
INTERVIEW WITH THE PRESIDENT

In addition to promoting Value and Network 
Management by leveraging our strengths, 
we will increase capital efficiency with the aim 
of enhancing corporate value.

Naoki Izumiya
President and 
Representative Director
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Can you give an overview of the year ended December 31, 2012, the final year of the 
Group’s Medium-Term Management Plan 2012?

What kind of corporate entity does the Asahi Group aspire to become in line with the 
newly established Long-Term Vision 2020?

Under the Medium-Term Management Plan 2015, your policy is to enhance corporate value 
through Value and Network Management. Concretely, what initiatives will you implement?

Why have you adopted ROE and EPS as your Medium-Term Management Plan’s key per-
formance indicators (KPIs)? Also, what initiatives are you using to achieve the KPIs?

What are your financial and cash flow strategies as well as your policy on shareholder 
returns?

In closing, how do you plan to make the Asahi Group more valuable to society?
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[OVERVIEW OF MEDIUM-TERM MANAGEMENT PLAN 2012]

Can you give an overview of the year ended December 31, 2012, 
the final year of the Group’s Medium-Term Management Plan 2012?

Q1

Under the Medium-Term Management Plan 2012, a three-year plan running through 2012, the Asahi Group focused on 

boosting profitability in existing businesses and developing a new growth portfolio, while creating synergies across the 

Group. Efforts were directed at improving the corporate value of the entire Group.

In regard to boosting profitability in existing businesses, we developed and strengthened mainstay brands centered 

on the alcohol beverages and soft drinks businesses. Our flagship brand Asahi Super Dry was a case in point. Here, we 

proposed new ways of enjoying Asahi Super Dry such as the “Extra cold” value proposition for enjoying the brand 

chilled below freezing point. We also launched our first new product in the Asahi Super Dry brand. In addition, we 

reorganized breweries in Japan and streamlined unprofitable operations in South Korea and China. All told, the result-

ing profit structure reforms exceeded our initial plan objectives.

Meanwhile, as regards developing a new growth portfolio, we enhanced the base of our domestic soft drinks busi-

ness, including the acquisition of promising brands in Japan such as Rokko no Oishii Mizu and Rokujo Mugicha, and 

the acquisition of all the shares of Calpis Co., Ltd., a leading lactic acid drinks manufacturer. Overseas, we were able to 

expand our growth base in Oceania and Southeast Asia through measures including the acquisition of five soft drink 

and alcohol beverage companies.

Furthermore, our transition to a pure holding company structure in July 2011 has led to faster decision-making at 

our operating companies, and also allows the holding company to work exclusively on formulating growth strategies 

for the entire Group. As a result, we have built the proper structure for achieving full-fledged Group global 

management.

In terms of quantitative targets, we did not achieve our target for the operating income ratio mainly due to 

increased sales expenses accompanying the intensifying competition in the soft drinks business. Nevertheless, we 

achieved our target for net income based on a figure that excludes the special factors in 2012. We also posted record-

high net income for a 12th consecutive year.

The Asahi Group focused on boosting profitability in existing businesses and 
developing a new growth portfolio. As a result, earnings reached a record-high for 
a 12th consecutive year.
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[LONG-TERM VISION 2020]

What kind of corporate entity does the Asahi Group aspire to become in line 
with the newly established Long-Term Vision 2020?

Q2

In the earlier Long-Term Vision established in 2009, amid the maturing domestic market and the globally ongoing M&As, 

we aimed to reach the top global level and so conducted initiatives with objectives that emphasized the expansion of 

business scale.

Going forward, however, our business environment has greatly changed from our initial assumptions, and is pro-

jected to become increasingly difficult. We expect a stagnant global economy as a whole, mainly due to the debt 

problems in Europe, and in Japan an impending increase in the consumption tax is planned for after 2014, amid the 

ongoing maturing of the market. At the same time, the needs of our stakeholders have been diversifying in line with 

changes in our business structure and improvements in our financial position, as well as the aforementioned changes 

in the business environment.

As a result, in the Long-Term Vision 2020 we have revised the earlier Long-Term Vision and, while adhering to 

existing management policy, have redefined for our stakeholders our vision for the Asahi Group as a whole.

Long-Term Vision 2020 sets forth the following vision statement for the Asahi Group: To be a trusted corporate 

group in the world through offering “Kando” experiences of food (deliciousness, happiness and innovation), This 

means, we aim to be a corporate group trusted around the world in addition to Japan by means of our Kando, which 

we define as providing deliciousness, happiness and innovation that exceeds the expectations of our customers.

