundamental issue lies in our organization’s 
inability to respond effectively to external changes.
In terms of the business structure, it is essential to 
establish a well-balanced regional mix for both sales 
and profits. Over the past two years since 2023, the 

Reflecting on Our Core Values 
in Times of Challenges

Creating Social Value Through Our Core 
Business

*1 Japan Football Association

Addressing Core Challenges for 
Sustainable Growth



an early retirement incentive plan for approximately 
1,500 employees. As a result, we achieved a significant 
year-on-year increase in core operating profit of over 25 
billion yen, with the margin recovering back to 
approximately 10%.
The key to this success was strategic resource 
allocation. This meant deciding what to stop doing. As a 
result, we have been able to streamline our processes 
and organization, clarify priorities at the frontline, and 
evolve the business so that each employee’s actions 
now directly contribute more effectively to our profit. In 
our communications with employees, we stressed the 
importance of having a healthy sense of urgency. 
I believe that this driving force of transformation only 
emerged because employees themselves dared to 
challenge the status quo.
In addition, we have continued to reorganize our China 
Business by closing unprofitable stores and optimizing 
our human resource allocation. We are transitioning to a 
profit model that remains resilient against external 
factors, allowing us to achieve profit growth even in the 
face of declining revenue due to the challenging 
conditions in 2024.

With these insights, we have developed the “Action Plan 
2025-2026,” which aims to complete structural reforms 
and build a resilient business model that can achieve 
stable profit growth amid market volatility over the next 
two years—no matter what it takes. Our strategy is 

anchored on two key pillars: reinforcing our brands and 
rebuilding a profitable foundation. To support this, we 
will further enhance operational governance, including 
financial and management capabilities.
(    Action Plan 2025-2026)

Reinforcing Our Brand Foundation: 
Our brands serve as the connection point with 
consumers, and strong brand loyalty is the fundamental 
key to success of our efforts towards building a resilient 
business foundation. We are channeling our expertise, 
innovations, and creative insights into our key brands; 
“Core 3” and “Next 5” to fully maximize our unique

Message from the CEO
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Commitment to Completing 
the “Action Plan 2025-2026”

Build Resilient Business Model for 
Sustainable Profit Growth 

amid Volatile Market Conditions

Enhance Operational Governance

Reinforce 
Brand 

Foundation

Rebuild 
Profitable 

Foundation

lackluster performance of our China and Travel Retail 
Businesses has significantly impacted overall business. 
This is due to an imbalanced portfolio with a high 
reliance on Chinese consumer demand and lower 
profitability in other regions.
In terms of profit structure, heavy fixed costs pose a 
major challenge. A cost structure where profitability is 
highly sensitive to sales fluctuations poses risks in an 
ever-changing market. Addressing this is an urgent 
priority for long-term financial stability.
In future planning, we will shift our focus from market 
growth and sales expansion to more agile approach 
that allows us to make strategic adjustments by 
reviewing our business plans according to the changes 
in market conditions in order to ensure consistent 
profitability.
(    Message from the CFO)

The structural reforms in the Japan Business to tackle 
these underlying challenges have delivered tangible 
results. Since 2024, as Japan Region CEO, I have also 
been more engaged in the field, focusing on our 
business transformation plan: “Mirai Shift NIPPON 
2025.” In 2024, our key brands and hero products saw 
significant growth through our selection and 
concentration strategy, driving overall revenue growth 
of approximately 10%. Additionally, we improved gross 
profit margins through a better product mix and cost 
savings from structural reforms. These reforms included 
optimized operations, reduced indirect expenses, and

Tangible Results in 2024

Goals of the Action Plan 2025-2026



identity and industry-leading R&D capabilities. Shiseido 
is globally renowned for its research excellence, 
underscored by our record-breaking awards at the 
IFSCC*2. Since 2021, we have been reinventing brand 
innovation, prioritizing a selection and concentration in 
key focus areas to seamlessly integrate R&D 
achievements into our brands and products. This 
dynamic approach has directly resulted in the creation 
of our new hero products. In 2025, we will strategically 
invest in high-priority areas with new product launches, 
leveraging our cutting-edge technology.
Brand-building goes beyond research and 
development—it also involves embracing the cultural 
identity behind each brand. In today’s digital landscape, 
products that generate buzz often overshadow a deeper 
understanding of the brand itself. We are determined to 
go beyond creating products that simply capture 
attention; we channel our research and technological 
expertise into each brand’s narrative and philosophy, 
thereby enhancing brand equity and cultivating a loyal 

user base. A prime example is our “Foundation Serum,” 
which became a major success in 2024. Both the 
benefits and the new concept of a “skin beautifying 
serum” that resonates with consumers, resulted in a 
growing base of loyal users and successfully 
established a new market.
We plan to increase our marketing investments with an 
additional 30 billion yen cumulatively*3 between 2025 
and 2026, on top of the 2024 baseline. In executing this 
plan, we will shift from the previous bottom-up, region-
centric approach to a more top-down strategy that 
optimizes global brand initiatives, ensuring a more 
strategic and concentrated allocation of resources. To 
bring our brands closer to consumers and adapt to 
market diversification, we established a brand satellite 
office in China ahead of other regions. Moving forward, 
we will establish a globally unified framework while 
flexibly prioritizing products to meet local market 
demands, advancing a multi-layered marketing strategy.
Additionally, we will further enhance the operational 

framework of our brand management. To that end, we 
have established a new committee comprised of the key 
brand leaders to provide comprehensive oversight on 
the process of brand portfolio optimization across the 
organization. We have also established a framework to 
execute performance monitoring using standardized 
KPIs across brands, a prompt analysis of risks and 
opportunities, and strategic investment allocations to 
help drive strategic optimization across brands and 
maximize return on investments.

Rebuilding a Profitable Foundation: 
We will build a lean and resilient P/L structure that 
directly links brand growth to profitability. To achieve 
this, it is essential to improve profitability across all 
regions. We will expand the cost reduction initiatives 
originally set for Japan and China from 2024 to 2025 
(over 40 billion yen) to a global scale, targeting more 
than 25 billion yen in cost savings by 2026, with a 
primary focus on the Americas and global headquarters. 

Message from the CEO
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Examples of New Products Incorporating Cutting-Edge Research and Technology to Be Launched in 2025

*2 The International Federation of Societies of Cosmetic Chemists (IFSCC): An international organization where cosmetic engineers from around the world gather for the development of safer and more beneficial cosmetic technologies
*3  (Increment for 2025 vs. 2024)×2 + (Increment for 2026 vs. 2025)



The expertise and successful results from these cost-
saving measures in Japan and China will serve as a 
model for other regions. Our structural reforms present 
a pivotal opportunity to reassess traditional processes 
and frameworks, ensuring the successful completion of 
cost structure reforms. We are committed to 
accelerating execution across the organization.

Management Strategy: 
Our goal is to achieve a core operating profit margin of 

7% by 2026 through these initiatives. Over the next two 
years, we will elevate profitability to the highest level we 
achieved since the COVID-19 pandemic, creating a 
financial structure that supports reinvestment in our 
brands. We expect a CAGR of 3% in net sales during 
this period. Strengthening our balance sheet is a priority, 
and we will continue advancing our asset-light initiatives 
to improve capital efficiency. Our targets for 2026 
include an ROIC of 5% and an ROE of 7%. While these 
figures represent progress, they are milestones that we 

Message from the CEO
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*4 Excluding impacts from FX

(Billion yen)

Targets and Strategies for the Action Plan 2025-2026 Net Sales Core Operating Profit Core OPM

Reinforce
Brand 

Foundation

Core 3 and Next 5: Accelerate growth through focused investments 
with strong innovation pipeline Robust growth

with enhanced
brand portfolio

Selection and concentration: strategic review on brand portfolio

Full impact to be materialized
to drive higher profitability 

Build leaner P/L shape 
in Japan and China 

through cost reduction

Expand the scope with 
"no sacred cow,“

complete all major 
actions

Structural
Reforms

2024 20262025

990.6

36.4 36.5

995.0

2024-2026
CAGR

LfL*4 +3%

3.7%

2027

3.7%

7%

are determined to exceed.
The success of this action plan depends on our ability 
to execute swift and decisive actions, and the key word 
for our success is: “ACT and DELIVER.” From 2027 
onwards, we will shift our focus towards achieving more 
dynamic business growth. Our profitability goal is to 
reach a double-digit in core operating profit margin as 
soon as possible, ensuring our competitiveness against 
the global peers.

When I first joined Shiseido, the workplace was 
incredibly free-spirited. Senior colleagues were 
constantly exploring new ideas, asking how they could 
delight consumers or make things more exciting, 
fostering an environment where bold, innovative ideas 
were brought to life. I am committed to upholding our 
spirit of daring to share the ideas that inspire us.
We believe in recognizing true beauty for what it is and 
in continuing to share bold, inspiring ideas with the 
world and nourishing society.
As CEO, I will lead with conviction, driving a two-year 
period of intensive reforms from 2025 to 2026 to rapidly 
establish a foundation for growth. Shiseido will move 
forward with greater agility and resilience, continuously 
challenging itself with unwavering commitment to enrich 
people’s lives and society through the power of beauty.

Daring to Share the Ideas That Inspire 
Us
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2024 Results

Corporate Information

Founded

1872
Position amongst 
Japan and Asia 
Beauty Companies*1

No.1

Our People

Employees*2

Total

Women at Management Level*3

59.5%
Japan 41.1%
Overseas 72.1%

(Like-for-like*4 −1%)

Net Sales

¥990.6 bn

ROIC

0.6%

Core Operating Profit / Margin

¥36.4bn / 3.7%
(YoY −9%、−0pts)

ROE

−1.7%
(YoY −5pts)

Sales Ratio
by Category

Premium
26% (YoY +0pts)

Fragrance
8% 
(YoY +1pts)

Others
5% (YoY −0pts)

Prestige
61% (YoY −1pts)

Net Sales by
Reportable
Segment

Asia Pacific
7% (YoY +0pts)

China
25% 
(YoY −0pts)

Americas
12% (YoY +1pts)

Travel Retail
11% (YoY −3pts)

EMEA
13% 
(YoY +1pts)

Japan
29% 
(YoY +2pts)

Other*5

3% (YoY −1pts)

*1 WWD Beauty Inc‘s The 2023 Top 100 Beauty Companies
*2 The number of employees includes full-time employees and temporary employees. Temporary 

employees refer to contract employees and part-time workers and exclude dispatched employees 
*3 As of January 1, 2025 for Japan; as of December 31, 2024 for overseas
*4 Excludes impacts from FX, business transfers and acquisition
*5 Includes HQ functions, IPSA Co.,Ltd., manufacturing operations, the restaurant business, and the 

healthcare business (sale of health & beauty foods) 

Approx. 33,000
Position amongst Global 
Beauty Companies*1

No.8
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Management

● 1934 Launched Miss Shiseido 
promotional campaign as a 
forerunner of today’s beauty 
consultants

● 1980s‒ Improved work environment to 
encourage active participation of 
women employees 
as well as 
their diverse 
working styles

● 1916‒ Established the foundation of 
research

● 1948‒ Developed cosmetics embracing 
the realm of modern science

● 1960s‒ Focused on physical chemistry, 
dermatology, 
and hair 
research

● 1897 Launched Eudermine, 
the long-selling skin lotion

● 1982 Established Clé de Peau Beauté

● 1983 Established ELIXIR

● 2000 Acquired NARS

Value creation at Shiseido centers around three key business resources: Brands, Innovation, and People. These resources are our value drivers for future growth.

Brands Innovation People

Founded in Ginza, Tokyo as Japan’s 
first private Western-style pharmacy

Stepped into the cosmetics 
business

Established the foundation of 
the business

Established 
regional 
footprints 
across the 
globe

● 1872

● 1897

● 1910s
‒30s

● 1950s‒

● 2017 Women manager ratio in Japan 
reached 30%

● 2018 English became the official 
language at Global 
Headquarters

Strengthened Beauty Wellness 
domain
Enhanced use of digital and AI

Launched a global matrix management 
system, cross-matching regions and 
brands

● 2019 Introduced THE SHISEIDO 
PHILOSOPHY

Focused on global prestige categories
● 2019 Acquired Drunk Elephant

Strengthened investments in peopleEstablished 
DYNAMIC HARMONY

Rebuilt business foundation for growth Focused on skin beauty

‒ Medium-to-long-term strategy

‒ Medium-term strategy

‒ Medium-to-long-term strategy



Value Creation Process

17

Production Sites 
and Structure
Manufacturing 

Capital

Value Chain and 
Engagement

Social Relationship 
Capital

Raw Materials 
and Energy

Natural Capital

Financial Capital

Brand Equity
Intellectual Capital

Management Resources

Management 
Resources

THE SHISEIDO PHILOSOPHY

THE SHISEIDO 
PHILOSOPHY

Business Strategy

Business Strategy

Realize a sustainable world where everyone can enjoy 
a lifetime of happiness through the power of beauty

No.1 in skin beauty

Expand the skin beauty category
Aggressive investment in brands, innovation, and people

Further global growth acceleration
Continuous DX

Value Creation Drivers

Enhanced Brand Equity

People and Culture
Human Capital

Science and 
Technologies

Intellectual Capital



Management Resources
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In promoting our value creation strategy, we have summarized Shiseido’s key and distinctive management resources in the table below.
We have identified challenges from both internal and external circumstances and outlined a clear direction for resource allocation to enhance the value we create.

Critical Themes Related Indicators*1 Challenges Resource Allocation

Brand Foundation
⚫ Brands with sales exceeding ¥100 bn : 3 (Core 3)

⚫ Sales Ratio of Core 3 and Next 5 brands: Over 70%

⚫ No.1 selling products in Japan: ELIXIR*2, ANESSA*3

⚫ Acceleration of brand 
development

⚫ Enhancement of added 
value

⚫ Strengthening CRM and 
integrating consumer data 
and touchpoints

⚫ Focusing on Core 3 and Next 5 brands
⚫ Expanding loyal user base
⚫ Meeting local needs
⚫ Providing the best beauty experience for 

each individual based on data
Consumer Insights ⚫ Brand flagship stores : 150

⚫ Accumulation of Consumer Profile

Global R&D Structure
⚫ R&D bases : 6
⚫ Number of researchers*4 : Approx. 1,200

⚫ Developing new areas
⚫ Optimizing the GIC, RICs*7, 

and brand collaboration

⚫ Skin beauty category
⚫ Inner beauty category
⚫ Establishing a multi-hub network

Solidifying Our Position in 
Cosmetics and Creating the 
Foundation for Future Growth

⚫ Awards Received at IFSCC*5 Congresses and Conferences*6 : 32
⚫ R&D expense ratio : 2.7%

Open Innovation ⚫ Promoted joint research projects with multiple academic partners

Diverse Professionals

⚫ Employees : Approx. 33,000
⚫ Nationality of Employees : Approx. 100
⚫ Women at management level : 59.5%*8

   (Japan: 41.1%, Overseas: 72.1%)
⚫ Filling our company with 

employees who drive the 
future with a commitment 
and passion for beauty

⚫ Creating an organizational culture
⚫ Acquiring and developing leaders to lead 

changeProfessional Development and 
Recruitment Infrastructure ⚫ Digital Academy participants : 10,600 (32% of all employees)

Employee Engagement ⚫ Positive engagement score : 68%

*1 As of December 31, 2024, or 2024 full year results
*2 INTAGE SLI skincare market. Main series ranking, January-December 2024 (Estimated sales amount)
*3 INTAGE SRI+ sunscreen (milk type) Value share, January-December 2024
*4 Including research staff
*5 The International Federation of Societies of Cosmetic Chemists (IFSCC): An international organization where cosmetic engineers from 

around the world gather for the development of safer and more beneficial cosmetic technologies

*6 As of December 2024. Total number of top awards and honorable mentions
*7 GIC: Global Innovation Center   RIC: Regional Innovation Center
*8 As of January 1, 2025, for Japan; as of December 31, 2024, for overseas

People and 
Culture

(Human Capital)

Science and 
Technologies

(Intellectual Capital)

People Strategy

Beauty Innovation Strategy

Messages from the Brand Heads

Brand Equity
(Intellectual Capital)
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Critical Themes Related Indicators*1 Challenges Resource Allocation

The Highest Standard of 
Uncompromising Shiseido 
Quality

⚫ Product recalls for consumers and/or distributors with public notices: 0 ⚫ Establishing a global system 
for quality, safety, and 
sustainability

⚫ Improving the overall 
accuracy of supply-demand 
forecasts

⚫ Improving productivity
⚫ Shortening lead time

⚫ Improving productivity through DX-
enhanced operations

⚫ Establishing and developing a global 
occupational health and safety 
management system

⚫ Optimizing global logistics and production 
systems

Flexible and Agile Product 
Supply and Productivity 
Efficiency

⚫ COGS ratio : 24.0% (like for like 23.4%*2)

⚫ Inventory turnover ratio*3  : 6.4

Global Production Network ⚫ Production sites : 11

Consumer Engagement
⚫ Cultivating self-efficacy through the power of beauty

Shiseido Life Quality Makeup activities: 4 countries/regions 48,440 people
⚫ Building a circular model for 

co-creating consumer value
⚫ Procuring raw materials 

sustainably and responsibly

⚫ Strengthening collaboration with various 
organizations

Supplier Engagement
⚫ % of Tier 1 suppliers assessed*4 : 100% 
⚫ % of strategic suppliers assessed : 100% 

Energy and CO2
⚫ CO2 emissions reduction: SBTi, Scope 1 + 2*5 : Plan to disclose in 2025
⚫ CO2 emissions reduction: SBTi, Scope 3*6 : Plan to disclose in 2025

⚫ Reducing environmental 
footprint (CO₂, water, waste)

⚫ Reducing the use of
single-use plastics

⚫ Upgrading facilities to reduce 
environmental footprint

⚫ Developing eco-friendly formulas and 
packaging

Resource Usage
(Water, Waste) ⚫ Water consumption reduction*7 : 46% (2023 results*8)

Resource Usage
(Raw Materials)

⚫ Switching to sustainable packaging*9 : 69% (2023 results*8)

⚫ Replacement with sustainable palm oil*10 : 51% (2023 results*8)

⚫ Replacement with sustainable paper*11 : 100% (2023 results*8)

Profit Structure
⚫ Core operating margin : 3.7%

⚫ Prestige sales ratio : 61%

⚫ EBITDA margin : 9.0%
⚫ Improving capital efficiency
⚫ Cultivating cash culture
⚫ Sharpening financial 

governance and
accountability

⚫ Proactive investment in focus areas
⚫ Complete structural reforms

Capital Efficiency
⚫ ROIC*12 : 0.6%

⚫ ROE : −1.7%

Value Chain 
and Engagement

(Social Relationship Capital)

Raw Materials 
and Energy

(Natural Capital)

Production Sites 
and Structure

(Manufacturing Capital)

Financial Capital

Major Initiatives - Society

Supply Network

Sustainability

Financial Strategy

*1 As of December 31, 2024, or 2024 full year results
*2 Excludes FX and business transfer impacts
*3 Net Sales÷Inventories (average of the beginning and ending balances)
*4 Scope: All regions, key Tier 1 suppliers
*5 At all our sites (compared to 2019). Includes our goal of achieving carbon neutrality by 2026 

(covering all our sites, including carbon offsetting)

*6 Throughout our value chain, excluding Shiseido sites, economic intensity target 
(compared to 2019)

*7 Economic intensity across all our sites (compared to 2014)
*8 2024 results is planned to be disclosed in 2025
*9 For plastic primary packaging 

*10 Certified under RSPO’s physical supply chain model, based on identity preserved,
       segregation, and/or mass balance, measured in palm oil equivalent weight
*11 Including certified paper or recycled paper used in products, measured by paper weight
*12 Operating profit × (1 - Tax rate) / (Interest-bearing debt (average of the beginning and
       the ending balances, including lease liabilities) + Equity attributable to owners of parent
       (average of the beginning and the ending balances))

https://corp.shiseido.com/en/company/supplynetwork/


As we strive to realize our corporate mission and vision for 2030, 
brand enhancement is not only fundamental to our value creation 
but also vital to our existence, since it directly impacts consumers 
and society. Under the strategic positioning of each brand in our 
portfolio, Shiseido is concentrating resources on its core skin 
beauty category, a sector where market growth is expected. Based 
on a thorough understanding of consumer insights, we create ideas 
and build brands that resonate with consumers’ sensibility, aiming 
to continuously create high-value-added brands unique to Shiseido.

Value Creation Drivers
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* The figures from 2022 to 2024 exclude the impact of business transfers

Brands

Trends of Prestige Sales Ratio*
Over 70% 
for Core 3 
and Next 5

2024
Core 3
Over 50%

Next 5
Over 20%

Other

Core 3 Brands Next 5 Brands

2019 2020 2021 2022 2023 2024

61%

46
47

50

60 61

Net Sales by Brands
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*1 Kansei in cosmetics goes beyond mere response to stimuli. It aligns with aesthetics, arts and culture, and consumer values and 
lifestyles in an attempt to create new value that resonates with consumers on sensory (visual, olfactory, tactile), emotional, cognitive, 
and aesthetic levels

*2 The International Federation of Societies of Cosmetic Chemists (IFSCC), an international organization where cosmetic engineers from 
around the world gather for the development of more functional and safer cosmetic technologies

*3 As of December 2024. Total number of top awards and honorable mentions. 

*4 Areas of competitive advantage, such as skincare, sun care, and base makeup / Areas where we can utilize and expand our existing 
strengths, including medical beauty and sensitive skincare

*5 Sustainable raw materials, formulas, ingredients, and product development, etc.
*6 Beauty devices and ingestible beauty such as supplements

Resources

Resources
Value Creation

Value Creation
Output

Output
Outcome

Outcome

Circular value creation*5

Challenges in new areas*6 Create the foundation for 
future growth

Solve environmental and 
social issues

Strength in 
basic research

Collaboration of six 
innovation centers 
around the world

Use of external 
resources

Diverse 
professionals

R&D
Philosophy
DYNAMIC 
HARMONY

Future Beauty
INNOVATION

Equity enhancement of 
existing brands*4

Solidify our position in 
cosmetics

Skin Beauty
INNOVATION

Maximize ROI 
through extensive 

use of research 
findings

Awards Received at IFSCC Congresses and 
Conferences / Comparison with Domestic 
and International Competitors*3

Innovation

Throughout its long history, Shiseido has established superiority in 
dermatology, material science, and kansei*1 research while 
consistently pioneering new categories and markets such as aging 
care and ultraviolet (UV) protection, as proven by the awards 
received from the IFSCC*2. Since 2021, we have been promoting 
brand innovation reforms to leverage these industry-leading R&D 
capabilities for brand growth. In addition to establishing our R&D 
philosophy of DYNAMIC HARMONY and reorganizing R&D 
functions and systems, we are working towards beauty innovation 
based on three pillars of innovation and the “De-monoculture 
(embracing change, preserving traditions)” approach.

Beauty Innovation Strategy

Shiseido Competitors

12 
9 

6 
4 

1 1 

32

Sustainability 
INNOVATION
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Global Employee Engagement Survey
Positive Engagement Score*3

Resources

Resources
Output

Output
Outcome

Outcome

*1 The concept of “beauty” extends beyond physical appearance to include diverse possibilities such as the beauty of sound, the beauty of omotenashi hospitality, and the beauty of dedication
*2 As of January 1 of each year for Japan; as of December 31 of the previous year for overseas
*3 Survey conducted every two years. A survey agent for questions was changed in 2022

Drive innovation 
and expand sales 

and profit

People

Women at Management Level*2

People Strategy

Based on our PEOPLE FIRST philosophy, Shiseido signifies our 
belief that our employees are the source of value creation and our 
most valuable asset. We have consistently invested in our people 
and organizational culture to enhance the beauty innovations. To 
achieve our corporate mission, we placed the “Sense of Beauty*1” 
and the cultivation of human potential—values we have inherited 
over our 150-year history—at the forefront of our efforts. We are 
focusing on acquiring and strengthening individuals who are 
determined and passionate for innovation to execute business 
strategies. We are also committing to fostering an organizational 
culture that continuously inspires innovations by integrating diverse 
knowledge and skills.

