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1. Strengths of business portfolio and 
external environment

2. Management strategies and  
risk measures

3. Progress of Medium-Term 
Management Plan 2015 (2014 results 
and 2015 targets)

4. Future challenges toward the 
enhancement of corporate value

The Asahi Group has been promoting measures aimed at the enhancement of 
corporate value under its Long-Term Vision 2020 and its action plan, the Medium-Term 
Management Plan 2015. In terms of our progress, we have been steadily increasing ROE 
and EPS through the implementation of our optimal capital policy in addition to the 
realization of innovation and synergies by focusing on our strengths.

It is our policy to continue to strive to enhance our corporate value in a broad sense 
by leveraging our strengths to evolve the entire business model while aiming to further 
increase shareholder value in the future. As we have prepared our first integrated 
report, I would like to take this opportunity to explain our medium- to long-term vision 
toward the enhancement of corporate value based on the “Corporate Value Creation 
Process” described on the previous page.

We will pursue the satisfaction of all stakeholders by 
enhancing corporate value in a broad sense based on a 
corporate culture of taking on the challenge of innovation.

10



  Strengths of business portfolio

  External environment

In its domestic alcohol beverages business, which is the Asahi 
Group’s largest business domain, the Group boasts the top 
market share for beer-type beverages. Our market share of 
beer category exceeds 50%*, in particular, thanks to our 
flagship brand, Asahi Super Dry. In addition, in the soft drinks 
business, our total market share has risen to third place as a 
result of the acquisition of Calpis, a lactic acid drinks brand 
with the top market share, in addition to our mainstay brands 
including Mitsuya Cider, a non-cola carbonated drinks brand 
with the top market share, and WONDA, a canned coffee 

brand. Furthermore, we own leading brands and businesses 
in the food business category including mint tablets, baby 
food, and freeze-dried products on top of health and 
functional food products utilizing beer yeast.

In overseas business, the Asahi Group has been developing 
a prominent global network by having the second largest soft 
drinks companies  in Oceania and Malaysia under its umbrella 
as well as a top soft drinks company and a No. 2 beer 
company in China as equity-method affiliates.

Despite these strengths in its business portfolio, the domestic 
beer-type beverages market, which accounts for the Group’s 
largest sales, has been diminishing since peaking in 1994 due 
to Japan’s falling birthrate and aging population as well as the 
diversification of alcohol consumption. Meanwhile, the 
contribution to total sales of our overseas business has been 
hovering at around 13%. Our external environment has been 
increasingly severe as the beer and soft drink industries have 
become dominated by a smaller number of players globally.

However, since Japan is predicted to have the third largest 
market in beer-type beverages following the U.S. and China 
and the second largest market in soft drinks, both in terms of 
value, there is no doubt that Japan remains a huge market. 
With signs that it is finally emerging from almost 20 years of 
deflation, the Japanese economy has seen diversifying and 
multi-valued consumption including the increased demand 
for high-value-added products. In addition, we have seen 
diverse growth opportunities through innovation even in 

mature markets including the growth of alcohol and non-
alcohol beverages that offer appealing health benefits against 
the backdrop of increasing inbound demand and rising 
health consciousness.

From a global perspective, growth in the alcohol and 
non-alcohol beverages market has been mainly taking place 
in emerging economy countries. With consumption habits 
diversifying in accordance with the economic development of 
each country, it is fair to say that the opportunities to leverage 
our strengths have been increasing as in Japan. Furthermore, 
while the oligopoly by leading global companies has 
accelerated, we believe that our chance to expand our 
business overseas, including further restructuring 
opportunities, is likely to increase as well in the future. It is our 
aim to continue to promote long-term growth strategies on a 
steady basis by capturing various growth opportunities both 
in Japan and overseas.

By leveraging the strengths of our business portfolio, we will capture growth 
opportunities in Japan and overseas.

Major SWOT Elements in Business Portfolio

1. Strengths of business portfolio and external environment

: Japan   : Overseas

Strengths Weaknesses

  No. 1 market share in beer-type beverages in Japan (market share 
solely for beer category exceeds 50%)

  No. 3 market share in soft drinks in Japan
  Owns leading brands and businesses in the food business
  Prominent network in Oceania, Southeast Asia and China

  Maturing of the alcohol and non-alcohol beverages market mainly 
due to lower birthrate and aging population

  Severe competitive landscape that has persisted under the 
deflationary environment

  Overseas business accounts for 13% of total sales
  Increasing oligopoly by leading global companies

Opportunities Threats

  Multi-value consumption as a result of economic recovery and 
emergence from deflation

  Evolution of high-value-added products such as healthy functional 
food category, etc.