We believe that pursuing a management policy that satisfies all our stakeholders will lead to long-term sustained 

growth of the Asahi Group and the improvement of corporate value. We are clarifying the decision-making criteria of 

all our management strategies by establishing individual visions for each of our stakeholders.

In Long-Term Vision 2020, we have not set company-wide quantitative targets as in the earlier Long-Term Vision. 

Although this means an increase in uncertainty, there is also a risk in setting quantitative targets that have time dead-

lines. Going forward, we have changed to a framework in which we flexibly review our business strategies and the 

allocation of management resources in line with the changes in the business environment.

(For details of our vision for all stakeholders, please refer to “Toward long-term, stable growth” on page 04.)

We are striving to be a trusted corporate group in the world through offering 
“Kando” experiences of food (deliciousness, happiness and innovation), thereby 
pursuing the satisfaction of all our stakeholders.
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[MEDIUM-TERM MANAGEMENT PLAN 2015]

Under the Medium-Term Management Plan 2015, your policy is to enhance 
corporate value through Value and Network Management. Concretely, what 
initiatives will you implement?

Q3

In our Value and Network Management, we foresee our business environment becoming increasingly difficult over 

the next three years. I believe that our most important task is to clarify the strengths that we have developed and 

acquired up to now, and then enhance those strengths.

First, we will focus on the strengths comprising the Asahi Group’s brands such as Asahi Super Dry, and the 

industry’s highest class of cost competitiveness. We will polish these further to enhance their competitiveness. 

To do this, we must strive for even greater selectivity and focus with our resources.

Next, to achieve long-term stable growth in the future, not merely in the next three years, we will leverage 

the strengths of our brand assets and technology that we have developed and acquired to proceed with new 

value creation and innovation, thereby strengthening our next-generation competitiveness.

Furthermore, our policy is to create synergies from both sales growth and increased efficiency, mainly by 

leveraging this enhanced value and the global networks that we have built with the aim of expanding business.

In the next three years, we will work to develop overseas area sales and strengthen our market share base in 

Japan, by moving through a value cycle based on enhancing this value, and continuing to expand our new 

business networks around the world.

As the business environment is becom-

ing difficult we decided to return to our 

starting point and concentrate on our 

strengths in order to strengthen our long-

term stable growth base.

We aim for long-term stable sales and growth in earnings through the cre-
ation of new value concentrated in our strengths and the expansion of our 
business networks around the world.
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Why have you adopted ROE and EPS as your Medium-Term Management 
Plan’s key performance indicators (KPIs)? Also, what initiatives are you using 
to achieve the KPIs?

Q4

In the past, targets were set centered on profit/loss that emphasized the expansion of business scale. In the Medium-Term 

Management Plan 2015, targets have been set to give priority to further improving corporate value, by adding in balance 

sheet and cash flow targets.

To improve corporate value, in addition to sustained earnings growth we must further increase the market’s sense 

of trust and anticipation in the Asahi Group through appropriate capital policies. Therefore, we have included ROE 

and EPS, which reflect both our earnings growth and our capital policies, in the KPIs.

Our concrete targets comprise “improving ROE to around 10%” and “growing EPS by an annual average of 10% or 

higher,” aiming to enhance corporate value by increasing capital efficiency through such means as improving share-

holder returns, while giving top priority to sales and earnings growth based on our Value and Network Management.

In terms of measures to improve ROE, the top priority of each operating company will be to attain growth in busi-

ness profits by bolstering brands that leverage each company’s strengths, while driving profit structure reforms. Other 

priorities will include advancing business strategies with an emphasis on capital efficiency, including a focus on capital 

investment. Raising the efficiency of working capital through such means as optimizing inventories will also be impor-

tant. Meanwhile, Asahi Group Holdings will implement measures such as executing business investments designed to 

spur network expansion worldwide, and enhancing selectivity and focus in the business portfolio. Furthermore, Asahi 

Group Holdings will implement a policy of balancing investments for growth funded by financial debt with measures 

to ensure an appropriate level of equity capital, such as enhancing shareholder returns. (Refer to Fig. 1  )

Looking at our profit and loss guidelines, which represent the assumptions behind our KPIs, we are assuming an 

annual average growth rate of 3% or higher in net sales and an annual average 

growth rate of 7% or higher in net income on an existing-business basis. However, 

we will continue aiming to outperform the plan’s targets through efforts to 

expand our business networks through M&As and other initiatives. (Refer to 
Fig. 2  )

Meanwhile, over the next three years, we face the risk that the alcohol bever-

ages and soft drinks markets in Japan could contract more sharply than antici-

pated mainly due to the impending increase in the consumption tax. We must 

anticipate the negative impact this could have on our profit and loss guidelines. 