76 76

65
68%

2017 2019 2022 2024

People 
who drive the future 

with commitment 
and passion for 

beauty

Value Creation

Value Creation

Beauty Innovation Atelier

BOX2

Collaboration

One global Shiseido

BOX3

Excellence

Striving for high 
ideals with beauty

BOX1

Passion

Intrinsic motivation

57.5 58.3 58.1 58.8 59.5%

34.7 37.3 37.6 40.0 41.1%

70.3 70.7 72.0 72.0 72.1%

2021 2022 2023 2024 2025

Group Total Japan Overseas

A survey agent 
for questions 
was changed 

in 2022





Director, Representative Corporate Executive Officer
Chief Financial Officer
Chief DE&I Officer

Ayako Hirofuji

2025 will be a defining year for Shiseido. 

Under the “Action Plan 2025-2026,” we will focus on enhancing 

agility in strategic execution and reinforcing financial 

governance to build a resilient business model that drives 

sustainable growth and enhances Shiseido’s corporate value.
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Message from the CFO I assumed the role of CFO in July 2024 and was appointed 
as a Director in March 2025. After starting my career in the 
securities industry, I joined Shiseido in 2005, working in 
Corporate Strategy Division prior to taking on roles 
including President of our subsidiaries in Indonesia, Head 
of Strategic Finance, and Head of Investor Relations.
Shiseido is currently facing challenges both in financial 
performance and market valuation. My mission is to 
“maximize Shiseido’s corporate value by building a strong 
financial foundation.” I am committed to driving 
transformation and shaping Shiseido’s future by engaging 
actively with our diverse stakeholders.
In particular, I am prioritizing open and constructive 
dialogue with shareholders and investors. Objective and 
constructive feedback is critical in shaping management 
decisions, often providing valuable insights and motivation. 
Through these discussions, I aim to deepen mutual 
understanding and enhance shareholder value over the 
medium-to-long-term.

In 2024, despite struggles in our China, Travel Retail, and 
the Americas Businesses, we achieved our revised core 
operating profit target in November. However, costs 
associated with structural reforms and a provision on seller 
notes*1 resulted in a negative net profit for the year. 

On My Appointment as Director and CFO

Core Issues Reflected in Shiseido’s 
Recent Performance

*1 In 2021, Shiseido transferred bareMinerals and two other brands and related assets. Half of 
the purchase price was deferred through a seller note (a type of debt financing). As a result 
of consultation with our independent auditor, a provision of 12.8 billion yen was recognized 
according to the subordination clause in the seller note.

Financial Strategy
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Additional costs from the acquisition of Dr. Dennis Gross 
Skincare further impacted free cash flow. Given these 
results and the ongoing uncertainty in the business 
environment, we reduced the year-end dividend to 10 yen 
per share (annual dividend of 40 yen per share).
Over the past several years, we have fallen behind our 
medium-term strategic targets with declining profitability 
and capital efficiency contributing to weak share price 
performance. I take this situation seriously, and our top 
priority is to execute all strategic actions and drive 
earnings recovery to rebuild trust in the capital markets as 
soon as possible.

Reflecting on the root causes of our weak earnings 
performances, while external factors such as COVID-19 
and China’s market slowdown exacerbated challenges, 
Shiseido’s structural issues have also become increasingly 
apparent: Heavy fixed-cost structure across the 
organization, lower profitability in the Americas, EMEA, 
Asia Pacific Businesses, and overreliance on the China 
and Travel Retail Businesses for profitability. While we 
have made progress on structural reforms, our 
management structure must be able to proactively identify 
issues and implement necessary reforms in advance even 
when business is performing well.

The current challenging period presents an opportunity to 
address underlying issues and to strengthen Shiseido’s 
foundations. We are shifting away from market growth-
dependent strategies and reinforcing financial governance 
through: 1) Moving away from overly optimistic, sales-
driven asset expansion; 2) Clearly defining brand and 
regional optimization with focused strategic investments; 
and 3) Enhancing financial discipline in investment and 
returns. Our goal is to transform Shiseido into a resilient 
business that delivers consistent profit growth, regardless 
of economic conditions.
To that end, the reduction in the year-end dividend for the 

Performance Trend and the Target of “Action Plan 2025-2026”

2021

14.0

10.5

7.0

3.5

0

(Billion 
yen)

(%)(Billion 
yen)

Net Sales (Left axis) Core Operating Profit (Right axis) Core Operating Profit Margin (Far right axis)

J-GAAP IFRS

200.0

150.0

100.0

50.0

0

Dividends Trend

20
(Planed)

60

40
50

100

60

40 40

DOE(%) (Excluding Commemorative Dividend)

Cash Dividends per Share

20
(Planed)

（ ）Commemorative 
Dividend

Interim (Yen) Year-end (Yen)



Financial Strategy: Message from the CFO

26

Targets in 2026 Cost Structure

3.7% 7%

40% 38%

4% 4%

29% 29%

24% 22%

2024 2026

Marketing
investments

Brand 
development/R&D

Personnel expenses*5

+Other SG&A

COGS

Core Operating Margin

⚫ 2025-2026 cumulative*2 incremental
¥30 bn

⚫ Allocation to Core 3 and Next 5 
brands as a percentage of total 
marketing investment
Over 80%

2025-2026 Marketing Investment

fiscal year 2024 is a strategic decision that prioritizes 
financial governance to enhance capital efficiency and 
shareholder value over the medium to long term. Our key 
priorities are to improve profitability, expand strategic 
global investments, execute structural reforms, and to 
strengthen brand equity. A focus on cash flow discipline 
and capital efficiency will help us achieve our DOE target 
of 2.5% or higher, ultimately maximizing shareholder 
returns and corporate value.

The “Action Plan 2025-2026” is built on two pillars: 

“reinforcing our brand foundation” and “rebuilding a 
profitable foundation,” both supported by our efforts to 
“enhance operational governance.”
The key to success lies in focused investment strategies 
that strengthen globally competitive brands and establish 
sustainable revenue and profit drivers. Over the next two 
years, we will increase cumulative*2 marketing investment 
by 30 billion yen, focusing on our Core 3 and Next 5 
brands with scale and growth potential. Meanwhile, we will 
downsize or exit brands with weaker prospects. To build a 
resilient organization, we will focus on investing in our 
people and innovation–two of our competitive advantages. 
Cost structure reform is another critical area. From 2024 to 
2025, we will execute over 40 billion yen cost reduction 

primarily targeting Japan and China, followed by an 
additional 25 billion yen global fixed cost reduction in 2026, 
focusing on the Americas and Global HQ. To ensure full 
benefit realization in 2026, all major actions must be 
completed within 2025, requiring swift execution.
By 2026, we aim to lower the cost of goods sold (COGS) 
ratio as well as personnel expenses + other SG&A ratio by 
two percentage points respectively compared to 2024. 
This will allow us to achieve a core operating profit margin 
of 7%, enabling continuous reinvestment. We have 
deliberately eliminated overly optimistic projections in net 
sales, planning for a 3% CAGR. At the same time, we will 
strengthen financial governance, aiming to achieve Return 
on Invested Capital (ROIC) and Return on Equity (ROE) of 

Uncompromising Targets Under 
“Action Plan 2025-2026”

*2 (Increment in 2025 vs. 2024) x 2 + (Increment in 2026 vs. 2025)
*3 2023-2024 growth: Excluding impacts from FX, business transfer and acquisition, 2024-2026 CAGR: Excluding impacts from FX
*4 Operating profit  x (1 - Tax rate) / (Interest-bearing debt (average of the beginning and the ending balances, including lease liabilities) + Equity attributable to owners of parent (average of the beginning and the ending balances))
*5 Including POS personnel expenses

2024 2026

Sales Growth*3 −1%
(2023-2024)

CAGR +3%
(2024-2026)

Core Operating 
Profit Margin 3.7% 7%

ROIC*4 0.6% 5%

ROE −1.7% 7%
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5% and 7% in 2026, respectively. While our ROIC target 
remains below our assumed weighted average cost of 
capital (WACC), this serves as a milestone toward double-
digit core operating profit margins and a higher ROE in the 
future.

From a P/L perspective, our focus is on building a 
profitable and competitive business model by 
strengthening brand equity. We will also enhance 
investment governance, striking a balance between 
aggressive investments (“accelerators”) and financial 
discipline (“brakes”) to maximize ROI. To ensure greater 
transparency in decision-making, we will redefine and 

implement clear evaluation criteria for different investment 
types, ensuring precise risk-return assessments. 
Additionally, we will reinforce post-investment monitoring, 
allowing for agile resource reallocation and swift exit 
decisions when necessary. We will also be placing more 
emphasis on balance sheet (B/S) management, while 
maintaining appropriate financial leverage to sustain an A 
credit rating and secure low-cost, flexible funding sources 
when opportunities arise. This includes adopting an asset-
light approach, optimizing our manufacturing and 
production lines, and re-evaluating real estates and office 
spaces. Furthermore, we are committed to enhancing 
sustainable cash generation and maximizing shareholder 
value. A key part of this is fostering a cash-conscious 
culture across the organization and overhauling 
performance management to strengthen capital efficiency. 

The FOCUS*6 project which aims to improve our 
productivity and efficiency, serves as a foundation for 
these initiatives. This company-wide transformation is set 
to go-live globally in the second half of 2025, integrating 
with business process improvements. While this is no 
small task, successful execution will directly enhance 
capital efficiency, making this initiative a top priority for the 
entire company.
To reduce capital costs, we aim to build a less volatile 
business, strengthen engagement with shareholders and 
investors, and enhance transparency in disclosure and 
sustainability management. For example, in response to 
investor concerns regarding transfer pricing policy 
affecting regional performance comparisons, we will 
update the definition of regional profitability metrics 
starting with our May 2025 financial disclosures.

Four Key Points of Our Financial & 
Capital Strategy

Basic Policy on Financial Strategy

Establish businesses with 
strong profitability and 
competitiveness

⚫ Support key brands growth with focused investments
⚫ Prioritize return-oriented investments aligned with growth strategy

Strong balance sheet and 
maintaining A-rating

⚫ Accelerate asset-light initiatives
⚫ Maintain A-rating to enable agile and competitive financing

Growing sustainable cash 
flows and maximizing 
corporate value

⚫ Enhance performance management based on ROIC tree
⚫ Sharpen financial governance and accountability
⚫ Cultivate cash culture

Lowering WACC
⚫ Enhance disclosure
⚫ Boost transparency and predictability
⚫ Elevate ESG management

Financial Strategy KPIs

2024 2026

Improve cash generation 
capability

EBITDA*7 ¥89.6 bn ¥130.0 bn

Free cash flow −¥35.3 bn ¥50.0 bn

Sound financial position Net D/EBITDA 1.3× 1.3× or less

Improve capital turnover 
rate

Inventory turnover rate*8 6.4 7

Fixed asset turnover rate 1.8 2

*6 Business transformation project involving the establishment and implementation of an integrated core IT system
*7 Core Operating Profit + Depreciation and Amortization (excl. depreciation of right-of-use assets)
*8 Net Sales÷Inventories (average of the beginning and ending balances)
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These initiatives define our key financial strategy KPIs, 
including: cash generation (EBITDA and free cash flow), 
financial soundness (net debt/EBITDA), and capital 
turnover efficiency (inventory turnover and fixed asset 
turnover ratios).

Shiseido’s market capital and financial performance 
remain under significant pressure. However, I firmly 
believe in the Company’s underlying strength. Since 
assuming the role of CFO in July 2024, my conversations 
across the organization have only deepened my 
commitment to revitalizing Shiseido – a company with a 
150 years legacy of resilience, elegance, and innovation. I 
am dedicated to restoring its shine as a business that not 
only ensures but continuously creates new value for 
society. 
The rapid recovery in our Japan Business–driven by shifts 
in organization culture and consumer mindset–has 
reinforced my confidence that Shiseido will overcome its 
current challenges and emerge stronger than ever. To 
reposition Shiseido as a growth-driven company, we must 
focus relentlessly on execution over the next two years. At 
the heart of our transformation are our people. This is why 
embedding ROIC management across the entire 
organization is our highest priority–it must serve as the 
bridge between leadership and employees, driving a 
performance-driven culture. To achieve this, we will break 
down ROIC into actionable components, link them to 
departmental KPIs, and establish a system for continuous 
progress monitoring. In 2025, we will focus on deepening 

A Commitment to Driving Results

employee understanding and validating the framework, 
with full-scale implementation scheduled for 2026. 
However, this initiative will only succeed with employee 
trust and commitment, which is why ongoing dialogue will 
be critical to ensure it becomes fully embedded in our 
culture.
This dialogue will be the key to successful execution of 
“Action Plan 2025-2026.” We will engage in action-oriented 
discussions with brand holders, regional CEOs and CFOs, 
ensuring that we move forward with both a strong sense of 

urgency and a unified vision over the next two years.
This transformation not remain internal—we are committed 
to enhancing transparency through consistent 
communication with shareholders and investors. We will 
provide clear and accountable progress updates, ensuring 
that our stakeholders are informed every step of the way. I 
sincerely appreciate your continued support and look 
forward to frank and constructive discussions as we drive 
Shiseido’s next phase of growth.

ROIC Management

ROIC
Improvement

Operating
Profit Margin
Improvement

Capital 
Turnover

Improvement

Global Tax
Management

Examples of KPIsCritical Themes

⚫ Sales growth of key brands
⚫ Ratio of regional footprintNet Sales ⚫ Accelerated growth building on brand through 

focused investment in key brands

⚫ Growth of gross profit 
exceeding sales growth

⚫ COGS ratio
⚫ Decrease in inventory 

provision

COGS

⚫ Value-based pricing strategy
⚫ Accelerating selection and concentration
⚫ Strengthen global procurement, reduce raw material 

costs
⚫ Production optimization

⚫ Marketing ROI
⚫ Fixed asset turnover rate
⚫ Reduction in other SG&A

SG&A
⚫ Cost reduction and productivity improvement
⚫ Organizational optimization
⚫ IT system consolidation and optimization

⚫ Lead time
⚫ Utilization rate
⚫ Inventory turnover rate

Current 
Assets

⚫ Improvement of demand forecasting and inventory 
management

⚫ Inventory turnover improvement

⚫ Sales ratio of CAPEX
⚫ Fixed asset turnover rate

Fixed 
Assets

⚫ Reviews on owned assets
⚫ Accelerated return on existing investments
⚫ Investment governance reinforcement



Quantitative 
Targets 2017 Targets Results 2020 Targets Results Started with a 2023 target of approximately 

1 trillion yen in sales and a 15% operating 
profit margin but formulated “SHIFT 2025 
and Beyond” in response to environmental 
changes

Net Sales Over ¥900 bn ¥1,005.1 bn Over ¥1 tn ¥920.9 bn

OP ¥50-60 bn ¥80.4 bn Over ¥100 bn ¥15.0 bn

OPM ー 8.0% 10% 1.6%

Brands

Business and 
Portfolios

Achievements ⚫ Grew global prestige brands and 
strengthened the portfolio

⚫ Addressed and resolved negative 
legacies

⚫ Built a global management model

⚫ Grew global prestige brands
⚫ Expanded brand marketing investment, 

M&A, improved gross profit margin, 
and reduced cost ratio

⚫ Strengthened R&D, supply network, 
and digital/IT investments

⚫ Executed a structural reform on a 
business scale of over 200 billion yen

⚫ Accelerated digital transformation (DX) 
and introduced FOCUS

⚫ Created state-of-the-art factories and 
logistics

⚫ Established a strong financial base

Outstanding 
Points to Be 
Tackled

⚫ Establish a stable product supply 
system

⚫ Improve profitability in the Americas 
and EMEA Businesses

⚫ Profit/loss structure with high SG&A 
(fixed costs)

⚫ Low profitability in the Americas and 
EMEA Businesses

⚫ High reliance on inbound sales in 
Japan

⚫ Considerable delay in growth recovery of the 
Japan Business

⚫ Growth in the China Business
⚫ Organization and cost structures
⚫ Inflation and geopolitical risks

In 2015, Shiseido launched the VISION 2020 medium-to-
long-term strategy with the aim to “Be a Global Winner 
with Our Heritage.” Under the strategy, we allocated 
management resources to prestige brands, strengthened 
our growth foundation, and established a global matrix 
organization integrating regions and brands, achieving all 
quantitative targets ahead of schedule.
However, our business was significantly impacted by the 
outbreak of COVID-19 in 2020. In 2021, we formulated 
our vision for 2030 and the WIN 2023 and Beyond 
medium-to-long-term strategy and executed plans to 
concentrate resources on premium skin beauty and 
reorganized our business portfolios, which included 
divestitures and withdrawals of businesses on a scale of 
over 200.0 billion yen in sales. Meanwhile, we also 
continued to invest for our future by launching three new 
factories in Japan, expanding R&D facilities, and 
accelerating investment in digital transformation. All these 
efforts delivered positive results as they contributed to 
achieving a higher sales ratio in skin beauty while 
improving profitability in the Americas and EMEA 
Businesses. On the contrary, challenges remained, such 
as the slower-than-expected recovery from the pandemic 
in the Japan Business which accounts for a large 
proportion of the global base in both sales and profit, as 
well as the need to address geopolitical risks and rising 
inflation. In response to these challenges, we have been 
progressively implementing our medium-term strategy, 
SHIFT 2025 and Beyond, starting in 2023.
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Rebuild Our Business Foundation New Strategy to Accelerate Growth Solidify Our Foundation 
as a Skin Beauty Company

VISION 2020 and WIN 2023

Drastic Changes to the Business 
Environment Due to COVID-19Reforms and Strong Performance

VISION 2020 
First Phase

VISION 2020 
Second Phase WIN 2023

Prestige First
Prioritize Sales Expansion Emphasis on Profit and Cash

Focus on Premium Skin BeautySkincare, makeup, 
fragrance

Optimize brands/SKUs Divest and withdraw from
non-core businesses

Improve profitability in the Americas and EMEA Businesses
Rebuild the Japan Business 
to be highly profitable

2015 2016 2017 2018 2019 2020 2021 2022

Prestige Sales Ratio 42% 46% 47% 61%
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Shiseido is striving to become a “Personal Beauty 
Wellness Company” as part of its vision for 2030, one that 
combines skin beauty and wellness to improve the unique 
beauty and healthy appearance of each consumer over 
their lifetime. Our ultimate goal is to help create a 
sustainable community where everyone can enjoy 
happiness through the power of beauty. To achieve this, 
we are committed to fostering diversity in our society and 
driving positive change to create a world where people can 
enjoy beauty in a sustainable manner. Aligning with our 
prospects for change in consumer values going forward, 

Shiseido focuses on science-based skincare at its core, 
expanding our skincare technologies into categories such 
as sun care, makeup, and fragrances. We will also explore 
areas such as inner beauty to deliver innovative value in 
health and beauty.

To realize our 2030 vision, Shiseido launched medium-
term strategy “SHIFT 2025 and Beyond” in 2023. This 
strategy focuses on investing in our brands, innovation, 
and people, while also enhancing profitability to pave the 
path towards a growth trajectory. However, in the second 
half of 2023, the China and Travel Retail Businesses 
experienced a sharp decline in sales, driven by consumer 
pullback on purchases of Japanese products after the 

release of treated water. These challenges propelled us to 
redefine our goals and initiatives at the start of 2024. In 
2024, further obstacles emerged, including significant 
shifts in the China and Travel Retail markets, temporary 
production disruptions, and delayed sales recovery in the 
Americas Business, leading to a decline in overall 
business performance. To tackle these challenges, 
Shiseido recognized the need to build a resilient 
organization and revenue business model for sustainable 
growth amid volatile market conditions. In November 2024, 
we introduced the “Action Plan 2025-2026,” which outlines 
our top priorities for the next two years.

Our Vision and Background Behind Our 
Strategy

Our Vision for 2030SHIFT 2025 and Beyond

Driving transformation through a combination 
of growth strategies and structural reforms

2024–

2024–

Action Plan 2025-2026

2025–

2025–

Achieving sustainable growth and transforming to
a highly profitable structure by concentrating investments in

the key focus areas: brands, innovation, and people

2023–

2023–
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Action Plan 2025-2026 outlines a two-year initiative aimed 
at accelerating structural reforms to build a resilient 
business model that drives sustainable profit growth amid 
volatile market conditions. The plan focuses on three key 
themes: “reinforce brand foundation,” which focuses on 
securing strong support for our brands that serve as key 
consumer touchpoints; “rebuild profitable foundation,” 
targeted at translating brand growth into profitability 
without waste; and “enhance operational governance,” 
which serves as the backbone of the first two themes.

To reinforce our brand foundation, we will make strides in 
brand portfolio reforms to accelerate selection and 
concentration in key brands: Core 3 and Next 5. This 
initiative also aims to maximize brand equity and gross 
profit by integrating research and technological 
advancements into these brands. To rebuild a profitable 
foundation, we will rebalance and optimize our business 
portfolio as a regional strategy, while executing global cost 
structure reforms with no exceptions, aiming to reduce 
costs by more than 45.0 billion yen in two years.

To enhance operational governance, we are fundamentally 
strengthening our financial governance, in addition to 
building a unified global team by leveraging our diverse 
talent pool to strengthen brand development and 
streamlining operations to create a leaner organization.
As part of the goals of Action Plan 2025-2026, we are 
targeting a CAGR of 3% between 2024 and 2026 with a 
core operating profit margin of 7%—doubling the 2024 
level—by rebuilding a profitable foundation for reinvesting 
into our brands.

Overview

*1 Excluding impacts from FX and business transfers
*2 Excluding impacts from FX

Net Sales Core Operating Profit Core OPM

990.6 

20262024

7%

2025

995.0
YoY

+0.4%

3.7%

2024-2026
CAGR

Like-for-like*2

+3%

3.7% 36.536.4

⚫ Reduce fixed costs across the organization
⚫ Enhance profitability in the Japan, Americas, EMEA, 

and Asia Pacific Businesses
⚫ Rebuild sustainable business foundation in the China 

and Travel Retail Businesses

Build Resilient Business Model for Sustainable Profit Growth 
amid Volatile Market Conditions

⚫ Accelerate asset-light initiatives
⚫ Evolve global operational framework
⚫ Sharpen financial governance and accountability

⚫ Focus our efforts on key brands (Core 3 and Next 5)
⚫ Maximize gross profits
⚫ Develop cohesive operating model across brands and 

regions to boost brand equity

Reinforce
Brand 

Foundation

Rebuild 
Profitable

Foundation

Enhance 
Operational 
Governance

Like-for-like*1

+4%
(Excl. China/TR +9%)

Message 
from the CFO
(Page 24)

 Brand Portfolio 
Transformation
(Page 32)

1

 Regional 
Strategies
(Page 35)

2

 Cost Structure 
Transformation
(Page 39)

3

(Billion yen)



To establish strong brands with a global presence as pillars of our business, we will accelerate selection 
and concentration strategy at an unprecedented pace in 2025 and 2026. Our primary focus will be on the 
Core 3 brands—SHISEIDO, Clé de Peau Beauté, and NARS—each of which generates over 100 billion 
yen in net sales with a significant market share. By refining brand equity and strengthening marketing 
initiatives focused on hero products, we aim to drive sales growth and higher profitability derived from our 
brand equity. In the Next 5 brands that are positioned to accelerate growth, we will first capture demand in 
key markets to ensure profitability, followed by phased rollouts into other regions. In terms of product 
categories, we will strengthen our presence in sun care and fragrances.
We also plan to increase our marketing investments by 30 billion yen in two years on a cumulative basis, 
compared to 2024. Historically, we have allocated more than 70% of total investment to our Core 3 and 
Next 5 brands, and we aim to increase this ratio to more than 80% by 2026. At the same time, we will also 
assess the potential exit or downsizing of underperforming brands. By developing key brands with higher 
profitability, we aim to enhance the Company’s profitability overall with an optimal brand mix.