  Upcoming Tokyo Olympics and listing of Washoku (traditional 
Japanese cuisine) as a World Cultural Heritage

  Growth of the alcohol and non-alcohol market mainly in emerging countries
  Increase in opportunities to expand businesses through global 
restructuring, etc.

  Greater than expected market contraction due to economic 
downturn

  Deterioration of competitive landscape owing to various tax reforms
  Economic slowdown in regions where we have an operational 
presence (Oceania, Southeast Asia, and China)

  Fierce competition as a result of the increasing presence of leading 
global companies

* Beer market share is calculated based on taxable shipment volume from Japan’s top five beer companies.
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  Cash flow allocation and growth investments

  Risks and countermeasures

In the Medium-Term Management Plan 2015, generated free 
cash flow will be primarily used for growth investments 
including M&As in order to enhance ROE and EPS in a 
sustainable manner. Based on that, we will achieve 
shareholder returns with a target of a total return ratio, 
including share repurchase, of 50% or higher.

With respect to growth investment, it is our policy to allow 
a debt-equity ratio of around 1.0 in addition to free cash flow 

to make use of financial liabilities when large financial needs 
arise. In M&As, however, acquisitions of overvalued 
companies can pose a risk to corporate value. Therefore, we 
will strive to make investments at adequate prices based on 
financial indicators on the assumption that we will be able to 
enhance value from a medium- to long-term perspective 
through generating synergies by leveraging our strengths.

As risks in implementing these management strategies, 
factors in Japan include a greater than expected market 
contraction and deterioration of the competitive landscape 
due to an economic downturn and various tax reforms. 
Meanwhile, overseas, we must anticipate fierce competition 
as a result of the increasing presence of leading global 
companies in addition to economic slowdown in regions 
where we have an operational presence including Oceania, 
Southeast Asia, and China.

Although we are likely to be affected to a certain extent if 
these risks materialize, we have a track record of achieving 
record-high earnings for the 14th consecutive year through  
the reinforcement of brand power and profit structure 

reforms above and beyond our plan and against headwinds 
such as market contraction and price competition due to 
deflation. In addition, with the upcoming Tokyo Olympics in 
2020 and the registration of Washoku as a World Intangible 
Cultural Heritage by UNESCO, we anticipate further 
opportunities for growth by leveraging our strengths in 
Japanese food culture and capturing inbound demands.

We believe that our most powerful risk countermeasure in 
realizing sustainable growth is to further improve the Asahi 
Group’s strengths such as brand power and cost 
competitiveness across the value chain while continuing to 
take advantage of these opportunities.

  Basic principles of the Medium-Term Management Plan 2015

Currently, the Asahi Group has been striving to enhance 
corporate value through the promotion of Value and Network 
Management under the Medium-Term Management Plan 
2015, an action set out in the Long-Term Vision 2020. In Japan, 
we are focused on our strengths such as our reservoir of 
brand power and cost competiveness, taking advantage of 
the mature market while boosting profitability through 
generating innovation and synergies by leveraging our 
strengths. We are also expanding our strengths through our 
existing network in Japan and overseas while boosting 
growth investments including M&As aimed at further 
improvement of our network.

Furthermore, while the traditional medium-term 
management plan sets out targets with a focus on P&L 
accounts such as net sales and operating income, the 

Medium-Term Management Plan 2015 aims at improvements 
in return on equity (ROE) and earnings per share (EPS) as key 
performance indicators (KPIs). In light of the changes in the 
external environment and dialogues with the capital market, 
we have shifted our focus to the further enhancement of 
corporate value through shareholder returns to boost capital 
efficiency while placing the highest priority on sales and 
earnings growth.

Meanwhile, with regard to ROE, we ensure that the entire 
Group is oriented toward the achievement of unified goals by 
not only setting targets but also clarifying the respective 
challenges faced by both the holding company and the 
operating companies after the breakdown of ROE into profit 
margin on sales, total assets turnover, and financial leverage.