Accordingly, we plan to further strengthen the Asahi Group’s cost competitive-

ness, which is one of its key strengths. Specifically, we will strive to generate 

efficiency improvements of ¥30 billion or higher across the Group, mainly by 

creating collaboration synergies with Calpis Co., Ltd. and integration synergies 

within our Oceania operations. Through these measures, we aim to achieve our 

KPI targets. (Refer to Fig. 3  )

(For details of our Medium-Term Management Plan 2015, please refer to 

“Toward long-term, stable growth” on page 04.)

Our goal is to enhance corporate value through Value and Network Management. 
Through this approach, we intend to increase capital efficiency through such 
means as improving shareholder returns, while giving top priority to growth.
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 INITIATIVES FOR ROE IMPROVEMENT

Asahi Group Holdings Operating Companies

Net income ratio
(Net income / 

Net sales)

• Profit base expansion through business invest-
ment, including in network expansion in Japan 
and overseas

• Reduction in indirect fixed costs through greater 
efficiency in overall supply chain management 
across the Group

• Growth through nurturing and bolstering strong 
brands based on Value and Network Management

• Profitability improvement through implementa-
tion of profit structure reforms leveraging Group 
strengths

Asset turnover
(Net sales / 
Total assets)

• Group business portfolio selectivity and focus
• Improvement in asset efficiency through optimi-

zation of assets

• Execution of business strategies that emphasize 
asset efficiency, including capital investments

• Reduction and optimization of working capital in 
each business

Financial leverage
(Total assets / Share-

holders’ equity)

• Investment in growth utilizing financial debt 
premised on maintenance of financial soundness

• Enhancement of shareholder returns to an extent 
that does not erode current equity capital

—

 2015 BUSINESS RESULTS GUIDELINES BY BUSINESS

Net Sales Operating Income Ratio

2012 Result
2015 Guideline 

(CAGR)
2012 Result 2015 Guideline

Alcohol beverages ¥944.0 bn. 0–1% 12.0% 12.5% or higher

Soft drinks ¥375.4 bn. 10% or higher 2.7% 5.5% or higher

Food ¥103.5 bn. 5% or higher 3.8% 5.5% or higher

Overseas ¥158.0 bn. 5% or higher 4.4% 9.0% or higher

Consolidated total ¥1,579.1 bn. 3% or higher 6.9% 8.0% or higher

  PROFIT STRUCTURE REFORMS (INCLUDING SEGMENT BREAKDOWN) 
(EFFICIENCY IMPROVEMENT TARGETS: THREE-YEAR CUMULATIVE)

Efficiency Improvement Target Initiatives

Alcohol beverages ¥10.0 bn. or higher

• Streamline fixed costs by reducing depreciation through optimiza-
tion of capital investments

• Improve marginal profit by enhancing production efficiency and 
promoting group procurement

Soft drinks ¥10.0 bn. or higher

• Collaborative synergies with Calpis in procurement, distribution, 
etc. (¥6.0 bn. or higher)

• Increase insourcing of containers, optimization of production and 
distribution systems

Food ¥3.0 bn. or higher
• Reduce manufacturing costs through manufacturing process review

• Improve efficiency in advertising and promotion expenses through 
focus on strong brands and businesses

Overseas ¥6.0 bn. or higher
• Reduce indirect costs by integrating management, and develop 

optimal production and distribution systems

• Reduce raw materials costs through cooperative procurement

Consolidated total ¥30.0 bn. or higher
* Aim for achievement of ¥30.0 bn. or higher from further 

 contributions from businesses

Fig. 1:

Fig. 2

Fig. 3
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What are your financial and cash flow strategies as well as your policy on 
shareholder returns?

Q5

During the three years of the Medium-Term Management Plan 2015, we plan to generate operating cash flow of more than 

¥400 billion. Capital investment is projected at around ¥120 billion, including investments in boosting efficiency. We are also 

targeting free cash flow of about ¥300 billion, including ¥20 billion mainly through cash expansion measures.