Over 
50%

Over 
20%

Action Plan 2025-2026
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Sales Breakdown*2

2024 2026

Marketing Investment Allocation

Over 
80%

*1 Next 5 brands: ANESSA, narciso rodriguez, ISSEY MIYAKE, ELIXIR, Drunk Elephant
*2 Excluding impacts from FX
*3 (Increment for 2025 vs. 2024) x 2 + (Increment for 2026 vs. 2025)

2024 2026

Brand Portfolio Transformation1

Assessing exit / downsize options based on 
brand growth and profitability

Next 5*1

Core 3

Sun Care

Exit / Downsize

Regain 
momentum

Regain 
momentum

Profit Driver: 
Growth in
skincare

Boost 
growth in 

Japan

Regain market 
share in 

Americas

Fragrances

Further growth in 
Asia, continue 

global 
investment

Profitable and 
sustainable 

growth

Additional 
Marketing
Investment
¥30 bn
(2025-2026 

cumulative*3)

Core 3 Next 5 Others



Brand-Specific Plans (Core 3) Net Sales (2024) Strategy Net Sales by Reportable 
Segment (2024) Key Regions

Approx. ¥210 bn

⚫ Enhance brand prestige
⚫ Sharpen value development 

across product lines to serve 
evolving and diversifying needs 
for anti-aging* skincare 

⚫ Recovery in China and Travel 
Retail

⚫ Accelerate growth in Americas, 
EMEA, and Asia Pacific

⚫ Further growth in Japan

Approx. ¥170 bn

⚫ Further strengthen “Skin 
Intelligence” science

⚫ Maximize customer lifetime 
value (LTV) by enhancing 
consumer experiences

⚫ Further growth in Japan, China, 
and Asia Pacific

⚫ Brand development in Americas 
and EMEA

Approx. ¥100 bn

⚫ Accelerate growth through skin 
beauty technology and hero 
products

⚫ Boost brand equity by 
leveraging artist collaboration

⚫ Accelerate growth across all 
regions, including Americas and 
China

⚫ Recovery in Travel Retail
⚫ Strengthen global expansion, 

including the Middle East and 
India

Action Plan 2025-2026
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* Age-appropriate moisturizing skincare

Brand Portfolio Transformation1
Japan China Asia Pacific Americas EMEA Travel Retail



Brand-Specific Plans (Next 5) Net Sales (2024) Strategy Key Regions

ANESSA : 
Over ¥50 bn

⚫ Further strengthen technological 
leadership to maximize brand equity

⚫ Enhance hybrid product offerings

⚫ ANESSA : Secure further growth in 
Japan, China, and Asia Pacific

⚫ SHISEIDO : Achieve global growth

narciso rodriguez : 
Over ¥30 bn

ISSEY MIYAKE : 
Over ¥20 bn

⚫ narciso rodriguez: Strengthen core 
product line, “For Her,” while expanding 
niche line, “Musc Collection”

⚫ ISSEY MIYAKE : Develop hero 
products and enhance consumer 
engagement through both online and 
offline channels

⚫ Strengthen global expansion beyond 
EMEA

Over ¥50 bn ⚫ Continue advancing collagen science

⚫ Accelerate growth in Japan
⚫ Expand overseas with a focus on 

profitability
⚫ Recovery in China

Over ¥20 bn

⚫ Strengthen investment in target 
segments and expand loyal user 
communities

⚫Revitalize the loyal user base through 
retail animation and media 
investment in hero products and 
philosophy

⚫ Recovery in Americas and further 
growth in EMEA

⚫ Strengthen brand development in 
China and Asia Pacific

Action Plan 2025-2026
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Sun care

Fragrances

Brand Portfolio Transformation1
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The regional strategies laid out in the Action Plan 2025-
2026 are aimed to build a resilient business portfolio 
capable of adapting to market changes. Our strategy 
involves a regional rebalancing to increase the proportion 
of net sales in the Japan, Americas, EMEA, and Asia 
Pacific Businesses—regions where growth is expected to 
hold steady—while reducing our reliance on the China 
and Travel Retail Businesses in which we operate in a 
highly volatile market environment.
Through the structural reforms under Mirai Shift NIPPON 
2025, we are achieving growth ahead of the market in the 
Japan Business and are committed to pursuing profitable 
growth through selection and concentration of key brands 
and local priority brands in Japan. In the Americas and 
EMEA Businesses, we are prioritizing development and 
growth of Core 3 brands along with strategic 
enhancement of fragrance brands. In the Asia Pacific 
Business, we will accelerate growth by capturing 
opportunities in the growing markets in Southeast Asia. In 
the China and Travel Retail Businesses, we will 
implement prudent strategies based on conservative 
market assumptions. However, we recognize that China 
and Travel Retail markets are offering significant 
opportunities in the long term, both in terms of scalability 
and potential for growth. Therefore, it is our utmost priority 
to rebuild business foundations for achieving sustainable 
profitable growth going forward.

% of Net Sales Net Sales

Market Assumptions

Japan
⚫ Rapid growth post-pandemic has moderated, while market remains stable
⚫ Inflation and rising real wages deliver certain positive impact
⚫ Number of foreign visitors to recover, yet cosmetics consumption stays below pre-pandemic levels

China ⚫ Continued weak consumer appetite and high uncertainty
China: Price sensitivity continues, prestige remains soft
Travel Retail Asia: Gradual recovery, still expect YoY decline in 2025 and 2026
                     Japan, Americas and EMEA: Remain solidTravel Retail

Americas
⚫ The pace of growth to slow down slightly, but maintain momentum to lead global beauty market
⚫ All categories remain strongEMEA

Asia Pacific ⚫ Mature markets grow slowly, Southeast Asia shows strong growth

2024 2026

China
Travel Retail

Japan

Americas
EMEA

Asia Pacific

CAGR
LfL*

+3%

Inside: 2024

Outside: 2026

China
Travel Retail

Japan

Americas
EMEA
Asia Pacific

* Excluding impacts from FX 

Regional Strategies2

* All information is based on the organizational structure as at the end of 2024



For the Japan Business, we launched “Mirai Shift NIPPON 
2025” in 2024, built around three strategic pillars to 
complete structural reform initiatives. Under the first pillar 
of “Sustainable growth,” focuses on thorough selection 
and concentration, strengthening investment in core 
brands, and reinforcing OMO*1. This approach is steadily 
improving market share and driving growth. The second 
pillar, “Building a profitable foundation,” entails the 
accumulation of various measures to improve profitability. 
We are on track toward our goal of 25.0 billion yen in 
achieving cost reductions benefit over two years starting in 
2024. We have significantly improved net sales per 
employee while also enhancing capital efficiency through 
balance sheet optimization. The third pillar, “Human capital 
transformation,” supports employee career development. 
As part of this initiative, we implemented an early 
retirement incentive plan for approximately 1,500 
employees.
Our efforts have yielded tangible results in both profitability 
and productivity. In 2024, net sales increased 10% like-for-
like*2. Mix improvement, strategic price increases, and 
cost reductions contributed to a 26.7 billion yen increase in 
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core operating profit. While inbound demand is not 
growing as much as anticipated, our local business has 
demonstrated solid growth and are shifting toward more 
profitable business structures. We will continue executing 
structural reforms to achieve our target of 50.0 billion yen 
in core operating profit by 2025.

Major Initiatives and Achievements

Profitability
⚫ Strengthening core brands and hero products through a 

selection and concentration along with SKU optimization
⚫ Improving gross profit margin through mix improvement 

and strategic price increases
⚫ Closing directly managed boutiques and terminating office 

leases

Productivity
⚫ Increasing the number of consumer touchpoints and sales 

per Personal Beauty Partner - expanding out-of-store 
activities exploiting their digital capabilities and expertise

⚫ Delegating more responsibility to sales personnel for agile 
decision-making

⚫ Streamlining procurement and operations for promotional 
materials to optimize costs

⚫ Recognizing self-innovation behavior and profit 
contributions in individual performance evaluations

-13.1 

1.3 

28.1 

50.0 

Japan Business: Core Operating Profit*3

2022 2023 2024 2025

(Billion yen)

Regional Strategies2

*1 OMO: Online Merges with Offline *2 Excluding business transfer impacts

Japan Business: Net Sales per Employee*4

2019 2020 2021 2022 2023 2024 2025
*3 Core operating profit prior to change in segment reporting from Q1 2025
*4 Net Sales in the Japan Business ÷ the number of employees in the Japan Business 

(incl. temporary employees)

Progress of “Mirai 
Shift NIPPON 2025”
in Japan

Point

1
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As part of Mirai Shift NIPPON 2025, Shiseido focused on a new value creation strategy 
designed to uncover the consumer insights behind data and accelerate the growth of our core 
brands. This led to the successful creation of an entirely new category: Foundation Serum.
Since COVID-19, women in Japan have been spending more time and money on skincare*1. 
What caught our attention was the growing consumer mindset of self-care—a shift from 
focusing solely on enhancing appearance in the moment to valuing long-term investment in 
skin health.
In response, we reversed conventional thinking. Instead of simply adding skincare benefits 
to a foundation—as is the case with traditional serum-infused foundations—we began with a 
serum designed to nurture the skin and wrapped foundation ingredients within it. This 
proprietary “Serum-First Technology” led to the creation of “Foundation Serum,” a color-
infused serum that maintains constant contact with the skin. This innovative concept 
resonated particularly well with consumers who prefer little or no foundation. As a result, 
despite being existing products, both SHISEIDO REVITALESSENCE SKIN GLOW 
Foundation and MAQuillAGE Dramatic Essence Liquid achieved impressive year-on-year 
net sales growth of over 40%*2 in 2024, significantly expanding Shiseido’s market share in 
base makeup.

⚫ Explanation of the Policy
 (4 times)

⚫ Progress Reports
 (May / Aug. / Nov.)

⚫ Townhalls
⚫ Engagement Sessions & 

Videos to Promote 
Understanding (Nov.–Dec.)

⚫ “Mirai Session for Earning”
⚫ Self-Innovation Practices

In Mirai Shift NIPPON 2025, we place a strong emphasis on “self-innovation,” encouraging 
every employee to take initiative in leading organizational transformation and behavioral 
change as proactive agents of transformation. To reinforce the importance of this concept, 
in 2024 we engaged in thorough and proactive communication with employees at all levels 
to ensure their understanding of the policies, practices, and mindsets. The leadership team 
also took the initiative to create opportunities for engagement. We conducted quarterly 
quantitative surveys and implemented a fast-paced PDCA cycle, which contributed to 
measurable outcomes. KPIs have shown consistent growth at every stage. Building on the 
shared understanding established in 2024, we will further nurture a performance-driven 
culture in 2025 through a continuous try and learn cycle.

Innovating the Foundation Serum Category with 
Our New Value Creation Strategy

Engagement Toward Building a Self-Innovative 
Organization

Serum Foundation

Starting Point
Foundation

Contains serum 
ingredients for 

skincare benefits

Foundation Serum

Starting Point
Serum

Smooths and 
covers for a 

radiant finish

Reverse
Thinking

*1 Source: Shiseido’s Beauty Awareness Survey
*2 Based on local consumer purchases. Comparison of sales from September–December 2023 to the same period in 2024 for 

SHISEIDO REVITALESSENCE SKIN GLOW Foundation

Level of Understanding*3

(+low single pts compared to
 six months ago)

Clarity Toward Implementation*3

(+high single pts compared to
 six months ago)

Level of Execution*3

0 50 100 0 50 100 0 50 100
(+low teen pts compared to

 six months ago)

*3 Employee survey conducted in December 2024 (answered by employees in the Japan Business at the time) / top two box scores

Case Study Case Study1 2

Employee Communication Overview in 2024

Building the Necessary 
Skills and Mindset

Understanding of 
ExecutionUnderstanding the Policy



Rebuilding the 
foundation of the 
China and Travel 
Retail Businesses*1

*1 All information is based on the organizational structure as at the end of 2024
*2 Brand teams that develop products and execute marketing tailored to consumers in each region
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In response to shifts in the market environment following 
COVID-19, the China and Travel Retail Business, which 
has many Chinese travelers as consumers, continue to 
face challenging conditions. However, the Chinese market 
remains the world’s largest for skincare, and the affluent 
senior consumer base is expected to grow. Shiseido is 
completely rebuilding its business foundation, reassessing 
every aspect of its operations and organization to ensure 
competitiveness in a rapidly evolving market.
In 2024, the China Business implemented structural 
reforms to reduce fixed costs and COGS, including 
optimizing its organizational structure and closing 
unprofitable stores. Despite a decline in sales amid 
challenging market conditions, we managed to increase 
operating profit. From 2025 onward, we will focus on 
strengthening organizational agility to adapt swiftly to 
market changes, which we plan to achieve through 
localized marketing content and by improving our social 
marketing. At the same time, the Company will rebuild a 
foundation for sustainable growth, refining its portfolio 
strategy to meet diversifying consumer needs with a focus 
on key brands. Meanwhile, the Travel Retail Business is 
restructuring its business model to reduce reliance on 
Chinese travelers. Additionally, we will accelerate to 
further integrate the operations of the China and Travel 
Retail Businesses.

2024: Structural reforms in China

⚫ Reduction of fixed costs (optimization of organization / closure 
of unprofitable stores)

⚫ Brand selection and concentration
⚫ Cost reduction (minimizing sample inventory, localizing 

production, reducing excess and obsolete inventories, etc.)

⚫ Collaborate between brand holder 
satellites*2 and local marketing 
teams

⚫ Enhance social marketing and e-
commerce capabilities through 
external partnerships

⚫ Accelerate integrated operations for 
China and Travel Retail 

⚫ SHISEIDO: Rebuild portfolio in 
response to polarized consumption

⚫ Clé de Peau Beauté / NARS: 
Continue strengthening core 
categories

⚫ ANESSA: Update Gold Series with 
cutting-edge technology and new 
formulations

⚫ Japan and western markets: 
Enhance synergies with local 
markets while targeting non-
Chinese travelers

⚫ Shift focus on growth driven by 
tourists

2025 and Beyond

Organization: 
Create structures capable 
of responding swiftly to 

change

China: 
Rebuild a foundation for 

growth with a focus on key 
brands

Travel Retail: 
Rebuild the business 

foundation

Point

2
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Cost Structure Transformation3

Optimizing the cost structure is a core initiative to rebuild 
a profitable foundation resilient to market changes. In 
February 2024, we announced a global cost reduction 
plan for 2024-2025, aiming to achieve over 40 billion yen 
to enhance profitability. The plan includes 25 billion yen 
from the Japan Business through the optimization of 
COGS, marketing and other SG&A expenses and 
personnel costs; 10 billion yen from the China and Travel 

Retail Businesses through organizational and brand 
portfolio optimization; and over 5 billion yen from other 
regions.
In 2024, we conducted a thorough assessment and 
executed rigorous measures across all departments, 
achieving in total cost reduction benefit of 20 billion yen, 
exceeding the plan by over 5 billion yen. For 2025, we are 
also on track to achieve our plan of reducing costs by 

over 20 billion yen. In 2026, we will expand our scope of 
these reforms globally, with all regions striving for 
profitability at a globally competitive level. Through a 
robust top-down approach benchmarked against global 
competitors, our 2025 initiatives will focus on the 
Americas and our global headquarters—including the 
production division—and aim to generate cost savings of 
over 25 billion yen in 2026.

2024 2025 2026

2024 2025 2026 2024-2026 
Total

COGS

⚫ Selection and concentration of brands and SKU, strategic price increases
⚫ Reduction in raw material costs and E&O inventory, improvement in 

productivity through FOCUS go-live
⚫ Automation of factory production lines, etc.

7.0 3.0 7.0 17.0

Marketing
investments

⚫ Optimization of promotional costs, increase marketing ROI
⚫ Global centralization of in-store materials production
⚫ Enhancement of global procurement functions for indirect materials
⚫ Samples: Reduction of inventory, expansion of local production and 

operational efficiency

3.0 2.0 1.0 6.0

Personnel
expenses

⚫ The implementation of the Early Retirement Incentive Plan in Japan 
(2024)

⚫ Optimize organization structure, improve productivity
⚫ Streamline corporate functions to enhance operational efficiency, etc.

6.0 10.0 10.0 26.0

Other 
SG&A

⚫ Reduction of outsourcing cost
⚫ Reduction of depreciation: System optimization and integration, 

selective new investments
⚫ Other cost savings: Efficient office management, etc.

4.0 5.0 7.0 16.0

Total 20.0 20.0+ 25.0+ 65.0+

Major Initiatives and Achievements

20.0 20.0+

25.0+

(Billion yen) Japan China Others



In 2024, we maintained strong performance in Japan and EMEA, 
driven by key skincare products, "VITAL PERFECTION" and the 
foundation serum "REVITALESSENCE SKIN GLOW Foundation." 
We also revitalized our premium skincare line, "FUTURE 
SOLUTION LX," enhancing the brand’s premium image. However, 
we faced challenges in China and Travel Retail due to economic 
downturns and changes of Chinese consumer behavior.
In 2025, we aim to solidify growth in Japan, the Americas, and 
EMEA while establishing a sustainable growth foundation in the 
China and Travel Retail markets. In March, we launched a major 
new product, new "ULTIMUNE." This innovative serum embodies 
the concept of "slow aging," allowing individuals to enjoy aging 
gracefully while maintaining natural beauty and health.
As a luxury brand originating from Japan and bearing the 
company name, SHISEIDO aims to enhance its unique presence 
globally by leveraging ART, BEAUTY, and SCIENCE as its core 
value.
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Sales Trend

⚫ A holistic beauty brand 
originating from Ginza, 
Tokyo, Japan

⚫ Hero products equipped 
with Shiseido’s latest 
research insights

Value Drivers Executive Officer
Chief Brand Officer 
- brand SHISEIDO

Echo Lo

Indexed to 100 in 2019

Sales Ratio by Category

2024

2024 
Net Sales
Approx.

¥210 bn

70

80

90

100

110

2019 2020 2021 2022 2023 2024 2025

Skincare

Fragrance

Makeup



In 2024, Clé de Peau Beauté relaunched the latest version of The 
Serum, our star serum. This product embodies the brand’s unique 
concept of Skin Intelligence and features Clé de Peau Beauté’s 
exclusive Radiant Lily concentrate*1. Since its launch in 
September, The Serum has driven strong global sales, achieving 
low 20% growth in Japan. Leveraging the fusion of science and 
luxury, Clé de Peau Beauté will strive to contribute to the overall 
success of Shiseido through continuous enhancement of high-
added-value skincare products to help support profitable business 
model.
In our social contribution activities, we will be strengthening the 
two pillars: the Power of Radiance Awards and the global 
partnership with UNICEF.
At Clé de Peau Beauté, we aspire to instill confidence that 
unlocks the radiance within every consumer, creating a brighter 
future for society as a whole. This vision inspires us to close the 
gender gap through STEM*2 education, career development, and 
other empowerment initiatives that create equal opportunities for 
women.
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Sales Trend

⚫ A unique brand vision 
where skin science meets 
luxury

⚫ Leading the way in base 
makeup as a luxury 
skincare brand

Value Drivers Executive Officer
Chief Brand Officer
- Clé de Peau Beauté

Mizuki Hashimoto

Sales Ratio by Category

Support of UNICEF: Bangladesh
©UNICEF/UNI560655/Rasnat

Indexed to 100 in 2019

2024 
Net Sales
Approx.

¥170 bn

60

80

100

120

140

2019 2020 2021 2022 2023 2024 2025

Skincare

Makeup

2024

*1 Lilium Candidum Flower Extract, Glycerin
*2 STEM is an acronym for Science, Technology, Engineering, and Mathematics.



In 2024, NARS celebrated our 30th Anniversary. We also 
launched Explicit, our rule-breaking, refillable lipstick, and 
remained one of the top prestige global makeup brands. Moving 
into 2025, we are proud to be one of Shiseido’s Core 3 brands, 
and will maintain a relentless focus on maximizing skin beauty 
and accelerating momentum in our core cheek category with our 
iconic Multiple. To achieve our goals and build brand love, we will 
continue to leverage our founder, François Nars–employing bold 
messaging, unexpected campaigns and outstanding artistry 
around the globe.
In 2024, Drunk Elephant continued to focus on amplifying its 
unique ingredient-elimination philosophy, and formulating 
biocompatible products that deliver clinically proven results. A key 
milestone for the brand was the China market launch. However, a 
temporary decline in production in the first half affected sales 
recovery. In 2025, we are focused on regaining global momentum 
by increasing our loyal community and recruiting new consumers. 
We seek to strengthen our business by emphasizing our brand 
philosophy, reinforcing clinical efficacy, and protecting our 
leadership position in the moisturizer and serum categories.
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NARS
⚫ Bold messaging, high 

artistry, and innovation by 
founder François Nars

⚫ Products with combined 
makeup and skincare 
benefits

Drunk Elephant
⚫ An ingredient-elimination 

philosophy for a total skin 
reset

⚫ Unique consumer 
experiences and cultivate 
community to build brand 
love

Value Drivers

President Global Brands
NARS & Drunk Elephant

Barbara Calcagni

NARS Sales Trend

Indexed to 100 in 2019

Drunk Elephant  Sales Trend

Indexed to 100 in 2020

2024 
Net Sales 
Approx. 

¥100 bn
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Our designer fragrances have a double mission:
⚫ Develop a strong and international fragrances portfolio of unique 

brand equities while generating sustainable and profitable growth.
⚫ Create a consumer-centric innovation pipeline focused on 

excellence, experience, digitalization, sustainability and ROI.
In 2024, narciso rodriguez and ISSEY MIYAKE, our iconic brands, 
have delivered strong growth by launching high-performing new 
initiatives on a worldwide basis and exploring new brand territories. 
Our “Fewer but bigger launches” strategy has proven to be 
successful since 2023, as launches are supported with one clear 
focus and unparalleled retail execution across the regions. 
In 2024, Le Sel d’Issey has become a game changer for the brand 
and is set as a 2nd pillar along with L’Eau d’Issey pour Homme.  
Fragrances will continue to deliver strong performances globally, 
not only in Europe but also in the U.S. and Asia, where significant 
business opportunities are expected, leveraging the growth of the 
fragrances market in the next 3 to 5 years. 
More than ever, BEAUTY INNOVATION FOR A BETTER WORLD 
is at the heart of our commitment to provide meaningful value for 
the consumers.
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narciso rodriguez
⚫ From fashion to fragrance 

designer to create unique 
and addictive fragrances 
with an unparalleled Heart / 
Art of Musc

ISSEY MIYAKE
⚫ Innovative & surprising–

fragrances that link people 
to nature, make them feel 
confident and connected to 
the world
“Nature is the best 
perfumer”–Issey Miyake

Value Drivers

Vice President
Global Fragrances

Yaël Tuil

narciso rodriguez  Sales Trend

Indexed to 100 in 2019

ISSEY MIYAKE  Sales Trend

Indexed to 100 in 2019
2024 

Net Sales 
¥30 bn+

2024 
Net Sales 
¥20 bn+
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In 2024, ELIXIR successfully achieved significant growth and 
expanded its market share in both the UV emulsion and the 
serum markets, thanks to the launch of its hero products. This 
success solidified its position as Japan’s No.1 brand for 18 
consecutive years and drove over 70% growth in Southeast Asia, 
supported by channel diversification. Looking ahead to 2025, the 
brand aims to recover its presence in China, continue its growth in 
Japan and Asia Pacific, and evolve into one of Shiseido’s global 
core brands in the medium-to-long-term.
Meanwhile, ANESSA maintained its position as Asia’s No.1 sun 
care brand in sales in 2024, achieving growth in Japan, China, 
and Asia Pacific despite challenging market conditions. The brand 
also launched the ANESSA Sunshine Project in 12 countries and 
regions, partnering with the JFA*4 to protect skin from UV 
exposure while creating impactful and memorable experiences for 
children through events in Japan and Vietnam. Looking ahead, 
ANESSA will focus on driving both growth and social contributions, 
aiming to further expand its presence in the rapidly growing sun 
care market.
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ELIXIR
⚫ Anti-aging care*1 based on 

advanced collagen science
⚫ Strong brand power in 

Japan with high-growth 
driven by hero products and 
18th consecutive year of 
No.1 sales*2

ANESSA
⚫ High UV protection 

technology derived from 
100 years of Shiseido’s UV 
research

⚫ Power of Asia’s No.1*3 sun 
care brand in sales

Value Drivers

Executive Officer
Chief Brand Officer
Global Premium Brands
Assistant Chief DE&I Officer

Chiaki Tomita
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*1 Age-appropriate moisturizing skincare
*2 INTAGE SRI/SRI+, Basic cosmetics, Main series ranking. Estimated sales amount (January 2007–December 2024)
*3 Source: Euromonitor, Beauty and Personal Care 2025 edition, retail value sales, 2024 data. Asia as per Euromonitor’s Asia Pacific definition

ELIXIR’s Sales Trend 

Indexed to 100 in 2019

ANESSA’s Sales Trend 

Indexed to 100 in 2019
2024 

Net Sales
¥50 bn+

2024 
Net Sales
¥50 bn+

*4 Japan Football Association



Corporate Executive Officer
Executive Officer
Chief Marketing & Innovation Officer 
(CM&IO)

Yoshiaki Okabe

Beauty Innovation Strategy

Four years have passed since Shiseido embarked on 
reinventing brand innovation. When I was appointed as the 
head of research and development (R&D), I couldn’t help 
but feel that we were not fully leveraging our extensive 
research capabilities to drive brand growth and consumer 
value as research outputs were small-scale and short-term 
in perspective.
We have dedicated the last four years from 2021 to 
transformation, focusing our efforts on the establishment of 
our R&D philosophy “DYNAMIC HARMONY” which 
derived our unique approach that cannot be defined by just 
one quality. At the same time, we are reorganizing and 
integrating our R&D activities emphasizing basic research 
over the medium to long term that captures the insights of 
consumers. By creating a one-stop system that links R&D 
to our brands, we have accelerated innovation with steady 
results, creating an array of best-selling items or hero 
products for SHISEIDO, Clé de Peau Beauté, NARS, 
ELIXIR, and more.
Strategically, we have launched the 2030 R&D VISION, 
built upon the three pillars of innovation; “Skin Beauty”, 
“Sustainability” and “Future Beauty” along with our “de-
monoculture” approach, which embraces change while 

preserving traditions. Based on this strategy, as a result of 
our efforts to select and focus on research areas, we have 
doubled the efficiency and boldness of our research 
themes, and are making progress in creating the Science / 
Technology (S/T)*1 that will support our hit products.