2. Management strategies and risk measures

We will promote growth strategies in light of risk factors through the 
achievement of the Medium-Term Management Plan 2015.
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Holding company Operating companies

Profit margin on sales 
(Net income/net sales)

•   Enhancement of profit base through business 
investments including network expansion in Japan 
and overseas

•   Reduction of indirect fixed expenses through the 
streamlining of overall SCM across the Group

•   Growth by the reinforcement and development of 
strong brands and product mix improvement based 
on Value and Network Management

•   Improvement of profitability through promoting 
profit structure reforms by leveraging strengths

Total assets turnover 
(Net sales/total assets)

•   Selection and concentration of the Group’s business 
portfolio

•   Increasing asset efficiency through optimization of 
assets held by the Group

•   Implementation of business strategies with a focus on 
asset efficiency including capital investments

•   Reduction and optimization of operating capital of 
each business

Financial leverage 
(Total assets/

shareholders’ equity) 

•   Promotion of growth investments utilizing financial 
liabilities on the assumption of maintaining financial 
soundness

•   Enhancement of shareholder returns at a level that 
will not impair current shareholders’ equity

–
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Key Performance Indicators (KPIs)

Measures Toward Improving ROE

Outline of the Medium-Term Management Plan 2015

  Achieving Long-term Steady Growth through Value and 
Network Management

  Aiming to Enhance Corporate Value by Boosting Profit Growth and Capital Efficiency

<KPIs Guideline>

2012 Result 2015 Target Before Goodwill Amortization

ROE (Return on equity) 8.4% Approx. 10% Approx. 12%

EPS (Net income per share) ¥123 Average annual growth rate: 10% or higher –

2012 Result 2015 Target Before Goodwill Amortization

Net sales ¥1,579.1 billion Average annual growth rate: 3% or higher –

EBITDA* ¥171.0 billion Average annual growth rate: 6% or higher –

Net income ¥57.2 billion Average annual growth rate: 7% or higher –

Operating margin 6.9% 8% or higher 9% or higher

Dividend payout ratio 22.8% Target of 30% –

Total return ratio 22.8% 50% or higher 40% or higher

Concentration on 
strengths, new value creation 
and innovation by leveraging 

those strengths, and 
generating synergies

Expansion of strengths 
into existing network, 

growth investment aimed at 
the expansion of network

Value Network

* EBITDA: Operating income (before goodwill amortization) + Depreciation
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Progress of Profit Structure Reforms

¥ billion
Medium-Term 

Manegement Plan 
2015

Accumulated results 
for period between 

2013 and 2014
2015 Target Initiatives

Alcohol 
Beverages 10.0 11.6 2.5

•   Reduction in depreciation through optimization of capital investments
•   Greater production efficiency

Soft Drinks 10.0 10.7 3.9
•   Greater productivity from improvement in capacity utilization and raw 

materials efficiency 
•   Creation of collaborative synergies with Calpis in SCM overall

Food 3.0 2.7 0.9
•   Inventory optimization through an optimal supply and demand structure
•   Production cost reduction centered on raw materials

Overseas 6.0 5.6 2.1
•   Synergy expansion from development of an optimal production and 

distribution structure and business integration
•   Cooperative procurement of indirect materials, improvement in fixed costs efficiency

Consolidated Total 30.0 30.6 9.4

  Review of 2014

In 2014, the second year of the Medium-Term Management 
Plan 2015, we delivered increased revenues and profits that 
exceeded our targets. We believe that this is a result of our 
profit structure reforms including enhanced group synergies in 
addition to product mix improvement with a focus on strong 
brands in three domestic businesses, despite the severe 
operating environment due to the consumption tax hike and 
unfavorable weather conditions in the peak sales season.

In the overseas business, we have been successful in making 
a shift to growing categories in line with changes in the market 
environment and creating integration synergies in the Oceania 
business, which had been consistently posting below-target 
results. Furthermore, we delivered growth in sales and profits at 
a level exceeding our targets as a result of the reinforcement of 
our growth base in Southeast Asia and China including the 
effects of M&As.

With respect to capital policies, the share conversion of 
Euroyen CBs was accelerated due to a rapid increase in stock 
price. However, as a result of early redemption of remaining 
CBs and repurchasing of own shares amounting to ¥50.0 

billion, ROE (adjusted ROE excluding special factors; see page 32 
for more details) and EPS—both KPIs under the Medium-Term 
Management Plan—improved at a pace to achieve our targets. 
While the total return ratio for the past two years has significantly 
exceeded the 50% guideline, we will strive to enhance ROE and 
EPS in a sustainable manner by continuously implementing 
optimal capital policies in light of unexpected risks such as this.