In terms of free cash flow allocation, we will give top priority to investments in growth worldwide, based on the 

principle of Value and Network Management. If capital requirements that cannot be met with our own funds arise due 

to major investment projects or the like, we are prepared to fund these requirements using financial debt, assuming a 

maximum D/E ratio of around 1.0.

Regarding shareholder returns, we have sought to increase dividends in line with improvements in net income, 

while targeting a consolidated dividend payout ratio of 20% or higher. However, from 2008, we suspended the pur-

chase of treasury stock because of the need to give priority to investments in growth. Going forward, given that our 

surplus investment funding position has improved thanks to stronger cash flow generation and an improved D/E 

ratio, we have decided to raise the dividend payout ratio to around 30%. At the same time, we will strive to enhance 

shareholder returns by targeting a total return ratio, including the purchase of treasury stock, of 50% or higher.

In addition, we are targeting a total return ratio of 40% or higher based on net income before amortization of 

goodwill and other items. In this way, we plan to deliver shareholder returns on a par with global standards. (Refer to 
Fig. 4  )

In 2013, the Asahi Group decided to repurchase ¥30 billion of its own shares. Accordingly, the forecast for the total 

return ratio is now higher than 50%, at 76%. Our decision to purchase treasury stock of ¥30 billion in the first fiscal 

year of the plan reflects our strong determination to enhance corporate value. (Refer to Fig. 5  )

While giving top priority to investments in growth worldwide, we will strive to 
enhance shareholder returns as we improve surplus investment capacity primarily 
by increasing equity capital.

 FINANCIAL AND CASH FLOW STRATEGY

Policies in Medium-Term Management Plan 2015

Operating cash flow
• Seek stable profit growth based on Value and Network Management.

  Generate ¥400.0 bn. or higher in operating cash flow during the 3 years of the 
Medium-Term Management Plan.

Free cash flow

• Execute capital investment of approx. ¥120.0 bn. for development of optimal produc-
tion and distribution systems, efficiency improvement, etc.

  Generate approximately ¥300.0 bn. in free cash flow during the 3 years of the 
Medium-Term Management Plan 2015.
(Generate ¥20.0 bn. or higher through cash expansion measures.)

Investment in growth

• Invest in growth as the highest-priority task in preparation for growth network expan-
sion in Japan and overseas.

• Assume financial debt premised on a maximum D/E ratio of approx. 1.0 (net debt/
EBITDA of approximately 4.0) when capital requirements that cannot be met from own 
funds arise.

Shareholder returns
• Aim for stable dividend increases, targeting a consolidated dividend payout ratio of 

around 30% (25–35%).

• Flexibly implement share repurchases targeting a total return ratio of 50% or higher.

Fig. 4
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 NET INCOME AND TOTAL DIVIDENDS
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In closing, how do you plan to make the Asahi Group more valuable 
to society?

Q6

Under the Medium-Term Management Plan 2015, the most important theme is to enhance corporate value. However, we 

believe that corporate value can be defined in two different ways.

First, corporate value can be narrowly defined as our stock valuation in the capital markets. Second, corporate 

value can be interpreted more broadly as our worth to society. We believe that increasing corporate value in both of 

these senses will ultimately lead to enhancing our corporate value in the broadest possible sense of the term.

In regard to improving our value to society, we aim to become a corporate group that is trusted by all stakeholders 

by helping to solve social issues through our businesses. To this end, we will implement a variety of measures in our 

three activity areas of food and health, the environment, and people and society. This includes addressing alcohol-

related issues through initiatives such as promoting moderate and responsible drinking.

Furthermore, we will continue to strengthen corporate governance, which serves as the foundation of corporate 

management. As part of this effort, we have abolished our anti-takeover measures at this year’s Annual General Meet-

ing of Shareholders. This reflects the diminished importance of these measures, which were introduced in 2007, fol-

lowing the adoption of a management plan that emphasizes the enhancement of corporate value.

Looking ahead, the Asahi Group will continue striving to enhance corporate value in terms of both economic and 

social value, by pressing ahead with management focused on enhancing corporate value. In the process, we believe 

that it is essential to reflect the feedback we obtain through dialogue with all stakeholders in management practices. 

We hope that our stakeholders will continue to share this vital input with us in the future.

(For details of CSR activities, please see the Group Management section on page 46.)

We aim to become a trusted corporate group by helping to solve various social 
issues through our businesses.

Fig. 5
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