Benefits of Reinventing Brand 
Innovation

Over the past four years, our transformation has yielded significant progress in R&D and 

brand acceleration. To be the engine behind our beauty innovation, we are committed to 

“Act and Deliver” to further accelerate our strategic evolutions.
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2030 R&D VISION

1. Reinvent ourselves into an R&D 
organization that exceeds consumer 
expectations and continuously produces 
innovations with competitive advantages 

2. Lead the industry to realize a sustainable 
society, through circular value creation

3. Create new businesses by taking on new 
domains and categories next to cosmetics

4. Build an R&D team by attracting the best 
global talent (De-monoculture (embracing 
change, preserving traditions))

We are the engine of 
BEAUTY INNOVATIONS.

*1 Technology with strong competitive advantage that can be utilized across multiple brands

Message from the CM&IO



progress externally (see the figures below).
These KPIs allow us to execute a PDCA (Plan-Do-Check-
Act) cycle in line with our strategic vision. In 2024, we 
made consistent progress across all key areas. Our 
commitment to producing at least two major breakthroughs 
in bold S/T each year has resulted in significant successes 
and enhanced the visibility of our intellectual property—
marking major advancement (see page 48).

Having made significant progress over the past four years, 
we now consider this phase of our reforms to be 
completed. Moving forward, we are entering the execution 
phase, focusing on agile and effective implementation. Our 
strategy is focused on the following four key priorities.

1) Strengthening Our Core Businesses
To drive sustained value creation, it is essential to connect 
bold S/T outcomes directly to brand equity and business 
growth. To achieve this, we have categorized and 
visualized our S/T, the results of basic research, into two 
distinct areas. First, we focus on brand-specific core S/T, 
which includes unique research findings tailored to 
individual brands. For example, we are exploring immunity 
and blood vessel health for brand SHISEIDO, and skin 
intelligence for Clé de Peau Beauté. Our goal is to identify 
and leverage these differentiated strengths to maximize 
the value of each brand. In contrast, corporate-wide S/T 
encompasses broader research initiatives that benefit 
multiple brands. This includes findings related to common 
concerns such as sagging, wrinkles, and age spots, as 
well as sun care and fragrances. By utilizing these insights 

Stemming from Shiseido’s philosophy, we have also 
fostered a culture of beauty to accelerate new market 
creation and strengthen our "big fish in a small pond" 
strategy, laying the groundwork to meet evolving 
consumer needs.
Structurally, we are strengthening partnerships with 
academic and research institutions under our “de-
monoculture” approach. We have collaborated with Hirosaki 
University, the Cutaneous Biology Research Center (CBRC) 
at Massachusetts General Hospital, and industry leaders 
such as Accenture, Nippon Telegraph and Telephone 
Corporation (NTT), and Toray Research Center, Inc., as 
well as biotech ventures, delivering tangible results from 
research findings. Additionally, we are redefining the roles 
and decentralizing decision-making process in our five 
Regional Innovation Centers (RIC) worldwide. In January 
2025, we have relaunched part of the Global Innovation 
Center (GIC) in Japan to enhance collaboration with 
consumers and external partners, accelerating innovation 
by strengthening researcher-driven value creation.

To track our strategic progress, we established a 
comprehensive set of KPIs in 2023, aligned with the 2030 
R&D VISION. Among these, outcome indicators play a 
critical role in measuring return on investment (ROI). 
These KPIs encompass three key elements: research 
achievements and its business impact, environmental and 
social considerations, and intellectual property, laying the 
groundwork for future innovation. We will also disclose our 
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Refining KPI Metrics and Progress 
Management

Areas Targets 2024 Overview

Bold S/T Research Company-wide S/T Creations 2 per year 4 Progress in S/T creation as priority

Business Number of New Products with No.1 
Market Shares in Key Categories

(Determined 
individually for 
each brand)

100% Market share of new product launches for 
major brands

Sustainability Switching to Sustainable Packaging 100%
(by 2025)

Plan to disclose 
in 2025 For plastic primary packaging

Intellectual 
Property

Patent Application Ratio in Strategic 
Areas More than 50% 94% Strategic areas and innovation diversity

Overseas Patent Application Ratio More than 70% 72% IP metrics to support strong overseas sales

Progress on KPIs

Future Strategic Focus and Direction
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across various brands, we aim to enhance the overall 
value of our business.
As part of our digital transformation (DX) initiatives to 
enhance core businesses, we launched the VOYAGER 
digital platform for cosmetics development in February 
2024. VOYAGER is equipped with an AI-powered 
development system that utilizes proprietary algorithms 
which will allow us to simultaneously achieve both 
innovative value creation through co-creation with AI and 
improved productivity through shortened development 
times.

2) Business Expansion into New Areas
To create new growth pillars, we are bridging the gap 
between scientific research and commercial application. 
While we continue research in ingestible beauty, beauty 
devices, and regenerative medicine, our top priority 
remains our “Beauty Wellness Diagnosis.” Leveraging our 
expertise in the connection between skin, body, and mind, 
we have established a comprehensive partnership with 
The University of Tokyo since 2024 to research the 
preventive benefits of skin, body, and mind health through 
brain function visualization. To quickly transform research 
outputs into tangible value through co-creation with 
consumers, Shiseido Beauty Park was launched in 
January 2025. One of the five Labs, the Shiseido Beauty 
Diagnosis Lab, now offers personal beauty profiles and a 
unique customization experience. Moving forward, we will 
continuously improve our services based on feedback 
from our customers.

3) Proactive Compliance with Global Regulations
In the coming years, we anticipate various regulatory 
changes related to sun care, fragrances, and microplastics 
across Europe and the United States. To address these 
evolving regulations, we are establishing a global 
compliance framework that fosters close collaboration 

between our regulatory affairs and research teams to take 
proactive measures. By identifying potential risks early and 
analyzing challenges related to usability, stability, and cost, 
we are implementing strategies to minimize business risks 
while improving productivity and accelerating operations.

Discovery of a New Mechanism 
Linking Odor-Binding Proteins to Skin 
Health and Beauty
Our research on the relationship between 
sensory-stimulating substances and skin 
health led to the discovery that OBP2A—
an odorant binding protein found in the 
human nose—is also expressed in 
human skin. OBP2A plays a protective 
role in shielding skin from odors and other 
small molecules. We also identified 
French White Lily Flower Extract as an 
ingredient that enhances the expression 
of OBP2A.

Melanoaging: Uncovering and resolving an age-spot specific metabolic change and 
cellular senescence caused by excessive melanin deposition 
(Won the Top Award at the IFSCC* Congress 2024 Brazil Iguazu Falls) 
Focusing on the previously unexplored dynamics of age spots, our research uncovered how 
excessive melanin deposition leads to mitochondrial metabolic decline and age spot-specific 
cellular aging. Additionally, we developed an effective compound that improves the 
environment, contributing to age spot worsening and fixation.

Researcher Daigo Inoue (right), 
recipient of the 2024 IFSCC Basic 

Research Award

Potential of Fermented Camellia 
Seed Extract in Eliminating Aging 
Skin Cells
A joint study with the Cutaneous 
Biology Research Center (CBRC) 
identified a new mechanism in which 
CD4 CTL, a type of immune cell, 
actively eliminates aging skin cells. 
Furthermore, we discovered that 
fermented camellia seed extract 
influences CD4 CTL attraction, 
potentially offering a new approach to 
aging skin cell elimination.

The following research findings have been applied to product development for the brands HAKU, Clé de Peau 
Beauté, and SHISEIDO.

Major R&D Case Studies

* The International Federation of Societies of Cosmetic Chemists (IFSCC): An international organization where cosmetic engineers from around the world gather for the 
development of safer and more beneficial cosmetic technologies



4) Sustainability
Our sustainability initiatives are guided by the DYNAMIC 
HARMONY approach, which integrates premium value 
(commitment to quality) with environmental responsibility 
and coexistence. To accelerate these initiatives, we are 
strengthening external partnerships and enhancing our 
Clean Formulation Library*2. Additionally, we are 
advancing the development of new microalgae-based 
circular ingredients in collaboration with the CHITOSE 
Group, further reinforcing our commitment to sustainable 
innovation.

To foster innovation and maximize outcome in the next 
phase, we are prioritizing excellence in execution. To 
achieve this, we are rebuilding governance and 
implementing systems that prioritize three key elements: 
creativity, expertise, and diversity. Moreover, we will 
strengthen execution by leveraging KPIs to visualize ROI, 
accelerating AI adoption, and shift from defense to offence 
in regulatory compliance.
Under our 2030 R&D VISION, we aspire to be a global 
leader in beauty innovation, exceeding consumer 
expectations through high-value-added products.
To establish ourselves as a world-class company 
representing Japan, we will focus on understanding 
consumer insights and conducting basic research. By 
integrating bold S/T with art to showcase our unique value, 
we aim to drive the company’s progress. We will continue 
to evolve as the engine behind this vision.
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Shiseido’s Intellectual Property Strategy

We, Shiseido, position our intellectual property (IP) strategy 
as a key pillar of our corporate management, leveraging 
cutting-edge research and technology to enhance our 
brand equity. Our strategy is designed to secure exclusive 
competitive advantages from innovative research and 
technology. Our IP strategy has two key aspects: securing 
exclusive rights to Shiseido’s competitive technologies and 
integrating valuable external innovations. To maximize both, 
our IP and R&D teams collaborate from the earliest stages 
of research, generating high-quality patents that strengthen 
our competitive edge.
Since launching our reinventing brand innovation in 2021, 
our R&D teams have strategically selected specific areas 
of focus. Our IP strategy has been similarly aligned, 
channeling resources toward these priority domains. As a 
result, while the total number of patent filings has not 
increased, both the quality and impact of our patents have 
significantly improved. These advances are measurable 

through two key indicators*1: IP competitiveness and IP 
ROI. Our IP competitiveness*2 is calculated based on 
technological relevance and market coverage and has 
demonstrated a superior growth rate compared to global 
competitors (see Figure 1). Our IP ROI*3 reflects strong 
cost efficiency, underscoring the value of our intellectual 
property portfolio (see Figure 2).
We leverage these patent analytics for market assessment 
and strategic planning. For example, in the highly 
competitive sun care category, Shiseido is building a strong 
patent portfolio anchored by innovations such as our “Sun 
Dual Care” technologies. As a result, our technological 
value remains exceptionally high and only continues to 
grow (Figure 3). In sun care, our core technologies 
translate directly into consumer value. Backed by a robust 
technological and IP foundation, we are well-positioned for 
sustained growth. We are also applying this strategic 
approach to skincare and makeup.

*1 Using PatentSight® by LexisNexis
*2 IP Competitiveness = Technology Relevance (TR) x Market Coverage (MC)
*3 IP ROI = (IP competitiveness x total number of patents) / Research and development expenses

*4 TR (Technology Relevance): An indicator of patent value based on 
forward citations
MC (Market Coverage): A measure of economic scale considering the 
legal status of patents in each country
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[Figure 1] Comparison of Intellectual 
Property Growth Rates
 (2015 vs. 2023 Results)

[Figure 2] Comparison of Intellectual 
Property ROI Among 
Companies (2023 Results)

[Figure 3] Intellectual Property Positioning Analysis in the 
Sun Care Category*4
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Shiseido’s PEOPLE FIRST philosophy recognizes our 
people as the source of value creation, and we are 
committed to making proactive investments in our people. 
Our commitment to fostering a positive work culture and 
promoting diversity, equity, and inclusion (DE&I) in areas 
such as gender equality and career development has 
earned us external recognition as one of Japan’s top 
companies. In addition to establishing English as the 
Company’s official language, over the past decade, we 
have globally standardized our performance management 
programs, grading and compensation structures, and 
talent development frameworks, further strengthening our 
foundation as a global enterprise.
To achieve our corporate mission, BEAUTY 
INNOVATIONS FOR A BETTER WORLD, we believe it is 
essential to fill our company with employees who drive the 
future with commitment and passion for beauty. Our 
concept of “beauty” encompasses a wide range of 
expressions: the beauty of sound, as experienced in 
nature and music; the beauty of omotenashi hospitality, 
which reflects our desire for others’ happiness; and the 
beauty of dedicating yourself wholeheartedly to something 
you are truly passionate about. By placing the “Sense of 
Beauty” inherited over our 150-year history at the forefront 

of our efforts, we are advancing our people strategy to 
execute our business strategy effectively. Therefore, we 
have defined our ideal organizational culture that fosters 
value creation, which we call the “Beauty Innovation 
Atelier— Energized by Passion, Collaboration, and 
Excellence,” and we have shared this vision with our 
global employees.
We consider one of the key roles of our human resources 
division to be empowering each employee to fully realize 
the potential and strengths of their authentic selves. This 
involves not only leveraging their expertise and experience 
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Based on our PEOPLE FIRST philosophy, we continue to invest in our people, filling our 

company with employees who drive the future with commitment and passion for beauty.

Shinji Wada

Executive Officer, 
Chief People Officer (CPO)

Shiseido Passion Drivers © 2024 Shiseido Company, Limited.  All Rights Reserved.

Message from the CPO

Shiseido’s People Strategy



but also embracing their unique values, ideas, senses, and 
passion. We strongly believe that when employees 
express their passion driven by intrinsic motivation, it 
raises their energy levels in a sustainable manner, 
enabling innovation and significant progress. To this end, 
we have defined eight elements that connect to employee 
energy as “Passion Drivers,” positioning them as key 
indicators and promoting various initiatives based on this 
framework.

In 2024, we organized our fundamental approach 
regarding people and organization, and worked on various 
initiatives. To move beyond the current situation and drive 
innovation, we placed a strong emphasis on creating an 
organizational culture that inspires the integration of 
diverse knowledge and skills to execute beauty 
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2024 Key Initiatives and Their Impact

innovations, and acquiring and developing leaders who 
embody a “Sense of Beauty” along with the mindsets and 
skills necessary to lead change. Our approach to 
organizational culture development is rooted in the belief 
that, just as trees flourish in a rich forest, employees thrive 
in a dynamic and vibrant workplace. Specifically, we 
initiated efforts to foster connections among employees, 
starting with the HQ ALL HANDS meeting at our global 
headquarters, which facilitates direct dialogue with the top 
management. In collaboration with the Corporate 
Communications and Marketing departments, we 
organized employee-focused events such as “Brand Day,” 
showcasing our brands and new products. Additionally, 
based on the belief that value emerges from the 
integration of diverse knowledge and skills, we held events 
to enhance employees’ engagement and awareness of 
DE&I. These events include “Diversity Week for LGBTQ+” 
during Pride Month and “Diversity Week for People with 

Disabilities” in alignment with the International Day of 
Persons with Disabilities.
With respect to the leadership acquisition and 
development, we have redefined our leadership model as 
“Futurists, Leading Change,” around which workshops 
were held at Shiseido’s global headquarters. Moving 
forward, we intend to scale this initiative globally, 
integrating the defined roles, skills, and behavioral traits of 
leaders into training and evaluation frameworks. To further 
reinforce a culture of self-directed learning among 
employees, we launched various leadership programs at 
“Shiseido Future University,” a cutting-edge learning 
platform for future driven employees. We also hosted the 
“Shiseido Learning Festival,” where employees engaged in 
immersive learning experiences. Our unique curriculum 
blends insights from leading-edge, global-level business 
schools with our company heritage that we have been 
pursuing since our founding, such as the “Sense of 
Beauty” and the richness of spirit. Moreover, we launched 
the “SHISEIDO Work Smart” initiative in collaboration with 
the IT department, leveraging AI and digital tools to 
improve the employee experience and enhance 
productivity through workstyle transformation. This 
includes the “Shiseido AI Concierge” based on generative 
AI, and a new service platform “PASS (People Assistance 
Solutions Salon)” that dramatically enhances HR support. 
Thanks to these initiatives, employee interactions—
previously stagnated due to COVID-19—have increased, 
revitalizing our workplace. There is a clear and tangible 
sense that we are making steady progress on our journey 
to achieve the “Beauty Innovation Atelier.”Futurists, Leading Change HQ ALL HANDS meeting Shiseido Learning Festival



The Global Engagement Survey conducted in May 2024 
provided valuable insights into our employees’ values. The 
global positive engagement score was 68%, marking a 3-
point increase from the previous survey in 2022. While 
there is room for improvement, it is encouraging to see the 
notable rise in employees’ “desire to contribute,” which 
remains at a high level compared to global benchmarks—
an important indicator of engagement particularly during 
this transformative period for the Company. Analysis 
shows improvement in “organizational alignment” and 
“individual strengths,” aligning with our current people 
strategy.
Going forward, we will establish KPIs related to “Passion 
Drivers” to assess employee perceptions of various 
initiatives, and we utilize these insights to recognize and 
address any challenges.

Looking ahead, we will advance our people strategy with a 
focus on executing the “Action Plan 2025-2026” while 
ensuring medium-to-long-term business growth. This plan 
aims to build a unified global team dedicated to 
sustainable brand development, aligning all employees 
with our strategic execution. For exceptional global talent, 
we will actively increase their appointments to key 
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Future Initiatives and CPO Commitment

positions and roles, regardless of their location, as needed 
for strategic execution. To facilitate this, we must once 
again enhance the visibility of global talent, providing 
abundant learning opportunities and hands-on experience 
through talent reviews*¹ and succession planning*². 
Maintaining high employee engagement, even in the most 
challenging business environment, will require transparent 

communication about company direction and ongoing 
dialogue with our employees.
In 2025, we will ensure that the initiatives outlined above, 
which began in 2024, continue to develop at a global level. 
Through the “Beauty Innovation Atelier,” we aim to shift 
our culture, enabling individual employees to inspire each 
other and passionately drive beauty innovations together.

*1 A structured evaluation and analysis of employee capabilities to determine suitable 
roles and development pathways

*2 A systematic approach to identifying and developing future leaders for key positions

Major Initiatives (in 2024)

⚫ Workshops on the introduction of a new leadership 
model (Approx. 1,000 participants)

⚫ Shiseido Learning Festival (Approx. 700 participants)
⚫ Shiseido Future University

- Number of visitors (5,855 in total)
- Selected Global leadership training (165 participants)

⚫ Career mentoring program that allows employees to 
have conversations with managers other than their direct 
supervisor (113 pairs, 226 participants)

⚫ Continuous utilization of LinkedIn Learning as a self-
directed learning platform (Approx. 14,000 total 
participants globally)

⚫ Digital Academy participation (Approx. 10,300 total 
participants globally)

⚫ HQ ALL HANDS meeting, an interactive event with 
management (Approx. 1,350 participants)

⚫ Brand Day (4 sessions)
⚫ Global Engagement Survey (Positive engagement score 

of 68%)

⚫ Diversity Week for LGBTQ+ and Diversity Week for 
People with Disabilities (Approx. 1,800 total participants)

⚫ NEXT LEADERSHIP SESSION for WOMEN training 
conducted in Japan to foster women leaders (334 total 
participants over eight years)

⚫ Mentoring program Speak Jam implemented in Japan to 
foster women executives and employees (213 total 
participants over five years)

【People & Organizational Development】

【DE&I】

Engagement Survey and KPIs
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Net Sales by Reportable Segment*4 

2023 % of
Net Sales 2024 % of

Net Sales
YoY

Change

Net Sales 973.0 100% 990.6 100%
＋2%

YoY FX-Neutral：−3%
YoY LfL*2 ：−1%

Core Operating Profit 39.8 4.1% 36.4 3.7% −9%

Non-recurring Items −11.7 −1.2% −28.8 −2.9% ー

Operating Profit 28.1 2.9% 7.6 0.8% −73%

Profit Attributable to 
Owners of Parent 21.7 2.2% −10.8 −1.1% ー

EBITDA*1 91.8 9.4% 89.6 9.0% −2%

Free Cash Flow 53.5 5.5% −35.3 −3.6% ー

Financial Overview

*1 EBITDA = Core Operating Profit + Depreciation and Amortization (excl. depreciation of right-of-use assets).
*2 Excluding the impacts of foreign exchange rates and business transfers
*3 2021, Shiseido transferred bareMinerals and two other brands and related assets. Half of the purchase price was deferred through a seller note (a 

type of debt financing). As a result of consultation with our independent auditor, a provision of 12.8 billion yen was recognized according to the 
subordination clause in the seller note.

*4 Results of 2021 have been reclassified to the IFRS basis. Results of the Professional Business are included in the Other
*5 Results of the Adjustments are included in the Other
*6 Core operating profit prior to change in segment reporting from Q1 2025
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Core Operating Profit by Reportable Segment*4 *5 *6
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1,010.0
1,067.4

973.0

36.415.0
42.6

51.3

39.8

Global net sales decreased 1% on a like-for-like basis*2. In the Japan Business, our core brands 
were the primary driver of growth, while in EMEA, our selection and concentration strategy in key 
focus areas also delivered robust results. Conversely, the Americas Business saw a drop in 
revenue due to a temporary decline in production. The China and Travel Retail Businesses also 
experienced a decline in sales as they continued to face challenging market conditions.
Core operating profit decreased by 3.5 billion yen year-on-year to 36.4 billion yen. While the Japan 
Business achieved significant growth in profit thanks to structural reforms, profit declined overall 
owing primarily to the revenue decline in the Travel Retail and Americas Businesses.
Net profit for the year turned negative with a net loss of 10.8 billion yen, mainly due to costs of 
structural reforms recognized as non-recurring items and finance costs associated with a seller note*3.
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The launch of new products leveraging cutting-edge technology and 
strategic marketing focused on new value creation drove growth, 
expanding market share led by core brands

Structural reforms delivered tangible results, driving a significant profit 
growth for the year

⚫ Delivered consumer-centric value, creating a new market of foundation serum
⚫ Clé de Peau Beauté and SHISEIDO achieved strong growth on the back of a steady 

increase in loyal customers
⚫ ELIXIR recorded major success with its newly launched "Youth Accelerator Serum,” and 

the brand also expanded its market share
⚫ The number of foreign visitors to Japan reached a record high albeit modest growth in 

the inbound market
⚫ A significant profit increase driven by higher gross profit fueled by sales growth, a mix 

improvement by selection and concentration, as well as structural reform benefits

Net Sales​

¥ 283.8 bn

Japan

Kentaro Fujiwara
CEO, Shiseido Japan

Market Insights
The domestic cosmetics market remained solid even though 
higher prices continued to weigh on household spendings. The 
number of foreign visitors to Japan continued to exceed its pre-
pandemic levels to hit a new record high, however, inbound 
consumption grew at a more moderate pace than anticipated on 
the back of shifting trends in purchasing behavior of foreign 
visitors.

Strategic Direction
We will further strengthen our core brands and hero products, 
aiming to drive growth through strategic price increases, new 
value and new market creation, and a renewed focus on key 
consumer touchpoints in each channel. In addition, we are in the 
midst of transformation to create a simple and flat organization by 
delegating more responsibility to the front.

MAQuillAGE

ELIXIR

Sales Ratio
by Channel

E-commerce Drug Stores

Specialty StoresDepartment Stores

GMS

Others

Core Operating 
Profit Margin

9.9%

Core Operating 
Profit

¥ 28.1 bn
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Market Insights
Stagnation continued due to a decline in consumer spending and 
rising household savings amid worsening economic sentiment. 
Rising consumer price sensitivity drove an acceleration in event-
driven consumption, including China’s largest e-commerce event 
“Double 11.” The challenging market environment is expected to 
persist for a while.