While the target of the Medium-Term Management Plan 2015 
is to increase efficiency by over ¥30.0 billion through profit 
structure reforms across the entire Group, we have already 
achieved the target one year ahead of schedule by delivering 
results amounting to more than ¥30.0 billion for the past two 
years through 2014. In addition to realizing efficiency for the 
overall value chain from R&D to sales in each business, we 
have delivered results by generating synergies through our 
efforts, including the collaboration between Asahi Soft Drinks 
Co., Ltd. and Calpis Co., Ltd. as well as the integrated 
operations in the Oceania business.

Although cost increases are anticipated in 2015 due to 
fluctuations in currency exchange and market conditions, we 
will further enhance our strength in cost competitiveness by 
implementing profit structure reforms amounting to ¥40.0 
billion for the three years. Furthermore, looking ahead to the 
next Medium-Term Management Plan, we will continue to 
build a solid profit base resistant to future changes in the 
operating climate by further strengthening our measures to 
enhance synergies among Group companies.

3. Progress of Medium-Term Management Plan 2015 (2014 results and 2015 targets)

ROE and EPS steadily improved on the back of above-target operating results and optimal capital policy.

Cost competitiveness has improved through the promotion of profit structure reforms.

Shareholder Returns
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  Policies for 2015

In 2015, as our final efforts to complete the Medium-Term 
Management Plan 2015, we will continue to enhance earning 
power as our top priority by strengthening investments 
aimed at medium- to long-term growth in addition to 
expanding innovation and synergies by focusing on our 
strengths in each business. On that basis, it is our policy to 
improve ROE and EPS in a sustainable manner by 
implementing capital policies such as shareholder returns at 
an adequate timing.

In the alcohol beverages business, we set out a policy to 
focus on investments to strengthen our brand power without 
anticipating any significant increase in operating margin 
during the period of the current Medium-Term Management 
Plan. In terms of progress, we have expanded market share 
through maximizing our brand assets with a focus on Asahi 
Super Dry while steadily enhancing our competitiveness as a 
comprehensive alcohol beverages company. In anticipation 
of an opportunity to emerge from deflation as well as future 
revisions to the liquor tax, we will continue to enhance our 
earning power from a medium- to long-term perspective by 
using brand investments to leverage opportunities and 
implementing a product mix improvement strategy as 
cornerstone measures.

In the soft drinks business, in addition to the strengthening 
of our mainstay brands and the Food for Specified Health Uses 
(FOSHU) brand products, we have achieved the operating margin 
guideline set in the Medium-Term Management Plan one year 
ahead of schedule as a result of progress in profit structure 
reforms including group synergies. We will continue to aim to 
deliver the industry’s highest level of profitability through the 
reinforcement of our brand power and the enhancement of 
cost competitiveness across the soft drinks business.

The food business is also expected to achieve operating 
margin above the guideline set in the Medium-Term 
Management Plan through the streamlining of variable costs 
and overall improvement in fixed costs efficiency on top of an 
increase in sales achieved by leveraging the strengths of each 
company. While continuing to concentrate on our strong 
brands and categories, we will strive to increase synergies 
across the food business as in the soft drinks business.

In the overseas business, although operating results in China 
and Malaysia exceeded the guideline set in the Medium-Term 
Management Plan, the overall target was not achieved due to 
a delay in realizing the effects of structural reforms in Oceania. 
Our aim is to develop the overseas business as a medium- to 
long-term growth driver by strengthening investments for 
the expansion of a new growth base including M&As while 
enhancing profitability of existing businesses with a focus on 
solving issues in the Oceania business in the future.

We will endeavor to improve the earning power of the 
entire Group by aiming to strengthen the profit base of the 
three domestic businesses and developing the overseas 
business as a growth driver in order to transform the Asahi 
Group into a cluster of strong businesses.

We will boost investments aimed at achieving the targets of the Medium-Term Management Plan 2015 
and sustainable growth.
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  Enhancement of corporate value in a broad sense

As a reaction to the announcement and progress of the 
Medium-Term Management Plan 2015 that we are currently 
working on, Asahi Group Holdings’ stock price reached a new 
record since its listing in April 2013 and shareholder value 
(market capitalization) has been improving, with performance 
subsequently exceeding the Nikkei Stock Average by a 
significant amount. While there is still a gap to be bridged to 
reach the top players, the Asahi Group has become the fourth 
largest listed beer company in the world in terms of market 
capitalization. Although in terms of business scale we do not 
yet have a significant global presence, we believe that increases 
in market capitalization and stock valuation will become our 
financial capital elements that will result in further growth.