Strategic Direction
We have continued to take a balanced approach to achieving 
growth and profitability amid volatile market conditions to make a 
shift towards a sustainable growth model that focuses on value-
based brand and product communication tailored to consumer 
needs. We are strengthening organizational agility to swiftly 
respond to change, implementing localized marketing, and 
advancing our digital strategy through collaboration with external 
partners.

Sales Ratio
by Category

Despite a decline in revenue due to the ongoing market challenges, 
structural reforms and cost management contributed to profit growth

⚫ We enhanced brand equity by swiftly adapting to changing consumer needs while 
focusing on a balanced approach to growth and profitability

⚫ Clé de Peau Beauté and NARS achieved year-on-year revenue growth, continuing to 
expand sales in China

⚫ Delivered a significant growth during “Double 11,” across key platforms, partly driven by 
the rebound from consumer pullback on Japanese products in the prior year after the 
release of treated water. Clé de Peau Beauté ranked higher in sales versus 2023

⚫ SHISEIDO continued to face challenges, particularly in basic skincare
⚫ Although like-for-like net sales declined, profits increased as we accelerated structural 

reforms, including the closure of unprofitable stores and workforce reductions, while 
maintaining marketing investments

E-commerce
Sales Ratio

Premium

Others Prestige

Related Data

* All information is based on the organizational and management structure as at the end of 2024

China

Major Brands

Toshinobu Umetsu
CEO, Shiseido China

NARS Promotion

Clé de Peau Beauté Promotion

Net Sales​

¥ 250.0 bn

Core Operating 
Profit Margin

4.8%

Core Operating 
Profit

¥ 12.3 bn
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Market Insights
While markets slowed in countries and regions such as Taiwan 
and South Korea, growth was led by the markets in Southeast 
Asia.

Strategic Direction
ANESSA, Asia’s No.1* sun care brand in sales, will expand its 
growth, driven by its strong brand equity and technological 
leadership. We are also taking on the challenge of strengthening 
Fragrances as a new area of growth. We aim to achieve growth 
ahead of the market. NARS will expand its presence in India as 
we work to rank among the top five prestige makeup brands.

Sales Ratio
by Category

Sales Ratio by 
Country/Region

Despite the slowdown in some countries and regions, 
such as Taiwan and South Korea, growth achieved in 
Southeast Asia driven by Thailand

⚫ ANESSA, Clé de Peau Beauté, and Fragrances delivered 
strong growth, driving growth across the region

⚫ NARS expanded its online sales channels in India
⚫ Achieved growth in profit buoyed by higher gross profit driven 

by sales growth

E-commerce
Sales Ratio

Others

South Korea

Taiwan

Thailand

Fragrance

Premium

Prestige

Related Data

Asia 
Pacific

Major Brands

Nicole Tan
CEO, Shiseido Asia Pacific

ANESSA

Clé de Peau Beauté 

Net Sales​

¥ 71.7 bn

Core Operating 
Profit Margin

8.0%

Core Operating 
Profit

¥ 6.0 bn

* Source: Euromonitor, Beauty and Personal Care 2025 edition, retail value sales, 
2024 data. Asia as per Euromonitor’s Asia Pacific definition
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Market Insights
The overall prestige market experienced moderate growth. 
Fragrances performed strongly while skincare lagged behind. 
Market shifts accelerated with the rise of emerging brands amid 
diversifying consumer values.

Strategic Direction
In the markets in North America, we capitalized on our diverse 
brand portfolio, driving growth by allocating resources in 
response to changing market dynamics. We will pursue growth 
opportunities by swiftly adapting to channel shifts. Drunk 
Elephant is revitalizing consumer engagement, while Dr. Dennis 
Gross Skincare will increase investment to capture the U.S. trend 
favoring high-performance skincare.

Sales Ratio 
by Category

Production decline in the first half of the year had a 
significant impact. Drunk Elephant suffered a sharp 
decline in sales due to a slow recovery in consumer 
purchases

⚫ Americas posted a substantial decline in revenue driven 
primarily by Drunk Elephant, due to temporary declines in 
production and shipments in the first half of the year, with a 
subsequent delay in consumer purchase recovery

⚫ Production has recovered, and NARS achieved year-on-year 
revenue growth

⚫ Fragrances performed well, benefiting from market tailwinds
⚫ Profit declined due to lower gross margin driven by lower sales

E-commerce
Sales Ratio

Dr. Dennis Gross SkincareNARS 

Others

Prestige

Related Data

Americas

Major Brands

Ron Gee
CEO, Shiseido Americas Fragrance
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Net Sales​

¥ 118.5 bn

Core Operating 
Profit Margin

0.2%

Core Operating 
Profit

¥ 0.2 bn

* All information is based on the organizational and management structure as at the end of 2024
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Sales Ratio
by Category

Sales Ratio by 
Country/Region

Drove strong growth via selection and concentration 
driven by new launch of fragrances which continues 
to be our strategic focus

⚫ Benefitted from successful selection and concentration strategy 
across key brands, markets, and channels

⚫ Following the strong growth delivered in 2023 by narciso 
rodriguez, which was the key area of focus, ISSEY MIYAKE 
drove growth in 2024, benefiting from the successful launch of 
Le Sel d’Issey

⚫ Achieved year-on-year profit growth driven primarily by higher 
gross profit from sales growth

E-commerce
Sales Ratio

France

Germany

UK

Others

PrestigeFragrance

Others

Related Data

EMEA

Chairman, Shiseido EMEA

Franck Marilly
CEO, Shiseido EMEA

Alberto Noe

Market Insights
Growth momentum continued across all categories, particularly in 
Fragrances.

Strategic Direction
Enhance key brands through selection and concentration. 
Continue successful Fragrance strategy to concentrate on one 
new pillar every year, with a focus on a new product launch for 
Zadig & Voltaire in 2025.

Major Brands

SHISEIDO

ISSEY MIYAKE

Spain
Italy
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Net Sales​

¥ 132.7 bn

Core Operating 
Profit Margin

2.6%

Core Operating 
Profit

¥ 3.7 bn
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Market Insights
In duty-free retail markets such as China’s Hainan Island, the impact 
of inventory adjustments due to tightened regulations steadily 
receded. However, the challenging market environment persists, 
primarily due to a slowdown in spending driven primarily by Chinese 
tourists.

Strategic Direction
Given the ongoing challenges, we will execute growth strategies 
prioritizing brand reinforcement. We will be shifting our focus towards 
growth driven by tourists while accelerating the adoption of a 
cohesive operating model with the China Business.

Sales Ratio
by Category

Sales Ratio by 
Country/Region

Deceleration in consumption by Chinese tourists to 
persist, a challenging market environment to continue

⚫ Japan has staged a steady recovery driven by the rising 
number of foreign visitors

⚫ China’s Hainan Island and South Korea suffered a significant 
decline in spending driven mainly by Chinese tourists, leading 
to negative growth

⚫ Profit declined year-on-year due to drop in gross profit driven 
by lower sales

E-commerce
Sales Ratio

Fragrance

Premium

Japan Asia

EMEA Americas

SHISEIDO Promotion

Prestige

Related Data

Travel 
Retail

Major Brands

Philippe Lesné
CEO, Shiseido Travel Retail
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Clé de Peau Beauté Promotion

Net Sales​

¥ 107.8 bn

Core Operating 
Profit Margin

4.6%

Core Operating 
Profit

¥ 5.0 bn

* All information is based on the organizational and management structure as at the end of 2024





Sustainability Management

Shiseido believes that beauty inspires hope and empowers happiness, contributing to a world of 
wellness and a lifetime of fulfillment for all. We aim to realize a sustainable world where everyone can 
enjoy a lifetime of happiness through the power of beauty toward 2030, along with our corporate 
mission: BEAUTY INNOVATIONS FOR A BETTER WORLD. To realize a sustainable world, we have 
integrated sustainability into our corporate strategy and set forth three strategic actions in each area of 
society and environment to create social value through our core business and to solve social and 
environmental issues.

Our actions for society are focused on addressing social issues, primarily through our diversity, equity 
and inclusion (DE&I) initiatives. We have identified three key strategic actions: “Advancing gender 
equality,” which aims to create a society where fair opportunities are available to all, regardless of 
gender, and where individuals can live authentically by leveraging our strengths as a beauty company; 
“Empowering people through the power of beauty,” which seeks to eliminate unconscious biases and 
prejudices related to beauty, fostering a society that celebrates individual beauty and allows people to 
shine in their own ways; and “Promoting respect for human rights,” which serves as the foundation of 
all our activities.

Our actions for the environment are based on the idea of banbutsu shisei *, the origin of our 
company’s name Shiseido. We are working to develop technologies and build business models that 
can reduce environmental footprint and contribute to realizing a circular economy. To do so, we are 
taking the following three strategic actions: “Reducing our environmental footprint,” “Developing 
sustainable products,” which we work on in collaboration with various stakeholders throughout the 
entire value chain and “Promoting sustainable and responsible procurement” with consideration of the 
environment and human rights.

Our Approach to Sustainability

60

Realize a sustainable world where everyone can enjoy 
a lifetime of happiness through the power of beauty

Materiality
Social and environmental issues to be addressed 

through our business

Strategic Actions

* From a phrase in Chinese Yi Jing, the Book of Changes from the Four Books and Five Classics of Confucianism: “Praise the virtues of 
the Earth, which nurtures new life and brings forth significant values.”

Developing Sustainable 
Products

02．

Reducing Our 
Environmental Footprint

01．

Promoting Sustainable 
and Responsible 
Procurement

03．

EnvironmentSociety

Empowering 
People Through the 
Power of Beauty

02．

Advancing Gender 
Equality

01．

Promoting Respect 
for Human Rights

03．
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Sustainability Management

Sustainability Promotion Structure

How We Formulated Our Materiality Materiality

At Shiseido, we work to promote sustainability across the entire company through our brands and 
regional businesses. The Sustainability Committee was set up to ensure timely management decisions 
related to sustainability efforts and their proper implementation across the Group and, meetings were 
held regularly in 2024. The Sustainability Committee makes decisions on specific action plans, 
including strategic actions and policies related to sustainability for the entire Shiseido Group, risks and 
opportunities associated with climate change and the natural environment, and initiatives to address 
human rights. The committee also monitors the progress of medium-to-long-term targets within our 
sustainability strategy. The committee consists of the representative corporate executive officers and 
executive officers in charge of Corporate Strategy, Finance, R&D, Supply Network, Human Resources, 
DE&I, Corporate Communications, and our brand holders, as well as other corporate officers from 
different fields, allowing us to discuss a range of issues from different perspectives. In addition, 
important matters related to business execution, which require approvals are proposed or reported to 
the Global Strategy Committee or the Board of Directors.
In order to ensure executing and promoting of sustainability actions, a Sustainability TASKFORCE was 
set up under the Sustainability Committee, consisting of the heads of key relevant functions. At the 
Sustainability TASKFORCE, practical approaches to achieve our long-term targets are discussed with 
relevant functions, regional headquarters, and local subsidiaries as necessary.

Sustainability Governance

At Shiseido, we are committed to creating a sustainable world and enhancing people’s sense of 
happiness and fulfillment through value creation, as we have been doing since our founding. To select 
the environmental and social issues to be addressed through our business, we identified key 
sustainability issues based on interviews, surveys, and dialogues with our stakeholders. We then 
assessed these issues from two perspectives: their importance to all stakeholders—including 
employees, customers, business partners, shareholders, society, and the earth—and their importance 
to Shiseido’s business. Based on these two axes, we categorized and prioritized the issues, ultimately 
defining 18 material issues in 2019. Additionally, in light of recent changes in the environment 
surrounding society and the industry, we are in the process of reviewing our current materiality.

Materiality

Corporate Executive Officers / Executive Officers

Business Execution (Divisions / Subsidiaries / Affiliates etc.)

Global Strategy Committee
Business Plan Meeting

(Business plans and important issues are 
deliberated to ensure multifaced consideration)

Global Risk Management & 
Compliance Committee

Proposal /
Report

Command /
Order /
Instruction

Meetings according to themes such as Innovation CommitteeSustainability Committee

Sustainability TASKFORCE

Oversight 
function

Business
execution 
function

Board of Directors

Representative Corporate Executive Officer, President and CEO

Materiality

Oversight Proposal / Report

⚫ Experts in environmental and social fields globally
⚫ Consumer feedback (from company surveys conducted in five 

countries)
⚫ External surveys, reports from major international organizations

 (GRI, SASB, SDGs etc.), and investor feedback
⚫ Executive officer* and employee feedback

Identify social and environmental issues in consideration 
of all stakeholders based on their expectations and 
demands along with various perspectives collected from:

⚫ Issues are narrowed down to those highly relevant to our businesses 
through discussions with executive officers and various internal divisions

⚫ Issues are then selected by scoring them based on the two axes of 
importance to our businesses and importance to the entire company’s 
stakeholders

⚫ The questions and strategic actions surrounding these issues are then 
confirmed by the executive officers

Shortlist the identified issues based on their relevance 
to our businesses and make a more informed analysis

Submit the finalized list of material issues to the 
Sustainability Committee for approval

Environment
⚫ Climate change
⚫ Development of eco-friendly 

formulas
⚫ Sustainable packaging
⚫ Deforestation
⚫ Responsible procurement
⚫ Waste reduction
⚫ Water usage
Society
⚫ Diversity, equity and inclusion
⚫ Quality of life
⚫ Professional development
⚫ Occupational health and 

safety
⚫ Respect for human rights

Governance / Culture
⚫ Strengthening of governance 

and accountability
⚫ Fair business transactions
⚫ Quality assurance
⚫ Responsible marketing and 

advertising
⚫ Information security and 

privacy
⚫ Art and heritage

* Until the end of 2021, it was the “corporate officer”

https://corp.shiseido.com/en/sustainability/management/
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Strategic Actions and Medium-Term Targets

Shiseido has established three strategic actions based on the material issues we have defined in each area of society and the environment. We have allocated management resources on a priority basis to each 
department across the entire Group to implement these priority initiatives. Our progress against targets based on strategic actions, including partial results from 2024, will be disclosed in our Sustainability Report, 
to be published in 2025.

Material Issues Strategic Actions Targets Target Year 2024 Results Supplementary Explanation / Major Activities

Environment

⚫ Climate change
⚫ Development of eco-friendly 

formulas
⚫ Sustainable packaging
⚫ Deforestation
⚫ Responsible procurement
⚫ Waste reduction
⚫ Water usage

01. 
Reducing our 
environmental 

footprint

CO₂ emission reduction (SBTi, Scope 1 + 2) 46.2% 2030
Plan to disclose in 2025

At all our sites (compared to 2019). Includes our goal 
of achieving carbon neutrality by 2026 (covering all our 
sites, including carbon offsetting)

CO₂ emission reduction (SBTi, Scope 3) 55% 2030 Throughout our value chain, excluding Shiseido sites, 
economic intensity target (compared to 2019)

Water consumption reduction 40% 2026 Plan to disclose in 2025 Economic intensity across all our sites (compared to 
2014)

02.
Developing 

sustainable products
Switching to sustainable packaging 100% 2025 Plan to disclose in 2025 For plastic primary packaging

03.
Promoting sustainable 

and responsible 
procurement

Replacement with sustainable palm oil 100% 2026 Plan to disclose in 2025
Certified under RSPO’s physical supply chain model, 
based on identity preserved, segregation, and/or mass 
balance, measured in palm oil equivalent weight

Replacement with sustainable paper 100% 2023 Plan to disclose in 2025 Including certified paper or recycled paper used in 
products, measured by paper weight

Society

⚫ Diversity, equity and inclusion
⚫ Quality of life
⚫ Professional development
⚫ Occupational health and 

safety
⚫ Respect for human rights

01.
Advancing gender 

equality

Ratio of women leaders at all levels in Japan 50% 2030
Directors 54.5%
Executive Officers 47.0%

As of April 1, 2025

Managers in Japan 41.1% As of January 1, 2025

Women’s empowerment in Japan​
Supporting education and financial 
independence worldwide 

1 million 
people 2030 Achievement ratio 84%

Direct outreach through the support for girls’ education 
through Clé de Peau Beauté and Shiseido DE&I Lab, 
etc. 

02.
Empowering people 

through 
the power of beauty

Cultivating self-efficacy through the power of 
beauty
Challenging the unconscious biases and 
prejudices that limit individual beauty

1 million 
people 2030 Achievement ratio 26%

Direct outreach through Shiseido Life Quality Makeup 
activities; SEE, SAY, DO.; and ANESSA Sunshine 
Project, etc. 

03.
Promoting respect for 

human rights
For detailed activities, please refer to the page of Major Initiatives

Governance / 
Culture

⚫ Strengthening of governance 
and accountability

⚫ Fair business transactions
⚫ Quality assurance
⚫ Responsible marketing and 

advertising
⚫ Information security and privacy
⚫ Art and heritage

⚫ We are committed to maintaining and improving the transparency, fairness, and speed of management initiatives by enhancing corporate governance as well as maximizing corporate 
and shareholder value over the medium term through dialogue with all stakeholders—consumers, employees, shareholders, the environment, and society at large—to fulfill our 
responsibilities as a public entity and optimize value distribution to each stakeholder.*

⚫ We promote activities in art and heritage through our corporate culture that generates social value and shares a uniquely Japanese aesthetic with the world.

* We do not disclose strategic actions related to governance materiality as of April 2025

https://corp.shiseido.com/en/sustainability/report.html


levels by 2030. Currently, women represent 41.1%* of management roles within the Shiseido 
Group in Japan. To support this progress, the     Shiseido DE&I Lab provides data-driven insights 
clarifying the connection between diverse talent and corporate performance. In partnership with 
Professor Shintaro Yamaguchi of the University of Tokyo, our research has shown that gender 
imbalance in leadership may reinforce unconscious bias, impacting organizational effectiveness. 
These insights will directly inform our internal policies, shaping actions to reduce bias and unlock 
the potential of our people. 
We believe that cultivating a workplace where women naturally step into leadership roles and 
men are empowered to take parental leave is essential to enhancing our competitiveness. We 
remain firmly committed to fostering a society where all individuals can live and work true to 
themselves, and through this commitment, we will continue to generate long-term value as a 
global beauty company.

At Shiseido, our brands and regional headquarters work together to support the education and 
independence of socially vulnerable girls, aiming to resolve gender gap and empower women. Clé de 
Peau Beauté and UNICEF*1 are working to close the gender gap through STEM education*2, skill 
development, and empowerment programs. Through their partnership, they aim to support 5.7 million 
girls by 2025 in countries such as Bangladesh, Kyrgyzstan, Indonesia, China, Kazakhstan, Lao PDR, 
Namibia, Niger, Peru, Uzbekistan, and Vietnam. In March 2024, representatives from Clé de Peau 
Beauté and UNICEF visited Bangladesh, one of the key countries receiving support. There, they 
observed schools implementing gender-transformative, skill-oriented curricula and textbooks. They 
also confirmed efforts to strengthen the Skills4Girls program, which provides vocational training for 
out-of-school girls, through discussions at the ministerial level.
Additionally, Clé de Peau Beauté launched the    Power of Radiance Awards, a global charity program 
that annually honors women who have made significant contributions to girls’ education especially in 
STEM fields, promoting social progress and empowerment. In 2024, the sixth award was presented to 
Ms. Reshma Saujani, based in New York, the U.S., an advocate for bridging the gender gap in STEM 
education mainly in the U.S. Ms. Saujani has played a pivotal role in increasing women’s participation 
in computer science by founding Girls Who Code, an international non-profit organization committed to 
closing the gender gap in technology. Donations for the UNICEF partnership*3 and donations for the 
Power of Radiance Awards*4 come from the global sales of Clé de Peau Beauté’s flagship product, 
The Serum. Moving forward, Shiseido will continue to support women who have a positive impact on 
society and celebrate all women’s aspirations to be beautiful and strong, both inside and out.

Major Initiatives
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01. Advancing Gender Equality

*1 United Nations Children’s Fund. UNICEF does not endorse any specific company, brand, product, or service
*2 STEM is an acronym for Science, Technology, Engineering, and Mathematics
*3 A cause-related marketing campaign in which 3 USD is donated to support UNICEF’s programs for every bottle of The Serum sold
*4 Grants from the Power of Radiance Awards are donated to charitable organizations chosen by the award recipients to further promote 

women’s education

Ms. Reshma Saujani, recipient of the 2024 Power of Radiance Awards

Sustainability SocietySociety

Message from the CDE&IO

Ayako Hirofuji

* As of January 1, 2025

Director
Representative Corporate Executive 
Officer
Chief Financial Officer
Chief DE&I Officer

As a global beauty company, Shiseido draws strengths from 
the diversity within our organization to better understand and 
serve our equally diverse consumers. Our strength lies in an 
inclusive culture where individuals with a wide range of 
backgrounds come together to drive innovation. This diversity 
is not only key to developing products and services that reflect 
the needs of our consumers, but also serves as a critical 
driver for sustainable growth. For this reason, we have 
positioned DE&I as a core business strategy. We are 
committed to respecting and embracing all forms of diversity, 
including gender, age, nationality, sexual orientation, gender 
identity, and disability. Through inclusive practices rooted in 
this belief, we aim to enhance our corporate value and our 
positive impact on society. Among the various aspects of 
DE&I, gender equality remains a particular area of focus. We 
view it as both a social responsibility and a strategic priority. 
In Japan, we have set a target to achieve 50% 
representation of women in leadership positions at all 

https://corp.shiseido.com/deilab/en/
https://www.cledepeau-beaute.com/sg/powerofradiance-2024.html
https://corp.shiseido.com/en/sustainability/society/
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Shiseido upholds human rights as a fundamental principle in our business operations, fostering 
engagement with employees, business partners, and human rights organizations. In 2020, we 
implemented a structured framework for human rights due diligence. The process begins with a 
comprehensive risk assessment to evaluate and identify potential human rights risks affecting all 
stakeholders. Subsequently, we promote improvement efforts to halt, prevent, and mitigate the 
adverse effects of identified risks. We regularly report and disclose our progress, continuing to uphold 
our commitment to addressing human rights risks.
Shiseido’s human rights initiatives are carried out through a human rights project framework 
established under the Sustainability Committee. Led by the Chief DE&I Officer and involving executive 
officers, this project conducts a human rights risk assessment every two years. For identified key 
issues, the responsible department compiles corrective measures and progress updates, which are 
reported regularly to the Sustainability Committee. Major achievements and critical concerns are also 
presented to the Board of Directors.
In addition to addressing known human rights risks, Shiseido regularly assesses potential negative 
impacts and implements mitigation measures to prevent serious harm. In 2024, Shiseido executed 
corrective measures based on findings from this human rights risk assessment. Additionally, in 
collaboration with a human rights NGO, we conducted labor condition investigations at two domestic 
affiliates to ensure compliance with ethical labor conditions. The investigations confirmed no major 
risks of human rights violations; however, appropriate measures were taken for the concerns raised. 
At Shiseido, we will continue to conduct investigations to identify potential risks and work toward 
improving labor conditions.

03. Promoting Respect for Human Rights

Shiseido is committed to empowering 1 million people worldwide by 2030 through “Cultivating self-
efficacy through the power of beauty” and “Challenging the unconscious biases and prejudices that 
limit individual beauty.”
SHISEIDO provides free workshop materials to businesses and schools as part of its     SEE, SAY, 
DO. project, aiming to prevent unconscious bias from limiting individual expressions of beauty. In 2024, 
ANESSA introduced the     ANESSA Sunshine Project across 12 Asian countries and regions, 
promoting children’s holistic well-being through outdoor activities. Additionally, the brand partnered 
with the JFA* to host events in Japan and Vietnam, promoting UV protection awareness and the 
benefits of outdoor play for both children and parents. Furthermore, employees involved in our global 
brand marketing are learning inclusive marketing and applying it to their respective business activities.
As an ally to the LGBTQ+ community, Shiseido employees participated in pride parades across five 
cities in Japan, as well as in the U.S. and Germany. Domestically, Shiseido Japan’s dedicated team

02. Empowering People Through the Power of Beauty

* Japan Football Association

Grievance 
Mechanism

Human Rights Due Diligence

Policy on 
Human Rights

Stakeholder Engagement

Human rights risk 
assessment

Human rights risk 
reduction activities

Communication Confirmation 
of progress

leads community-driven initiatives tailored to local needs. 
These efforts earned Shiseido the highest “Gold” rating in 
the LGBTQ+ PRIDE Index and its first-ever Rainbow 
Certification.
As part of Shiseido Life Quality Makeup, Perfect Cover offers 
specialized makeup products and personalized consultations 
to support individuals with severe skin concerns, including 
changes in appearance due to cancer treatment. The 
     LAVENDER RING MAKEUP & PHOTOS WITH SMILES 
initiative, supporting cancer survivors continues to expand 
globally. In 2024, it extended its reach to the Philippines and 
Malaysia.

The parade at the Tokyo Rainbow Pride

ANESSA Sunshine Project

Society

https://www.sbas-empathy.shiseido.com/seesaydo/en/
https://www.sbas-empathy.shiseido.com/seesaydo/en/
https://corp.shiseido.com/en/news/detail.html?n=00000000003828
https://lavender-ring.com/en/
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Shiseido is committed to developing formulas and ingredients based on the concept of product 
lifecycle, ensuring the efficient use of limited resources while addressing environmental concerns, 
climate change, and minimizing our impact on ecosystems. In addition, we are focused on developing 
sustainable packaging and recycling models.
In line with Shiseido’s 5Rs*3 policy for packaging development, we are adopting recyclable and 
reusable designs on packaging, reducing the amount of virgin and petroleum-based plastics 
packaging weight by switching to non-plastic alternative materials, and encouraging refills to promote 
reusing packaging to achieve our medium-term targets for 2025. Our other initiatives are using post-
consumer recycled (PCR) and bio-based materials.
Across our brands and products, we are switching to sustainable packaging. In 2024, the sustainable 
packaging efforts of SHISEIDO and Clé de Peau Beauté won the WorldStar Award 2024, hosted by 
the World Packaging Organisation.
Looking ahead, by 2030, we aim for 30% of plastic packaging per product made from either post-
consumer recycled (PCR) or bio-based plastics. In 2024, we switched certain products from our key 
brands to packaging made with PCR plastics. In addition to switching to sustainable packaging, we are 
working with consumers and external partners to build a circular model at Shiseido that recycles used 
packaging into new resources.
As consumer interest in product ingredients and formulations continues to rise globally, we have our 
own in-house standards for ingredients and only select ingredients that meet our strict safety, 

02. Developing Sustainable Products

At Shiseido, we are dedicated to implementing various company-wide initiatives that promote 
preservation of natural environment and sustainable business growth. Shiseido formulated 

Shiseido Environmental Policy as its requirements for addressing environmental issues and has 
defined the reduction of CO₂ emissions, the reduction of water consumption, and waste reduction as 
priority areas in actions for reducing the environmental footprint of its business activities. We will 
continue to work with stakeholders throughout our value chain. 
We have set a target of achieving net zero emissions by 2050, and a 46.2% CO₂ emission reduction 
(compared to 2019) by 2030 for Scope 1 and Scope 2. In addition to Scope 1 and 2, we have also set 
a long-term target for Scope 3, which is indirect emissions from the value chain in alignment with the 
1.5℃ trajectory. These targets have been certified by the Science Based Targets initiative (SBTi)*1, 
and we are actively working to achieve them.
We are actively promoting the use of renewable electricity across all of our global production sites, 
offices, and research facilities. In 2023, we successfully transitioned 100% of the electricity used in all 
11 of our global production sites and company-operated distribution centers to renewable electricity. 
We are accelerating the transition to renewable electricity globally, and we have completed the 
transition by 2024 across all sites in China, including the regional headquarters and offices. At our 
factories, we are introducing several building design improvements at our factories, including improved 
heat insulation, more energy efficient equipment, and new environmental measures based on the ISO 
14001 environmental management system. We are also selecting raw materials that reduce our 
environmental footprint and working closely with suppliers to reduce indirect CO₂ emissions across the 
value chain.

01. Reducing Our Environmental Footprint

Sustainability EnvironmentEnvironment

We have set a target to reduce water consumption by 40%*2 by 2026 and 
achieved this in 2023. From 2024 onwards, we are continuing to reduce the 
comsumption, including the implementation of a Discharged Water 
Recycling System.
Shiseido has been recognized by the global environmental non-profit CDP 
for its leadership in transparency and performance in the categories of 
Climate Change and Water Security and has been selected as an A-List 
company in both categories.

WorldStar Award-winning products from SHISEIDO (left) 
and Clé de Peau Beauté (right)

*1 SBTi is a global initiative that defines and promotes best practice in science-based target setting and independently assesses 
companies’ targets

*2 Economic intensity across all our sites (compared to 2014)

*3 Shiseido’s 5Rs: respect, reduce, reuse, recycle, and replace

environmental, and ethical standards. Our approach 
to product development and ingredient selection is 
detailed in our  Product Development Policy | 
About Ingredients/Formulas.

https://corp.shiseido.com/en/sustainability/env/policy/
https://our-initiatives-in-formulation-ingredient-package.shiseido.com/en/
https://our-initiatives-in-formulation-ingredient-package.shiseido.com/en/
https://corp.shiseido.com/en/sustainability/env/


Shiseido is committed to the sustainable and responsible procurement of raw materials in 
consideration of environmental protection, biodiversity, and human rights. Beyond our own operations, 
we actively work to solve issues across our entire supply chain by collaborating with suppliers to 
promote raw material traceability.
Shiseido has set medium-term targets for sustainable palm oil and paper procurement, both of which 
raise concerns about environmental and social issues. For paper procurement, where deforestation, 
loss of biodiversity, and violation of the rights of local residents are issues, we are committed to 
switching to 100% sustainable paper*1. Regarding the procurement of palm oil, where deforestation 
associated with development in tropical rainforests and human rights issues have been a concern, we 
are switching to certified palm oil based on the RSPO*2’s physical supply chain model, and all of our 
production sites are RSPO certified. To further strengthen our traceability efforts for palm oil, we have 
joined the Action for Sustainable Derivatives (ASD) in 2025, a collaborative initiative. 
Shiseido works closely with suppliers by presenting codes of conduct, policies, and guidelines to 
promote responsible procurement. Through ongoing dialogue, we strengthen mutual understanding 
and expand business opportunities with suppliers that demonstrate high sustainability performance. In 
accordance with the  Shiseido Group Procurement Policy, we implement a      Supplier assessment 
program. New suppliers are required to complete a self-assessment and agree to comply with the
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03. Promoting Sustainable and Responsible Procurement

Shiseido’s business activities rely on nature’s rich biodiversity. That is why it is essential not only 
to conserve biodiversity but also to accurately assess our relationship with nature and minimize 
our environmental impact from the perspective of sustainable business. This is particularly 
important in raw material procurement as it gives huge impact on biodiversity, and we need to 
conduct careful analysis by taking into consideration on both ingredient’s characteristics and 
geographic information.
Following the LEAP Approach*1 recommended by the TNFD*2, we conduct comprehensive 
analyses of our value chain’s dependencies and impacts on nature. These analyses indicate that 
upstream supply chain activities, particularly raw material procurement, have a significant impact 
on ecosystems. Given the considerable biodiversity impact of palm oil and paper sourcing, we 
support the NDPE*3 and have established medium-term targets to switching to certified 
sustainable raw materials. Further details on these analyses are disclosed in the      Shiseido 
Climate/Nature-Related Financial Disclosure Report. 
To understand and minimize the ecological impact of land use at our sites, we conducted 
assessments for our factories with large land usage from the perspective of land management 
responsibility. These assessments focused on the importance and integrity of biodiversity, as 
well as the significance of ecosystem services. At our Nasu factory, which relies entirely on

Nature and Biodiversity Initiatives

*1 Including certified paper or recycled paper used in products, measured by paper weight
*2 Roundtable on Sustainable Palm Oil

*1 Locate, Evaluate, Assess, Prepare approach: an integrated approach to assessing nature-related issues, including an 
organization’s contact with nature, its dependence and impact on nature, as well as risks and opportunities

*2 Task Force on Nature-related Financial Disclosures 
*3 No Deforestation, No Peat, No Exploitation

groundwater for production, we identified 
the sustainable use of groundwater as a 
critical operational factor. We are analyzing 
surface water and groundwater flow, 
including surrounding watersheds, in 
collaboration with local stakeholders and 
experts.
Going forward, we will continue working 
closely with suppliers and other 
stakeholders to advance sustainable 
business activities in harmony with nature 
and biodiversity.

Environment

Shiseido Group Supplier Code of Conduct before starting business 
transactions. For existing suppliers, we continuously conduct the 
supplier assessment based on our Supplier Code of Conduct. High-risk 
suppliers undergo third-party audits and are requested to implement 
corrective actions. Through these efforts, Shiseido aims to create a 
sustainable supply chain built on responsible procurement and to 
minimize risk across the entire supply chain.

Water resources, field investigation: Professor Oki, professor Yoshida and 
senior researcher Kiguchi of the University of Tokyo and members from 

Shiseido

https://corp.shiseido.com/en/sustainability/ethical/procurement/pdf/1.pdf
https://corp.shiseido.com/en/sustainability/rights/procurement.html
https://corp.shiseido.com/en/sustainability/rights/procurement.html
https://corp.shiseido.com/en/sustainability/env/pdf/risks_report.pdf
https://corp.shiseido.com/en/sustainability/env/pdf/risks_report.pdf
https://corp.shiseido.com/en/sustainability/pdf/partner.pdf




Two external directors engage in 
dialogue about the evolution of 
Shiseido’s governance structure, 
business challenges, and future growth 
with the “Action Plan 2025-2026.”

Hatanaka 2024 has been a challenging year, marked by 
lackluster business results and share price performance. 
We recognize the seriousness of this situation, where the 
increasing gap between stakeholder expectations and the 
reality has become prominent. I am reminded once again 
that both directors and executive officers must listen to the 
opinions of our stakeholders in order to accelerate 
execution and to drive operational excellence.
In 2024, we changed our corporate governance structure 
to a “Company with Three Statutory Committees,” 
ensuring that deliberation by the Board of Directors is 
focused on critical issues that significantly impact the 
direction of management, and as a result, I feel we have 
been able to engage in more effective discussions. As we 
continue to struggle with weak earnings performance, I 
think it is important to address the issues in a short term 
for a recovery. However, I encourage our executive 
officers not to get too caught up in that alone. Instead, they 
should envision the future that we aspire to over the 
medium- to long-term in a fundamental way, and execute 
our business with agility and flexibility.
Gotoh As you mentioned, we have been proactively 
engaging in strategic discussions at the board meetings
since 2024, and there have been more opportunities for 
dialogue with the executive officers outside of board 
meetings. However, due to the challenging business 
environment, much of our time has been spent on 
reviewing the current progress. While it is crucial for us 

2024 Overview and the Impact of 
Changes in the Governance Structure
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Interview with External Directors

Yoshihiko Hatanaka

External Director
Chair of the Board of Directors
Member of the 
Nominating Committee
Chair of the 
Compensation Committee

Yasuko Gotoh

External Director
Chair of the Audit Committee



to ensure an earnings recovery in a short term, that alone 
will not secure our future. We have gone through a series 
of tough and honest discussions about how we can 
navigate and thrive in a volatile external environment. 
Going forward, I believe we must dedicate even greater 
focus to long-term strategic dialogue.
Hatanaka In the face of changing market conditions and 
social landscape, it took longer than anticipated to align the 
“Action Plan 2025-2026” with our current medium-term 
strategy “SHIFT 2025 and Beyond," and finalize its 
framework. In addition to actions focused on short-term 
strategies, I believe we must set a clear milestone towards 
growth and evolution that leverage Shiseido’s unique value 
which is something that we plan to disclose during 2025.
From an audit perspective, have there been any changes 
occurring by the shift in governance structure?
Gotoh I have always believed that Audit & Supervisory 
Board members are playing an integral role in management, 
and we have always spoken up and taken action whenever 
we believed it necessary for the business. In that sense, I do 
not feel there have been any significant changes. That said, 
changes to the governance structure have provided an 
opportunity to examine and identify priority themes for the 
Audit Committee to better contribute to enhancing corporate 
value. We are proactively engaging with the executive 
officers and placing even greater emphasis on direct 
dialogue with frontline employees.

Hatanaka First, when it comes to the China and Travel 

Retail Businesses, we must reflect on the fact that we 
became overly concerned with external factors such as 
demand fluctuations amid post-COVID economic downturn 
as well as the impact of consumer pull back on purchases of 
Japanese products after the release of treated water, 
causing us to lag behind in addressing fundamental shifts in 
consumer purchasing behavior. As we still recognize China 
as a critical market for our business over the medium- to 
long-term, currently we are in the midst of the process to 
reorganize our operational structure while reallocating our 
business resources in order to better capture shifting trends 
in consumer behavior.
Gotoh In the China Business, I think our awareness 
towards the potential erosion of brand equity was blunted by 
the impact of external factors. It is critical that we avoid 
being overly optimistic about the future outlook and instead, 
stay mindful of the voices of people working on the frontline  
in China to have a clear grasp of the market. We recognize 
that the Travel Retail Business experienced a distorted 
pattern of growth during the pandemic. Going forward, it will 
be imperative that we quickly stabilize the business, with a 
primary focus on tourists.
Hatanaka We are continuing to roll out the FOCUS* 
project while addressing ongoing challenges; however, the 
project is falling behind schedule. This is far more than a 
system upgrade—a complete transformation of our 
business model, which requires a fundamental mindset 
shift, one bold enough to leave behind conventional 
operations. We are requesting that it be treated with the 
utmost priority as a project that drives operational 
excellence globally, spearheads business transformation, 
and maximizes value through rapid worldwide deployment.

Gotoh For FOCUS, we realize that ownership over the 
project—and the accountability and responsibilities that it 
entails—needed to be better defined. Though the Audit & 
Supervisory Board monitored progress in the past, I 
believe that the Company should have recognized this 
earlier. We will continue to identify it as an important topic 
for the Audit Committee.
On the other hand, the revitalization of the Japan Business, 
which faced challenges for many years, is showing 
positive results from our structural reforms. We believe 
that shared goals and mindful dialogue with employees 
have been key to the success.
Hatanaka In the Japan Business, we have advanced an 
uncompromising strategy of selection and concentration 
based on unified policies. Above all, I believe that the 
determination of the CEO, Kentaro Fujiwara, and the 
dedication of our employees were the main reasons for the 
success. The Board of Directors called for strengthening 
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Key Challenges and the “Action Plan 
2025-2026”

* Business transformation project driven by the establishment and introduction of an integrated core IT system



It was, I believe, a transformation driven by positive 
momentum of people across the organization.
When it comes to the “Action Plan 2025-2026”, we are fully 
aligned with management and committed to executing it 
with unwavering resolve. We recognize that the success of 
these structural reforms—along with earning back consumer 
trust in our brands and products and returning to a growth 
trajectory—is what our stakeholders expect most.
Hatanaka We remain steadfast in our commitment to 
becoming a “Personal Beauty Wellness Company” that 
delivers enduring value through the power of beauty, and 
the “Action Plan 2025-2026” serves as the foundation for 
achieving this goal. We are determined to ensure that 
capital markets recognize this moment as a true turning 
point for Shiseido. Our decision to establish KPIs focused 
on ROIC demonstrates both management transparency and 
operational excellence, reflecting our strong commitment to 
enhancing corporate value. The Board of Directors will 
rigorously monitor the setting of specific targets for both the 
departmental and individual levels that break down these 
KPIs, as well as their disciplined execution.

Gotoh In addition to overseeing the progress on 
structural reforms, our discussions must now focus 
squarely on how Shiseido will drive growth. That will 
require us to reexamine what truly defines brand strength. 
We will rigorously evaluate the frameworks, organizational 
structures, and approaches to talent recruitment and 
development that are essential to achieving this. From a 

management perspective, we should also reassess the 
alignment between regions and brands, along with our 
operational models. We will initiate a management 
structure optimized for the entire organization, with an eye 
toward enhancing corporate value.
Hatanaka Essentially, the role of the Board of Directors 
is to fully understand the expectations of all our 
stakeholders—employees, consumers, business partners, 
shareholders, society, and the earth—and translate those 
expectations into decisions that drive sustained corporate 
value creation. Ultimately, what is expected of us is to 
remain a company the world needs—one that continually 
contributes to global beauty and a more enriched society 
through Shiseido’s aesthetic values.
Gotoh I fully agree. Shiseido has a long history of 
pioneering bold innovations and creating new value. The 
Board of Directors is committed to fostering a forward-
looking organization where every employee carries this 
spirit with pride and is confidently able to say that they, too, 
are helping lead the times.
Mr. Hatanaka, as of 2025, you’ve begun serving as Chair of 
the Board of Directors. With your clear thinking and ability to 
focus on what truly matters, I hope that together, we can 
further strengthen collaboration with the executive officers 
and remain steadfast in our mission to enhance corporate 
value.
Hatanaka I firmly believe that speed of execution is the 
key to effective management. As I look ahead to Shiseido’s 
future, I will help drive flexible, agile execution while 
ensuring the Board of Directors remains responsive and 
ready to adapt. With the continued support of our 
stakeholders, we look forward to growing Shiseido together.

core competencies while boldly dismantling outdated 
structures that could not adapt to market shifts, and we 
actively supported these efforts. What proved especially 
effective was the decisive speed of execution. Prolonged 
structural reforms risk exhausting both our people and the 
organization itself. That’s why it is critical to execute these 
changes swiftly and with precision. I am confident that 
these achievements will directly fuel the success of the 
“Action Plan 2025-2026.”
Gotoh The Audit Committee closely monitored the 
progress on structural reforms in the Japan Business, 
staying abreast of developments on the ground. Even 
during the implementation of the Early Retirement Incentive 
Plan, which impacted around 1,500 employees, leadership 
demonstrated great care and compassion—supporting 
those departing as they transition to new chapters while 
thoughtfully addressing the concerns of those who remained. 

Interview with External Directors

70

Future Aspirations for Advancing 
Corporate Governance



Directors and Corporate Executive Officers (As of March 31, 2025)
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Directors

Corporate 
Executive 
Officers

Kentaro Fujiwara

Corporate Executive Officer

Yoshiaki Okabe

Corporate Executive Officer

Toshinobu Umetsu

Corporate Executive Officer

Norio Tadakawa

External Director

Shinsaku Iwahara

Director

Takeshi Yoshida
External Director

Kanoko Oishi
Director

Hiromi Anno

Representative Corporate 
Executive Officer

Kentaro Fujiwara

Representative Corporate 
Executive Officer

Ayako Hirofuji

Ayako Hirofuji

External Director

Ritsuko Nonomiya
External Director

Yasuko Gotoh
External Director

Yoshihiko Hatanaka
External Director

Mariko Tokuno
External Director

Yasuhiro Nakajima

Director
Representative 
Corporate 
Executive Officer
President and CEO

Director
Representative 
Corporate 
Executive Officer
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Kentaro Fujiwara
Director

Representative 
Corporate Executive 

Officer
President and CEO

Ayako Hirofuji
Director

Representative 
Corporate Executive 

Officer
CFO, CDE&IO

Hiromi
Anno

Director

Takeshi
Yoshida
Director

Kanoko
Oishi

External Director

Shinsaku
Iwahara

External Director

Mariko
Tokuno

External Director

Yoshihiko
Hatanaka

External Director
Chair of the Board of 

Directors

Yasuko
Gotoh

External Director

Ritsuko
Nonomiya

External Director

Yasuhiro Nakajima
External Director

Years in current position at Shiseido / Corporate Management Structure

Years in current position 
at Shiseido 2 years ー 1 year 1 year 9 years 7 years 3 years 2 years 1 year 1 year ー

Nominating Committee ○ ○ Chair ○ ○

Compensation 
Committee ○ ○ ○ ○ Chair

Audit Committee ○ Full-time ○ Full-time ○ Chair ○ ○

Knowledge and expertise required for a director of the Company

Experience as top 
management of a 
listed company

● ●

Corporate 
management 
experience

● ● ● ● ● ● ● ● ● ●

Experience in 
BtoC, neighboring 
industries

● ● ● ● ● ● ●

Brand marketing ● ●

Legal affairs and 
risk management ● ● ● ●

Finance, 
accounting, 
financial systems

● ● ● ● ● ● ●

Experience as top management 
of a listed company

Corporate management 
experience

Experience in BtoC, 
neighboring industries Brand marketing Legal affairs and 

risk management
Finance, accounting, 
financial systems

Practice management to realize 
sustainable growth and medium-to-long-
term enhancement of corporate value 
while considering the relationship with 
stakeholders

Clear awareness towards changes in the 
business environment, develop 
appropriate strategies, and support 
business execution with accountability

Have good understanding of the industry 
environment and pursue effective 
positioning to enhance customer value and 
the Company’s competitive advantage

Build and strengthen brand equity to 
increase profitability of the business and 
enhance corporate value

Ensure effective risk management process 
and compliance across the organization to 
support the basis for fair and sound 
business practices

Develop and maintain a sound, strong 
financial position and provide oversight for 
strategic implementation of the Company’s 
business to achieve growth

Main knowledge and expertise



The Shiseido Group including the Company has established 
BEAUTY INNOVATIONS FOR A BETTER WORLD as OUR 
MISSION in its Corporate Philosophy, THE SHISEIDO 
PHILOSOPHY, and defines corporate governance as the 
“platform to realize sustainable growth through fulfilling OUR 
MISSION.” The Company is committed to maintaining and 
improving management transparency, fairness, and speed, by 
putting into practice and reinforcing the corporate governance, 
and strives to maximize medium-to-long-term corporate and 
shareholder value through dialogues with all stakeholders, 
employees, consumers, business partners, shareholders, and 
society and the Earth. In addition, while fulfilling social 
responsibilities, the Company aims to achieve optimized 
distribution of values to respective stakeholders.

Percentage of 
external directors

Percentage of 
women directors

Enhancement and Effectiveness of Shiseido’s Corporate Governance
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Our Approach
Corporate Governance Structure and Breakdown 

Board of Directors

Oversight 
function

Accounting Auditor

Appointment / DismissalApprovalProposal / Report based on applicable laws and regulations

Internal 
Audit 

Department

Audit / 
Evaluation

Appointment / Dismissal of Representative 
Corporate Executive Officers / Corporate 

Executive Officers

Cooperation

Audit

Direction

Audit

Business Execution (Divisions / Subsidiaries / Affiliates etc.)

Corporate Executive Officers / Executive Officers

Meetings according to themes such as Innovation Committee, 
Sustainability Committee

General Meeting of Shareholders

Appointment / Dismissal of Directors

Accounting 
audit

Representative Corporate Executive Officer, President and CEO

Global Strategy Committee
Business Plan Meeting

(Business plans and important issues are 
deliberated to ensure multifaced 

consideration)

Global Risk 
Management & 

Compliance 
Committee

Command /
Order /

Instruction

Proposal / 
Report

Direction as 
necessary

Report

Internal Audit

4名

Internal
Directors

External
Directors

11

Compensation Committee

4

Audit Committee

5
Report

Report

(As of March 31, 2025)

⚫ Corporate Governance Structure
⚫ Basic Concept for Corporate Governance

⚫ Remuneration for Directors and Corporate Executive Officers
⚫ Audit Structure

⚫ Compliance and Risk Management
⚫ Basic Policy on Internal Control System

Proposal
/ Report

Oversight

Business 
execution 
function

Nominating Committee

4

63.6%
(7 out of 11)

54.5%
(6 out of 11)

⚫ Principles of the Corporate Governance 
Code and Shiseido’s Response

Corporate Governance

https://corp.shiseido.com/en/ir/governance/
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To enhance oversight, the Board of Directors, which is primarily 
composed of external directors, receives adequate reports and 
sufficient information on business execution, ensuring focused 
and substantive discussions. For key management issues, 
including management strategy, Shiseido has established 
dedicated discussion forums outside of Board meetings, 
facilitating more in-depth deliberations.

The Company has long been committed to improving the 
corporate governance through a range of initiatives including the 
adoption of governance system aligned with the “monitoring 
board-type system” where the board is putting more focus on 
oversight responsibilities to ensure transparency and fairness in 
governance practice, while ensuring effective strategic planning 
and timely execution thereof. Now, we take this effort a step 
further, the Company has transited to a Company with Three 
Statutory Committees in order to maximize corporate value based 
on resolution of the Ordinary General Meeting of Shareholders 
held on March 26, 2024. With this structure, the Board of 
Directors now focuses on formulating key management policies 
and strategies while overseeing their execution, allowing for 
deeper and more strategic discussions. Additionally, by 
delegating greater authority to the executive team, we have 
accelerated decision-making and increased business agility. 
Furthermore, to reinforce the separation of oversight and 
execution and to enhance the objectivity and transparency of the 
Board of Directors, we appointed an external director as Chair of 
the Board in January 2025. Shiseido’s corporate governance will 
continue to evolve, ensuring effective governance and strategic 
execution amid an increasingly dynamic and uncertain business 
environment.