Furthermore, I believe that it will become increasingly 
necessary for us to pursue the satisfaction of all stakeholders 
in the future by enhancing not only our financial capital but 
also our corporate value in a broad sense, namely, the total 
sum of all capital elements. While the Medium-Term 
Management Plan 2015 gives top priority to concentrating on 
our strengths, I believe that the main strengths among the 
Group’s capital elements are cost competitiveness, brand 
power, human resources, and social collaboration power.

From the perspectives of financial capital and 
manufacturing capital, we have already delivered tangible 
outcomes such as increases in ROE and market capitalization 
as well as enhanced cost competitiveness. We will endeavor 
to enhance our corporate value in a broad sense in the future 
through the leveraging of our long-nurtured strengths and 
the visualization of our invisible capital, such as human capital 
and social capital, as much as possible.

4. Future challenges toward the enhancement of corporate value

Based on evolving the business model by leveraging our strengths, we aim to 
enhance corporate value in a broad sense.
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  Promotion of engagement aimed at the enhancement of corporate value

In Japan, with the formulation of the Japanese version of the 
Stewardship Code and Corporate Governance Code under 
the Japan Revitalization Strategy of the Abe administration, 
constructive dialogues aimed at the enhancement of 
corporate value and the review of Japanese-style governance 
have been required. What I believe to be important for us is to 
leverage these new movements for our management reforms 
toward the enhancement of corporate value rather than 
reacting to them passively.

In formulating the next medium-term management plan 
this year, we will continue to implement reforms to realize 
both the strengthening of our earning power and optimal 
capital policies by setting the improvement of ROE as the 
cornerstone measure in light of the cost of shareholders’ 
equity. We have also been working on preparations for the 
introduction of the International Financial Reporting 
Standards (IFRS) in line with the next medium-term 
management plan. With regard to the IFRS, rather than 

considering it as a mere change in accounting standards, we 
will take the opportunity to promote dialogues based on 
global standards by increasing comparability. It seems that 
these management reform initiatives will play an important 
role as a common language in reducing the asymmetry of 
information between companies and the capital market. The 
Asahi Group’s IR activities have been awarded by the 
Securities Analysts Association of Japan and the Japan 
Investor Relations Association for their proactive dialogues 
with the capital market and management reforms reflecting 
market needs. We will aim to enhance our corporate value in 
a sustainable manner by continuing to promote constructive 
dialogues and engagement based on the two pillars of the 
Japan's Stewardship Code and Corporate Governance Code 
to realize further management reforms in the future.

We kindly ask for your support as we continue to pursue 
the satisfaction of all stakeholders in the Asahi Group.

  Sophistication of invisible capital

What I have devoted my utmost efforts to since my 
appointment as President and CEO is the sophistication of 
human capital through personnel development. I believe that 
the realization of innovation and globalization as growth 
engines for a mature industry will ultimately depend on how 
we can enhance human resources across the entire company.

Amid the changing external environment and business 
structures, it is crucial to boost the development and 
motivation of people who create the corporate culture of 
taking on the challenge of innovation in every aspect of the 
value chain as a first step. Furthermore, since developing 
management and global human resources and promoting 
diversity are indispensable for sustainable growth, I will 
continue to take a lead in the sophistication of human capital.

Meanwhile, with respect to invisible capital, the 
sophistication of social capital and natural capital including 
measures toward the reduction of environmental burdens in 
addition to collaboration with business partners and society 
can be an important factor in corporate value in a broad 
sense. Needless to say, as our core businesses are based on 
natural ingredients such as agricultural crops including barley 
and hops as well as water, the conservation and 

sophistication of natural capital is fundamental to 
maintaining our business model.

The Asahi Group has strengthened initiatives to solve social 
issues by setting key themes in the three activity areas 
including “food and health,” “environment,” and “people and 
society.”  With initiatives aimed at achieving a sustainable 
society, such as the reduction of CO2 emissions across the 
value chain and the implementation of cause marketing, we 
have been working to build good relationships with all 
stakeholders. We believe that it is essential to enhance our 
long-nurtured social collaboration power and boost initiatives 
to solve social issues through our main businesses in order to 
increase corporate value in the future.

While the sophistication of invisible capital requires the 
setting of KPIs for visualization, initiatives to reduce 
environmental burdens, for example, will also lead to the 
enhancement of cost competitiveness, one of our strengths. 
Taking into account the balance of respective capital 
elements as well as their relationships, we will aim to achieve 
further evolution of our overall business model in the future 
based on a corporate culture of taking on the challenge  
of innovation.
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