Changes to the Governance Structure Board Initiatives and Their Effectiveness

Initiatives to Strengthen Governance

⚫ Medium-term strategy including the “Action Plan 2025-2026”
⚫ Structural reform and M&A activities
⚫ Operational status of FOCUS*
⚫ Material risks of the Shiseido Group
⚫ Investor relations (IR) reports and capital market feedback
⚫ Updates from the Nominating, Compensation, and Audit 

Committees

51%

57%

8%

14%

19%

16%

2%

22%

11%

2023

2024

Management & Business Strategy
Strategy Progress
Financial Results Related
Reports from Each Committee
Other

⚫ Growth strategy for global survival
⚫ Board composition following the transition to a company 

with three statutory committees
⚫ Succession for the CEO and external directors
⚫ Information provision from the executive side to external 

directors
⚫ Enhancing engagement between external directors and 

stakeholders

Key Focus Areas Based on 
the 2023 Effectiveness Evaluation

Board Effectiveness Evaluation

Time Allocation by Key Agenda Item

Launching corporate 
governance reforms
⚫ Introduced the corporate  

officer system
⚫ Adopted one-year terms for 

corporate officers
⚫ Established the Remuneration 

Advisory Committee

Enhancing the governance 
framework
⚫ Established the Nomination 

Advisory Committee
⚫ Introduced term limits for 

corporate officers
⚫ Appointed independent 

external directors

Balancing between granting 
authority to the CEO and 
oversight and supervision
⚫ Empowered the CEO to facilitate 

sound risk-taking in business 
execution

⚫ Optimized the Board of Directors 
and committee structures to 
enhance oversight effectiveness

Transition to a company with 
three statutory committees
⚫ The Board of Directors focuses 

on strategic discussions and 
oversight of execution

⚫ Increased agility in business 
execution through significant 
delegation of authority to the 
executive team

2001: 1st Stage 2024: 4th Stage2005: 2nd Stage 2014: 3rd Stage

Key Topics Discussed at the 2024 Board Meetings

⚫ Increasing additional forums outside of Board meetings 
for in-depth discussions on global medium-to-long-term 
growth strategies

⚫ Further discussing the expected roles and qualities of 
external directors, adding the perspective of encouraging 
healthy risk-taking, and formulate deliberations and plans 
for securing talent with a future-oriented view

⚫ Implementing and reviewing the CEO succession plan 
and the development system for executive candidates

⚫ Enhancing the provision of timely information to external 
directors from the executive side, beyond regular reporting, 
on matters crucial for exercising supervisory functions

⚫ Encouraging external directors to participate in interviews 
within the Integrated Report and meetings with investors

Key Initiatives in 2024

* Includes time allocated for in-depth discussions outside of board meetings

* Business transformation project driven by the establishment and introduction 
of an integrated core IT system



Activities of the Nominating, Compensation, and Audit Committees
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The Nominating Committee is composed solely of external directors, 
ensuring a high degree of independence from the executive function. 
It engages in thorough discussions to advance the Company’s 
corporate mission and achieve its business plan.
The committee’s primary responsibilities include monitoring the 
structured execution of the CEO succession plan and making 
proposals to the Board of Directors. Additionally, it oversees the 
execution of the director succession plan, considering the Company’s 
business strategy and business environment. The committee also 
provides recommendations to the Board of Directors regarding the 
appointment and dismissal of representative corporate executive 
officers and corporate executive officers while overseeing the 
appointment and dismissal of executive officers who are not directors 
or corporate executive officers.

Role of the Nominating Committee

The Compensation Committee is composed solely of external 
directors, ensuring a high degree of independence from the 
executive function. It engages in thorough discussions to 
advance the Company’s corporate mission and achieve its 
business plan.
The committee’s core responsibilities include designing the 
remuneration framework for the CEO and other executives to 
incentivize the achievement of business strategies and drive 
sustainable long-term growth. It determines the remuneration of 
directors and corporate executive officers while also overseeing 
the remuneration of executive officers who are not directors or 
corporate executive officers.

Role of the Compensation Committee

The Audit Committee, which is composed of a majority of external 
directors, plays a vital role in fulfilling the oversight functions of 
the Board of Directors. Its fundamental policy is to conduct audits 
that contribute to sound and sustainable growth and the 
enhancement of medium-to-long-term corporate value of the 
Shiseido Group. The Committee establishes priority audit items 
and reports status of audits to the Board of Directors. Additionally, 
the committee receives regular reports and outcomes from the 
Internal Audit Department and issues instructions as needed. To 
maintain and enhance its effectiveness, the Committee 
conducted an effectiveness assessment.

4Number of 
members: 

Role of the Audit Committee

⚫ Execution of the director succession plan and selection 
of director candidates for submission to the General 
Meeting of Shareholders

⚫ Final-stage deliberation on the CEO succession process, 
leading to the recommendation of a new CEO to the 
Board of Directors

⚫ Deliberation on the appointment of representative 
corporate executive officers and corporate executive 
officers, with recommendations to the Board of Directors

⚫ Review and discussion of the executive officer structure

⚫ Determination of the new CEO’s remuneration following 
the leadership transition

⚫ Review of performance-linked remuneration evaluation 
items to align with business strategies

⚫ Determination of remuneration for directors and 
corporate executive officers

⚫ Oversight of executive officer remuneration decisions

⚫ Monitored and audited the Board of Directors meetings 
and other key meetings

⚫ Monitored and audited the performance of directors and 
corporate executive officers

⚫ Evaluated and reported on priority audit items to the 
Board of Directors

⚫ Monitored and assessed internal controls and risk 
management

⚫ Collaborated with the accounting auditor and the Internal 
Audit Department

⚫ Reviewed the appropriateness of the accounting 
auditor’s execution of duties

Key Activities of the Nominating Committee in 2024 Key Activities of the Compensation Committee in 2024 Key Activities of the Audit Committee in 2024

External Director 
Shinsaku Iwahara

4Number of 
members: 5Number of 

members: 

Chair: Chair: Chair: 
External Director 
Yoshihiko Hatanaka

External Director 
Yasuko Gotoh

Number of 
meetings: 8 Number of 

meetings: 10 Number of 
meetings: 13

Internal
Directors

External
Directors
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deliberate, gathering insights from the executive team, consulting 
external experts, and arranging individual interviews as part of a 
structured evaluation process.
Building on this approach, the Nominating Committee is 
committed to ensuring adequate time and a structured process 
for the selection, development, evaluation, and assignment of 
responsibilities necessary for qualified CEO candidates. This 
ongoing initiative extends beyond immediate succession planning 
to establish a framework for future leadership transitions.

The Company believes that it is important to have succession 
plans not only for the CEO but also for external directors, who 
play key roles in oversight of the business management. Matters 
regarding the succession plans, such as the term of office, clear 
criteria for successor candidates, and further strengthening of 
diversity, are subject to the review by the Nominating Committee. 
The Company also believes that in addition to appointing 
personnel having the credentials required to serve as directors, 
corporate executive officers, or executive officers, it is important 
to provide them with necessary training and information. 
Therefore, the Company provides candidates for new directors 
with training regarding legal and statutory authorities, obligations, 
etc. In addition, when a new external director is scheduled to 
come on board, the Company provides training regarding the 
industry, history, business operations, strategy, etc. Furthermore, 
to cultivate the next generation of management, corporate 
executive officer and executive officer candidates are provided 
with training programs to nurture their leadership and 
management expertise required for top executive roles.

Succession for Directors, Corporate 
Executive Officers, and Executive Officers

CEO Succession Plan

2023 202520242019 2020 2021 2022

⚫ Appointment 
of a Successor

⚫ Management 
Structure Under
CEO / COO

Appointment 
of 

New CEO

⚫ Assessment /
Screening of 
Candidates

⚫ Selection of 
Candidates from 
Outside / Inside 
the Company

⚫ Development /
Implementation of 
a Candidate 
Training Program

⚫ Reappointment of Former CEO 
through 2024

⚫ Launch of the 5-Year Succession Plan 
⚫ Development of a Success Profile  

(Ideal CEO Model / Requirements)

January 2023
⚫ The new management 

structure under CEO 
and COO was kicked 
off

⚫ Continuous monitoring 
by external directors

⚫ CEO and COO work 
together to accelerate 
business 
transformation of the 
Shiseido Group

⚫ The succession plan was approved 
at the Board of Directors meeting 
and launched after the following 
topics were discussed at the 
Nomination Advisory Committee 
(3 times) and the Audit and 
Supervisory Board members 
meeting (once).

⚫ Succession planning roadmap
⚫ Success profile and ideal CEO 

model / requirements 
⚫ Selection of candidates from 

Outside / Inside the Company

⚫ Continual search for external 
candidates

⚫ Development / implementation of a 
training program for each internal 
candidate

⚫ Management leader training by 
external instructors and feedback

⚫ Candidates were screened at the 
Nomination & Remuneration 
Advisory Committee (6 times) and 
the Audit and Supervisory Board 
members and external directors 
meetings (4 times), as well as 
through assessments by external 
experts, presentations by 
candidates, and personal 
interviews with candidates.

November 2022
⚫ The successor was 

approved at the 
Nomination & 
Remuneration 
Advisory Committee 
and the Board of 
Directors meeting.

⚫ The successor was 
announced.

July 2024
⚫ Final feedback from 

the Nominating 
Committee to the 
new CEO candidate

⚫ The Board of 
Directors appointed 
the new CEO

Shiseido began its CEO succession plan in 2019 to ensure a 
smooth leadership transition from former CEO Masahiko Uotani 
to his successor. This five-year plan included a three-year 
process to select a successor, culminating in the appointment of 
Kentaro Fujiwara as COO in January 2023. Fujiwara and Uotani 
worked in tandem during a two-year transition period, leading to 
Fujiwara’s official appointment as CEO in January 2025.

Recognizing the CEO succession plan as a top priority for 
Shiseido’s sustainable growth and corporate value, the 
Nominating Committee and CEO engaged in comprehensive 
discussions from a medium-to-long-term perspective, assessing 
the qualifications and requirements for the next CEO, successor 
criteria, and development policies. The committee carefully 
evaluated potential candidates and designed an effective 
development plan to help them fully realize their leadership 
potential. To ensure the most suitable successor was selected, 
the Nominating Committee took the necessary time to carefully 
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Performance Indicators and Evaluation Weights for Performance-Linked Portion of the LTI
(Proportions of 2025)

The remuneration structure for corporate executive officers and executive officers (hereinafter referred 
to as “Officers”) consists of fixed remuneration (“basic remuneration”) and performance-linked 
remuneration, which includes “annual incentives” and “long-term incentive-type remuneration.” The 
Company determines remuneration levels by benchmarking against domestic and global peers of 
similar size and industry while also considering its financial performance. The Compensation 
Committee reviews and determines remuneration for Officers on an individual basis. 
Basic remuneration is structured in accordance with grades based on the scope of responsibilities, 
level of accountability, and amount of impact on Group management. Additionally, Officers within the 
same grade are eligible for adjustments based on their individual performance results from the 
previous fiscal year, assessed through business performance metrics and personal evaluations. Basic 
remuneration is structured to appropriately reward individual achievements. 
The performance-linked remuneration consists of an “annual incentive” provided as an incentive for 
achieving goals for the corresponding fiscal year, and “performance-linked stock compensation 
(performance share units) as long-term incentive-type remuneration” provided with the aims of establishing a 
sense of common interests with the shareholders and instilling motivation to enhance corporate value over 
the medium to long term. Accordingly, it is designed to motivate corporate executive officers to manage 
business operations while being more conscious about the Company’s performance and share price from 
the perspectives of not only a single year but also over the medium-to-long-term.

Shiseido’s long-term incentive-type remuneration system is structured to serve as an effective incentive 
for creating long-term corporate value and ensuring sustained alignment with shareholder interests.
Reflecting this objective and in line with the Company’s current management strategy, Shiseido 
revised its performance indicators for incentives for achieving Action Plan 2025-2026 announced in 
November 2024. The updated framework emphasizes actions that lead to improvements to 
shareholder value and capital efficiency. As a result, the performance metrics for long-term incentive-
type remuneration in 2025 will include Total Shareholder Return (TSR) benchmarked against global 
peer companies and Return on Invested Capital (ROIC) as a measure of capital efficiency.
Additionally, to strengthen our commitment to long-term corporate value, the 2025 CEO remuneration 
structure has been adjusted to increase the proportion of long-term incentive-type remuneration. The 
new composition is as follows: 20% basic remuneration, 20% annual incentive, and 60% long-term 
incentive-type remuneration.

Overview of Remuneration Structure

Revisions to the Remuneration Framework

*1 The proportions shown in the above table may change depending on the Company’s performance and/or its stock price’s fluctuation, 
as financial value of performance-linked remuneration is shown at target where the Company pays 100%. Additionally, there is no 
differentiated proportion of each remuneration element for corporate executive officers pegged to having a representation right

*2 The evaluation in 2025 is based on the MSCI ESG Rating

The Proportion of Each Remuneration Element by Remuneration Type for Corporate Executive Officers
 (Proportions of 2025)*1

Performance Indicators and Evaluation Weights for Annual Incentive for Corporate Executive Officers
(Proportions of 2025)

Title Basic 
Remuneration

Performance-linked Remuneration
Total

Annual Incentive Long-Term Incentive-Type 
Remuneration

President and CEO 20% 20% 60%

100%Corporate Executive 
Officers Excluding 
President and CEO

42% 29% 29%

Evaluation Item Performance Indicators
President and CEO, Corporate 
Executive Officers Other than 

Those in Charge of Businesses

Corporate Executive Officers in 
Charge of Businesses–Regional 
Headquarters President, Others

Whole Group
Performance

Consolidated net sales 30%
70%

10%
20%

Core operating profit 40% 10%

Profit attributable to 
owners of parent

If this amount ends up below the threshold, the Compensation 
Committee will consider lowering the percentage amount of the 
payment attributable to the whole group performance component.

Performance 
of Business

Unit in Charge
Business performance 
evaluation ー 50%

Personal
Performance

Level of achievement of 
strategic goals set 
individually

30% (Strategically prioritized transformations and initiatives for 
realizing our long-term vision and strategy, building and 
strengthening organizational capabilities to realize said 
transformations and initiatives and own growth goals)

Evaluation Item Performance Indicators Evaluation Weight

Economic 
Value

Relative TSR 50%

100%

ROIC in the final fiscal year of the evaluation period 30%

Social Value

Environment Status of the achievement of the CO₂ emissions 
reduction target

20%Society
Ratio of women managers / leaders in Japan and 
overseas at the Company, and the status of inclusion 
in the indices related to the promotion of women by 
ESG rating agencies designated by the Company

ESG Evaluation scores by ESG rating agencies*2 
designated by the Company
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The risk management of Shiseido Group is primarily focused on 
building trust with multiple stakeholders and achieving our 
management strategy. We thus consider risks as “uncertainties” 
that could impact the achievement of our strategies, seeing them 
as both potential threats and opportunities to our businesses. 
Based on this approach, we have established a risk management 
structure and placed measures for managing these risks 
proactively and expeditiously.

Risk Management System and Operational 
Framework

Top Down

Executive Officer Interviews

Regional CEO Interviews

Director Discussions

Middle Up

Regional Risk Assessment

Information Exchange with Relevant Functions

Risk Briefing Session with Key Persons 

Holistic 
ApproachAnalysis by 

Risk Management 
Dept.

Internal

External Advisors

External

We adopt a holistic approach to identifying and assessing 
significant material risks to the company, as exemplified by the 
chart below. Specifically, the HQ Risk Management Department 
conducts interviews with executive officers, regional CEOs and 
directors, as well as engaging in discussions to assess their 
views on the risks identified within the organization. Based on the 
results of regional risk assessment and exchange of information 
with relevant functional departments, the results of analysis by 
risk management department and insights provided by external 
advisors are taken into consideration in identifying material risks 
that may have a potential impact on achieving the “Action Plan 
2025-2026” for the Company’s medium-term strategy SHIFT 
2025 and Beyond.

The material risks holistically identified in such process are 
evaluated with three criteria: “Impact on business,” “Likelihood” 
and “Vulnerability” as shown to the right. The risks and 
countermeasures for the entire Group and each agenda item are 
also periodically reviewed by the Global Risk Management & 
Compliance Committee composed of executive officers and 
regional CEOs chaired by the Group CEO, as well as the Global 
Strategy Committee.
The material risks identified and evaluated each year are factored 
into consideration when we develop our strategy for the Group. 
Furthermore, in order to reduce the impact of these risks, we are 
building and operating a process to implement action plans and 
monitor the progress thereof by assigning a risk owner who is 
primarily responsible for controlling each risk identified, while 
engaging in discussion with the members of the above-mentioned 
Committees and the Board of Directors on a periodic basis.

Impact on 
business

⚫ Quantitative impact on business 
performance (e.g. topline sales) in case of 
manifestation

⚫ Qualitative impact on our corporate/brand 
image and culture

Likelihood ⚫ Likelihood and timing of risk manifestation

Vulnerability
⚫ Preparedness to the risk
⚫ Controllability of the manifestation of the 

risk due to external factors

Identify
Identify and categorize risks based on interviews and discussions with 
executive officers, regional CEOs, and directors, as well as the 
insights by external experts

Assess
Analyze and calculate risk levels based on the following evaluation 
criteria: impact on business, likelihood and vulnerability

Control
Plan and implement risk management (avoidance, mitigation, transfer, 
acceptance)

Monitor
Review and monitor formulation and progress of countermeasures
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All material risks identified through our risk assessments in 2024 
have been organized into three risk categories: “Consumer & 
Social-Related,” “Operation & Fundamental-Related,” and 
“Others.”

It is particularly noteworthy that interconnectivity of risks are 
becoming stronger, and accordingly, so are the interdependency 
between their countermeasures. In addition, we have assessed 
risks(＊) that have risen sharply compared to 2023: “Changes in 
Consumer Values,” “Pace of Cutting-Edge Innovation,” “New 
Technology & Speed of Digital Acceleration,” “Corporate Culture 
and Acquisition / Securing Outstanding People,” “Business 
Structure Transformation,” “Operating Infrastructure,” 
“Regulatory, ” “Information Security,” and we are strengthening 
the countermeasures.
Click here for an overview of the results of our analysis and 
countermeasures for the material risks identified.

Identified Material Risks

Compliance Governance
Structure

Privacy
＊

Information
Security

Quality 
Assurance

＊
Business 
Structure 

Transformation

Supply 
Network

Material 
Litigation, etc.

Business 
Investment

＊
Regulatory

＊
Operating 

Infrastructure

Geopolitical 
Tensions

Corporate and
Brand 

Reputation

Exchange 
Rate 

Fluctuations

＊
New 

Technology & 
Speed of Digital 

Acceleration

＊
Corporate Culture 
and Acquisition / 

Securing 
Outstanding 

People

＊
Changes in 
Consumer 

Values

● Consumer & Social-Related ● Operation & Fundamental-Related ● Others
＊Risks for which we particularly strengthen our countermeasures

Environment 
(Climate Change, 

Biodiversity, 
etc.)

Natural 
Disaster, 
Infectious 

Disease and 
Terrorism

Diversity, 
Equity & 
Inclusion
(DE&I)

＊
Pace of 

Cutting-Edge 
Innovation

Annual Securities Report

https://corp.shiseido.com/en/ir/library/financial_statements/pdf/2024/annual_securities_report.pdf#page=32
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Japanese GAAP Millions of yen
(Except per-share data)

IFRS Millions of yen
(Except per-share data)

Thousands of 
U.S. dollars

(Except per-share data)

2015/3 2015/12 2016/12 2017/12 2018/12 2019/12 2020/12 2021/12 2021/12 2022/12 2023/12 2024/12 2024/12

Operating Results:

Net Sales 777,687 763,058 850,306 1,005,062 1,094,825 1,131,547 920,888 1,035,165 Net Sales 1,009,966 1,067,355 973,038 990,586 6,315,902 

Cost of Sales 196,433 196,009 207,553 231,327 231,928 254,844 238,401 262,959 Cost of Sales 271,808 327,071 259,674 237,394 1,513,606 

COGS ratio (%) 25.3 25.7 24.4 23.0 21.2 22.5 25.9 25.4 COGS ratio (%) 26.9 30.6 26.7 24.0

Selling, General and Administrative Expenses 553,640 529,388 605,972 693,298 754,545 762,871 667,523 730,619 Selling, General and Administrative Expenses 767,007 717,841 696,625 751,444 4,791,150 

SG&A ratio (%) 71.2 69.4 71.3 69.0 68.9 67.4 72.5 70.6 SG&A ratio (%) 75.9 67.3 71.6 75.9

Operating Profit 27,613 37,660 36,780 80,437 108,350 113,831 14,963 41,586 Core Operating Profit 42,553 51,340 39,842 36,359 231,822 

Operating Margin (%) 3.6 4.9 4.3 8.0 9.9 10.1 1.6 4.0 Core Operating Margin (%) 4.2 4.8 4.1 3.7

EBITDA 90,703 80,635 90,078 154,741 150,318 169,348 71,393 172,556 EBITDA 94,516 102,371 91,819 89,564 571,053 

EBITDA margin (%) 11.7 10.6 10.6 15.4 13.7 15.0 7.8 16.7 EBITDA margin (%) 9.4 9.6 9.4 9.0

Net Profit Attributable to Owners of Parent 33,668 23,210 32,101 22,749 61,403 73,562 −11,660 42,439 Profit Attributable to Owners of Parent 46,909 34,202 21,749 −10,813 −68,943

Financial Position:

Total Assets 823,636 808,547 934,590 949,425 1,009,618 1,218,795 1,204,229 1,179,360 Total Assets 1,300,979 1,307,661 1,255,497 1,331,848 8,491,762 

Short-Term Borrowings 75,615 18,996 16,557 10,662 15,202 144,949 75,565 25,394 Short-Term Borrowings 41,013 49,747 71,916 128,223 817,540 

Long-Term Borrowings 31,281 67,617 104,022 70,801 60,574 103,159 248,733 165,588 Long-Term Borrowings 264,824 250,026 211,570 237,364 1,513,415 

Interest-Bearing Debt 106,897 86,613 120,580 81,463 75,776 248,108 324,299 190,983 Interest-Bearing Debt 305,837 299,774 283,486 365,587 2,330,955 

Equity 386,860 391,664 392,963 423,447 448,580 496,437 484,289 545,022 Equity Attributable to Owners of Parent 540,695 604,259 618,748 632,474 4,032,606 

Cash Flows:

Cash Flows from Operating Activities 32,134 60,529 59,129 95,392 92,577 75,562 64,045 122,887 Cash Flows from Operating Activities 134,249 46,735 89,026 48,403 308,614 

Cash Flows from Investing Activities 11,538 −23,137 −70,640 −1,061 −103,112 −202,823 −70,084 63,739 Cash Flows from Investing Activities 66,733 −41,308 −35,536 −83,738 −533,907

Cash Flows from Financing Activities −58,419 −30,151 22,378 −53,117 −29,722 113,678 46,880 −176,222 Cash Flows from Financing Activities −190,575 −52,418 −75,642 23,357 148,922 

Free Cash Flow 43,673 37,392 −11,510 94,331 −10,535 −127,261 -6,039 186,627 Free Cash Flow 200,983 5,427 53,489 −35,334 −225,287
Cash and Cash Equivalents at the End of the Fiscal 
Year 100,807 104,926 113,122 156,834 111,767 97,466 136,347 156,503 Cash and cash Equivalents at the End of the 

Fiscal Year 156,503 119,036 104,685 98,479 627,895

Notes: 1. Effective from the fiscal year 2015, the financial year end of the Company and certain of its 
consolidated subsidiaries had been changed from March 31 to December 31. As a result, the same 
fiscal year accounting period has been applied for the Company and all of its consolidated 
subsidiaries thereafter, and the fiscal year ended December 31, 2015 refers to the nine-month 
period from April 1, 2015 to December 31, 2015 for the Company and its subsidiaries that are 
subject to the change in their accounting period or twelve-month period from January 1, 2015 to 
December 31, 2015 for subsidiaries not affected by this change

2. All figures are rounded to the nearest million yen
3. EBITDA (Earnings Before Interest, Taxes, Depreciation and Amortization)* = Profit (Loss) before 

Income Tax + Interest Expense + Depreciation and Amortization Expense + Impairment Losses 
such as Goodwill Write-Offs
*EBITDA includes depreciation and amortization and an impairment loss recognized as part of the 

extraordinary losses incurred by the COVID-19 in the fiscal years 2020 and 2021
4. Shiseido has been recognizing payables associated with Dolce&Gabbana in the fiscal years 

between 2016 and 2020 and Tory Burch since the fiscal year 2020. For the fiscal year ended 
December 31, 2021, the Net Debt-Equity Ratio was 0.04, and Interest-Bearing Debt was 195,722 
million yen

5. In November 20, 2015, the Financial Accounting Standards Board (“FASB”) issued Accounting 
Standards Update (“ASU”) No. 2015-17, “Income Taxes (Topic 740): Balance Sheet Classification 
of Deferred Taxes” (“ASU 2015-17”). The ASU 2015-17 requires that deferred tax assets and 
liabilities be classified as non-current on the balance sheet rather than being separated into current 
and non-current. Effective from the fiscal year 2017, subsidiaries in the Americas region have 
retrospectively applied ASU 2015-17. Accordingly, the Company reclassified the current deferred 
taxes to non-current in the consolidated balance sheet in the fiscal year ended December 31, 2016

Notes: 1. All figures are rounded to the nearest million yen
2. U.S. dollar amounts are converted from yen, for convenience only, at the rate of ¥156.84 = US$1 prevailing on December 31, 2024. Fractions 

resulting from the translations are rounded down
3. EBITDA = Core Operating Profit + Depreciation and Amortization
4. Shiseido has changed the scope of expenses to be included as manufacturing cost from the fiscal year ended December 31, 2023.This change 

in accounting policy is retrospectively applied, and Consolidated Financial Statements for the fiscal year ended December 31, 2022 has been 
restated to reflect the change
As a result, compared to the previous method, for the fiscal year ended December 31, 2022, “Cost of Sales” increased by 3,880 million yen, 
“Selling, General and Administrative Expenses” decreased by 3,880 million yen. Inventory Turnover and CCC (Cash Conversion Cycle) for the 
fiscal year ended December 31, 2022 have been restated to reflect the change

5. Restaurant and food businesses consist of less than 1% of consolidated sales in 2024
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Japanese GAAP Millions of yen
(Except per-share data)

IFRS Millions of yen
(Except per-share data)

Thousands of 
U.S. dollars

(Except per-share data)

2015/3 2015/12 2016/12 2017/12 2018/12 2019/12 2020/12 2021/12 2021/12 2022/12 2023/12 2024/12 2024/12

Per-Share Data (in yen and U.S. dollars):

Net Profit 84.4 58.2 80.4 56.9 153.7 184.2 −29.2 106.2 Basic Earnings per Share 117.4 85.6 54.4 −27.1 −0.17

Net Assets 970.0 981.4 984.1 1,059.8 1,123.2 1,242.9 1,212.3 1,364.3 Equity Attributable to Owners of Parent per 
Share 1,353.5 1,512.4 1,548.2 1,583.5 10.10

Cash Dividends 20.0 20.0 20.0 27.5 45.0 60.0 40.0 50.0 Cash Dividends 50.0 100.0 60.0 40.0 0.26
Weighted-Average Number of Ordinary Shares 
(thousands of shares) 398,704 399,026 399,227 399,466 399,409 399,411 399,458 399,480 Weighted-Average Number of Ordinary 

Shares (thousands of shares) 399,480 399,538 399,615 399,570

Others:

Capital expenditures 30,602 33,884 56,488 49,160 126,217 132,212 97,879 89,540 Capital expenditures 78,393 59,837 55,446 48,896 311,757

Depreciation and amortization 33,353 31,761 34,480 39,614 41,994 55,732 61,865 63,562 Depreciation and amortization 55,962 51,031 51,977 53,204 339,225

R&D expenses 14,226 11,299 18,264 24,230 29,130 31,697 26,992 25,607 R&D expenses 25,814 26,678 27,557 27,185 173,330

Return on Invested Capital (%) 4.1 4.6 5.0 10.4 13.1 12.9 1.3 3.3 Return on Invested Capital (%) 2.9 5.2 4.0 0.6

Return on Equity (%) 9.4 6.0 8.2 5.6 14.1 15.6 −2.4 8.2 Return on Equity Attributable to Owners of 
Parent (%) 9.3 6.0 3.6 −1.7

Equity Ratio (%) 47.0 48.4 42.0 44.6 44.4 40.7 40.2 46.2 Ratio of Equity Attributable to Owners of 
Parent (%) 41.6 46.2 49.3 47.5

Net Debt-to-EBITDA Ratio (times) −0.2 −0.5 −0.1 −0.6 −0.3 0.8 2.4 0.1 Net Debt-to-EBITDA Ratio (times) −0.1 0.3 0.4 1.3

Net Debt-to-Equity Ratio (times) −0.04 −0.10 −0.02 −0.22 −0.11 0.28 0.36 0.03 Net Debt-to-Equity Ratio (times) −0.02 0.05 0.06 0.18

Days Sales of Inventory (Days) 182.97 197.97 194.85 193.78 220.12 236.96 268.80 217.78 Days Sales of Inventory (Days) 199.51 147.91 197.20 238.43

CCC (Cash Conversion Cycle) (Days) 143 146 123 114 126 149 199 169 CCC (Cash Conversion Cycle) (Days) 155 131 161 202

Payout Ratio (Consolidated) (%) 23.7 34.4 24.9 48.3 29.3 32.6 ̶ 47.1 Dividend Payout Ratio (Consolidated) (%) 42.6 116.8 110.2 ̶

Dividend Yield (%) 0.9 0.8 0.7 0.5 0.7 0.8 0.6 0.8 Dividend Yield (%) 0.8 1.5 1.4 1.4

Dividend on Equity (%) 2.2 2.1 2.0 2.7 4.1 5.1 3.3 3.9 Dividends on Equity Attributable to Owners of 
Parent (%) 4.0 7.0 3.9 2.6

Number of Employees at the End of the Fiscal Year 33,000 33,783 36,549 37,438 38,640 40,000 39,035 35,318 Number of Employees at the End of the Fiscal 
Year 35,318 33,414 30,540 27,908

Net Sales per Employee 23.6 22.6 23.2 26.8 28.3 28.3 23.6 29.3 Net Sales per Employee 28.6 31.9 31.9 35.5 226

Operating Profit per Employee 0.8 1.1 1.0 2.1 2.8 2.8 0.4 1.2 Core Operating Profit per Employee 1.2 1.5 1.3 1.3 8

Notes: 1.   Effective from the fiscal year 2015, the financial year end of the Company and certain of its consolidated subsidiaries had 
been changed from March 31 to December 31. As a result, the same fiscal year accounting period has been applied for the 
Company and all of its consolidated subsidiaries thereafter, and the fiscal year ended December 31, 2015 refers to the 
nine-month period from April 1, 2015 to December 31, 2015 for the Company and its subsidiaries that are subject to the 
change in their accounting period or twelve-month period from January 1, 2015 to December 31, 2015 for subsidiaries not 
affected by this change

2.   All figures are rounded to the nearest million yen
3.   Net Profit (Loss) per Share (primary) is based on the average number of shares outstanding during the fiscal year. Net 

Assets per Share is calculated using the number of shares outstanding at the end of each reporting period. Net Profit 
(Loss) per Share is calculated before dilution

4.   Capital expenditures, property, plant and equipment ,intangible assets (excluding goodwill and trademarks, etc.) and Long-
term prepaid expenses.

5.   Depreciation and amortization excludes amortization of goodwill
6.   Return on Invested Capital （ROIC） = Operating Profit × (1 - Tax rate*) / (Interest-Bearing Debt+ Equity)**
 * Tax rate = Total income tax / Profit (loss) before income tax 

** (Interest-Bearing Debt+ Equity) is an average balance at the start and end of each accounting period
7.   Net Debt-to-EBITDA Ratio = (Interest-Bearing Debt * – Cash and Time Deposits**) / EBITDA

* Interest-Bearing Debt is an ending balance at the end of each accounting period
** Cash and Time Deposits at the end of each accounting period is the total balance of cash and time deposits and short-
term investments in securities in current assets

8.   Net Debt-to-Equity Ratio = (Interest-Bearing Debt – Cash and Time Deposits) / Equity*
*Equity = Total Net Assets – Stock Acquisition Rights – Non-Controlling Interests in consolidated subsidiaries

9.   Inventory Turnover (Days) = Average Inventory / (Cost of Sales / 365)
10. Cash Conversion Cycle (days) = Receivables Turnover Period (days) + Inventory Turnover Period (days) – Payables 

Turnover Period (Days) (average of each indicator during the period)
11. Dividends on Equity = Total Dividends Paid (Full Year) / Equity*

*Equity is the average of the beginning and the ending balances
12. The number of employees at the end of the fiscal year does not include temporary employees
13. Shiseido has been recognizing payables associated with Dolce&Gabbana in the fiscal years between 2016 and 2020 and 

Tory Burch since the fiscal year 2020. For the fiscal year ended December 31, 2021, the Net Debt-Equity Ratio was 0.04, 
and Interest-Bearing Debt was 195,722 million yen

14. In November 20, 2015, the Financial Accounting Standards Board (“FASB”) issued Accounting Standards Update (“ASU”) 
No. 2015-17, “Income Taxes (Topic 740): Balance Sheet Classification of Deferred Taxes” (“ASU 2015-17”). The ASU 
2015-17 requires that deferred tax assets and liabilities be classified as non-current on the balance sheet rather than being 
separated into current and non-current. Effective from the fiscal year 2017, subsidiaries in the Americas region have 
retrospectively applied  ASU 2015-17. Accordingly, the Company reclassified the current deferred taxes to non-current in 
the consolidated balance sheet in the fiscal year ended December 31, 2016

Notes: 1.   All figures are rounded to the nearest million yen
2.   U.S. dollar amounts are converted from yen, for convenience only, at the rate of 

¥156.84 = US$1 prevailing on December 31, 2024. Fractions resulting from the 
translations are rounded down

3. Basic earnings per share are calculated by dividing profit or loss attributable to 
ordinary shareholders of the parent company by the weighted average number 
of ordinary shares issued, which is adjusted for treasury shares during the 
period. Diluted earnings per share are calculated by adjusting for the effects of 
all dilutive potential ordinary shares.

4.   Capital expenditures, property, plant and equipment and intangible assets 
(excluding trademarks, etc.).

5.   Depreciation and amortization excludes depreciation of right-of-use assets
6. ROIC calculations until 2023: Core operating profit × (1 - Tax rate) / (Interest-

bearing debt (average of the beginning and the ending balances, excluding 
lease liabilities) + Equity attributable to owners of parent (average of the 
beginning and the ending balances)),calculation in 2024: Operating profit × (1 - 
Tax rate*) / (Interest-bearing debt (average of the beginning and the ending 
balances, including lease liabilities) + Equity attributable to owners of parent 
(average of the beginning and the ending balances))

 *The statutory tax rate is used 31.0% for 2024 calculation

7.   Net Debt-to-EBITDA Ratio = (Interest-Bearing Debt – Cash and Time Deposits) 
/ EBITDA

8.   Net Debt-to-Equity Ratio = (Interest-Bearing Debt – Cash and Time Deposits) / 
Equity

9.   Inventory Turnover (Days) = Average Inventory / (Cost of Sales / 365)
10. Cash Conversion Cycle (days) = Receivables Turnover Period (days) + 

Inventory Turnover Period (days) – Payables Turnover Period (Days) (average 
of each indicator during the period)

11. Dividends on Equity = Total Dividends Paid (Full Year) / Equity
12. The number of employees at year-end does not include temporary employees
13. Shiseido has changed the scope of expenses to be included as manufacturing 

cost from the fiscal year ended December 31, 2023.This change in accounting 
policy is retrospectively applied, and Consolidated Financial Statements for the 
fiscal year ended December 31, 2022 has been restated to reflect the change 



2021 2022 2023 2024 2025

Women at management level*6

Group total 57.5% 58.3% 58.1% 58.8% 59.5%

Japan 34.7% 37.3% 37.6% 40.0% 41.1%

Overseas 70.3% 70.7% 72.0% 72.0% 72.1%

Directors*7

Ratio of women 46.2% 46.2% 40.0% 45.5% 54.5%

Ratio of external 
directors 53.8% 53.8% 53.3% 63.6% 63.6%

Executive officers*8

Ratio of women 31.6% 35.3% 35.3% 40.0% 47.0%

Ratio of foreign 
nationals 15.8% 17.6% 17.6% 15.0% 17.6%

Employee nationalities (countries / regions)*9 Approx. 100 Approx. 100 Approx. 100 Approx. 100 Approx. 100

Ratio of foreign national managers*10 2% 2% 2% 2% 3%

Ratio of mid-career hires in managerial positions*10 29% 30% 31% 33% 36%

Number of foreign national employees in Japan
 (share of total)*10 467 (2%) 486 (2%) 443 (2%) 386 (2%) 390 (2%)

Number of mid-career hires in Japan*11 271 376 318 259 ー

Ratio of employees with disabilities*12 2.44% 2.65% 2.82% 2.99% ー

Average education / training expenses per 
employee*13 ¥23,682 ¥29,892 ¥36,199 ¥34,134 ー

2020 2021 2022 2023 2024

CO2 emissions (Scope 1, 2, 3)*1 (unit: t) 2,612,458 1,585,481 1,556,439 1,008,126
Plan to

disclose in
2025

CO2 emissions (Scope 1)*2 (unit: t) 25,968 28,744 23,912 21,105
Plan to

disclose in
2025

CO2 emissions (Scope 2)*2 (unit: t) 46,490 36,737 22,527 13,617
Plan to

disclose in
2025

CO2 emissions (Scope 3)*3 (unit: t) 2,540,000 1,520,000 1,510,000 973,000
Plan to

disclose in
2025

Water consumption*4 (unit: mil. m3) 1.2 1.2 1.1 0.8
Plan to

disclose in
2025

Waste discharged*5 (unit: t) 12,825 13,096 12,560 10,895
Plan to

disclose in
2025

5-Year Pre-Financial Summary
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– 2024

Women’s empowerment in Japan​
Supporting education and financial independence worldwide (unit: persons) 843,922

Cultivating self-efficacy through the power of beauty
Challenging the unconscious biases and prejudices that limit individual beauty
(unit: persons)

264,199

*1 Targeting energy-derived CO2, the performance data was calculated based on the GHG Protocol. Scope 2 was based on the market-based method
*2 At all our sites (Coverage: 100%)
*3 Throughout our value chain, excluding Shiseido sites
*4 Production sites for 2020, production sites and domestic research centers for 2021, and production sites and research centers for 2022–2023 

(Coverage: 100%)
*5 Production sites and domestic research centers for 2020–2021, and production sites and research centers for 2022–2023 (Coverage: 100%)

*6   As of January 1 each year for Japan; as of December 31 of the 
previous year for overseas

*7   As of April 1 of each year. Directors and Audit & Supervisory Board 
members until 2023

*8   As of April 1 of each year
*9   As of December 31 of the previous year
*10 As of January 1 each year; data for Shiseido Group in Japan
*11 Annual results for each year; data based on employment data for 

Shiseido Group in Japan 

*12 As of June 1 each year; data for Shiseido Group in Japan. Ratio of 
employees with disabilities: Persons with physical and intellectual 
disabilities are included, and the employment rate for persons with 
disabilities is indicated by three significant figures.

*13 Data per full-time equivalent (FTE)
The full-time equivalent is the conversion of part-time employees or 
employees who work shorter hours into a number equivalent to a full-
time workforce

Environment Society

Society

Sustainability Data

https://corp.shiseido.com/en/sustainability/performance/


Our Brands
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https://corp.shiseido.com/en/brands/


Shareholder and Investor Engagement

Key Questions, 
Requests, and 
Opportunities

⚫ Status of R&D facilities 
and technology

⚫ Requests for face-to-face 
engagement

⚫ Requests from individual 
investors for engagement 
opportunities

⚫ Enhanced disclosure in 
earnings briefing materials 
and related documents

⚫ Improved information 
accessibility and 
infrastructure for overseas 
investors

⚫ Hosted business strategy 
briefings

⚫ Expanded opportunities 
for dialogue with external 
directors

⚫ Conducted briefings on 
key business areas, 
regional strategies, and 
core brands

⚫ Increased interest from 
individual investors

Major New and 
Key Initiatives

⚫ Organizing facility tours at 
R&D centers and 
facilitating direct 
discussions with engineers

⚫ Resuming in-person 
earnings briefings and 
overseas IR events

⚫ Attending and presenting 
at various conferences

⚫ Hosting individual investor 
briefings with 
presentations by the CEO

⚫ Released earnings 
briefing scripts and Q&A 
transcripts

⚫ Conducted DX strategy 
briefings in English

⚫ Hosted thematic business 
strategy briefings (DX, 
DE&I, etc.)

⚫ Held engagement events 
between external directors 
and investors

⚫ Hosted thematic business 
strategy briefings (Europe, 
Clé de Peau Beauté, etc.)

⚫ Held online individual 
investor briefings
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In 2024, based on requests from investors for further engagement with external directors and discussions on 
key business and brand strategies, we expanded both domestic and international conferences as well as 
strategy briefings on specific themes. The President and COO (currently the President and CEO), CFO, 
relevant executive officers, and external directors participated in these sessions, engaging in discussions and 
sharing insights.
The insights gathered through these initiatives, along with market implications, are promptly communicated to 
the Board of Directors and senior management. Feedback has been shared with the Board three times and 
discussed in over ten other management meetings.

Current Engagement Initiatives

2022 2023 2024

Reflecting Shareholder and Investor Perspectives

2022 2023 2024

One-on-One Meetings with Investors and Analysts Approx. 500 Approx. 550 Approx. 600

Overseas IR Activities (Including Online) 2 4 4

Domestic and International Conferences Organized by Securities Firms 4 6 10

IR Events 14 15 13

Small-Scale Meetings 4 6 4

Large-Scale Meetings 2 4 2

Briefing Sessions / Facility Tours 6 5 6

Individual Investor Briefings 2 ー 1

SR Dialogues with Major Institutional Investors and Proxy Advisory Firms 12 12 12

Number of Shareholders Attending the Annual Shareholders’ Meeting 1,268 1,322 419*

Engagement by Role

One-on-One Meetings, Earnings Briefings, Large-Scale Meetings, 
Small-Scale Meetings
One-on-One Meetings, Earnings Briefings, Large-Scale Meetings, 
Small-Scale Meetings, Individual Investor Briefings
One-on-One Meetings
Engagement Events
One-on-one Meetings, Earnings Briefings, Business Briefings

COO

CFO

IR

External Directors

Regional CEOs

November 2024
“Action Plan 2025-2026” Briefing
Speakers: Kentaro Fujiwara, 
President & COO, and Ayako 
Hirofuji, CFO

July 2024
Dialogue Between External 
Director and Investors
Speaker: Yoshihiko Hatanaka, 
External Director

July 2024
Clé de Peau Beauté Business 
Initiatives
Speaker: Mizuki Hashimoto, Chief 
Brand Officer

June 2024
Shiseido EMEA Business Strategy 
Event
Speaker: Alberto Noé, EMEA 
Region CEO

Key IR Activities

* For the purpose of ensuring fairness, corporate gifts are no longer offered to onsite attendees

https://corp.shiseido.com/en/ir/library/event/#emea2024
https://corp.shiseido.com/en/ir/library/event/#cpb2024
https://corp.shiseido.com/en/ir/library/event/#exd2024
https://www.irwebcasting.com/20241129/3/8c58353900/mov/main/index.html
https://corp.shiseido.com/en/ir/library/event/#exd2024
https://corp.shiseido.com/en/ir/library/event/#cpb2024
https://corp.shiseido.com/en/ir/library/event/#emea2024


External Evaluations (As of April 2025) External Evaluations and Awards

Major ESG Index Inclusion Trends

Sustainability-Related Evaluations

2020 2021 2022 2023 2024

Dow Jones Best-in-
Class Indices*1

World ー ● ● ● ●

Asia Pacific ー ● ● ● ●

FTSE4Good Index Series ● ● ● ● ●

MSCI ESG Leaders Indexes ● ● ー ー ●

FTSE Blossom Japan Index ● ● ● ● ●

FTSE Blossom Japan Sector Relative Index ー ● ● ● ●

MSCI Nihonkabu ESG Select Leaders Index ● ● ー ● ●

MSCI Japan Empowering Women Index ● ● ● ● ●

S&P/JPX Carbon Efficient Index ● ● ● ● ●

Morningstar® Japan ex-REIT Gender Diversity 
Tilt IndexSM*2 ー ー ー ● ●

SOMPO Sustainability Index ● ● ● ● ●

Attained the highest scores in the 
industry in the S&P Global 
Corporate Sustainability 
Assessment.

Rated “AA” by MSCI ESG Rating 
for the second consecutive year 
and included in the MSCI ESG 
Leaders Indexes.

Awarded A Rating by CDP as Top 
Company for Climate Change and 
Water Security Categories.

Collaborations with External Organizations and External Evaluations 

*1 The indices ware renamed in February 2025
*2 The inception started in March 2023
*3 In Indonesia, Thailand and Vietnam

*3
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*2 Calculations of percentage of shareholding are based on the total number of issued and outstanding shares excluding treasury stock  
*3 Closing price on December 31, 2014 indexed at 100
*4 Return on investment assuming that dividends are reinvested. Annual rate based on the geometric mean of cumulative returns. Source: calculated by Shiseido based on data from Tokyo Stock Exchange
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Corporate Information

Company Name

Head Office

Shiseido Company, Limited

7-5-5, Ginza, Chuo-ku, Tokyo 104-0061, Japan

Phone: +81-3-3572-5111

Foundation September 1872

Incorporation June 1927

Capital 64,506 million yen

Number of 
Employees 27,908 [5,084]*1

Ordinary 
General Meeting 
of Shareholders

Late March

Accounting 
Auditor KPMG AZSA LLC

Credit rating agency Long-term bond rating

Moody’s A3 (Outlook: negative)

Stock Information (As of December 31, 2024)

*1 As of December 31, 2024. The number of employees shown denotes full-
time employees. 
The annual average number of temporary employees is shown in brackets. 
Temporary employees refer to contract employees and part-time workers 
and exclude dispatched employees

Ratings (As of April 2025)

１year 3 years 5 years 10 years

Cumulative Annual Cumulative Annual Cumulative Annual

Shiseido −30.4% −51.2% −21.3% −59.0% −16.3% 90.8% 6.7%

TOPIX 20.5% 50.7% 14.6% 82.5% 12.8% 148.8% 9.5%

Principal Shareholders (As of December 31, 2024)

Total Shareholder Return*4

Shareholders
Number of 

Shares Held
(thousand 
shares)

Percentage of 
Shareholding*2 

(%)

The Master Trust Bank of Japan, Ltd. (Trust Account) 76,196 19.07
Custody Bank of Japan, Ltd. (Trust Account) 27,073 6.77
JPMorgan Securities Japan Co., Ltd. 9,783 2.44
GOVERNMENT OF NORWAY 9,442 2.36
STATE STREET BANK AND TRUST COMPANY 505001 8,498 2.12
STATE STREET BANK WEST CLIENT-TREATY 505234 7,569 1.89

Mizuho Trust & Banking Co., Ltd.
re-trusted to Custody Bank of Japan, Ltd.
Employees Pension Trust for Mizuho Bank

7,000 1.75

SMBC Nikko Securities Inc. 6,740 1.68
THE BANK OF NEW YORK 134104 6,338 1.58
Nippon Life Insurance Company 5,615 1.40

Common 
Shares Issued

400,000,000
 (including 576,863 in treasury stock)

Number of 
Shareholders 131,423

Stock Listings Common Stock: 
Tokyo Stock Exchange (Code: 4911)
American Depositary Receipts: 
U.S. Over-the-Counter

Share Units 100

Corporate Information and Stock Information
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Shiseido TOPIX

16.50 

33.97 38.82 

4.04 

6.50 0.14 

Shareholder
Composition
by Number of
Shares Held

97.26 

0.04 
0.04 

0.83 

0.00 
1.80 

Shareholder 
Composition 
by Number of 
Shareholders



Contact Information
Investor Relations Department
Shiseido Company, Limited
Address: 1-6-2, Higashi-shimbashi, Minato-ku, Tokyo 105-8310, Japan
Phone: +81-3-3572-5111 (Main)
URL：https://corp.shiseido.com/en/

For email inquiries

https://corp.shiseido.com/en/scp/inquiry/mail/form.php
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