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Ito: Hello. Thank you for taking time out of your busy schedule today to attend this briefing on our new 
medium-term management plan. 

Today, I would like to present the new medium-term management plan, which covers the period up to 
FY2025. The main points are shown in the agenda here. 
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First, the medium- to long-term growth policy and company-wide mid-term numerical targets. 

Please turn to page four.  

First, let me explain the concept behind this new medium-term management plan. Basically, we would like 
to refocus our efforts to the maximum extent possible on the prescription pharmaceuticals business, which 
has long been one of our strengths. 

Over the past several years, we have invested resources in various areas, including digital and ecosystem 
development, but we have not been able to achieve sufficient results, including in terms of profitability. 
We are already aware that some of this has diverged a bit from what Santen can and should do. 

In this new medium-term management plan, we will work to improve profitability and maximize our 
contribution to patients by concentrating our resources on the prescription pharmaceuticals business and 
initiatives directly related to this business. By also strengthening the operational structure and framework 
of the organization that supports this, we will focus on maintaining profit momentum and solidifying a firm 
foothold in the market. 

Looking to the period from FY2026 and beyond, we are currently developing pipelines with very significant 
potential. With this kind of pipeline, we hope to achieve marked growth. 



 
 

 

On page five, I would like to touch on a little on the current conditions surrounding our company. 

There are gaps between the assumptions made when the plan was formulated and the current situation 
concerning all three major strategies in the MTP2025 which we had kicked off. 

In terms of revenue and profits, the US impairment of Eyevance, especially in Q2 of FY2022, had a 
significant impact. The previous MTP2025 also included a substantial portion of targets while certainty of 
execution was not sufficiently evaluated. In light of these circumstances, we have been putting together a 
new medium-term management plan with a high degree of certainty of execution. 

 



 
 

 

See page six. 

The profit margin has been declining, partly because sales in China and Americas did not reach the 
expected level. Another factor was an increase in expenses due to the rapid expansion of corporate 
functions in line with globalization and the active appointment of overseas personnel. 

In terms of productivity, there is still room for improvement and growth in overseas operations. We are 
very clear on where to improve and what to strengthen in order to increase profitability and organizational 
strength. 



 
 

 

On page seven, I would like to explain our basic policy for growth. 

As we have discussed at previous financial results briefings and other occasions, we aim to maximize 
profit through FY2025 on two axes: improving profitability through structural reforms and maximizing sales 
in our regional businesses. 

While clarifying the strategy for each region, we will strengthen commercial excellence, business 
development that have synergies with the current Rx business, and work on new businesses as well. 

From FY2026 onward, we will leverage our strengthened organizational capabilities to return to growth by 
maximizing the value contribution from our large pipeline, which includes treatment candidates for myopia 
and ptosis. 



 
 

 

Page eight shows our future pipeline. 

The table is a little difficult to read, but until FY2025, the focus will be on LCM products that have reached 
LoE or the launch of new drugs to supplement the decline in sales of such products. In FY2026 and 
beyond, products in the areas of myopia, ptosis and presbyopia will be added to the top line of existing 
area where we have already established sales. 

In order to maximize value, we will first focus on improving profitability and strengthening organizational 
capabilities in the period to FY2025. 



 
 

Page nine shows numerical targets for FY2025. 

First, we aim to achieve revenue of JPY280.0 billion, core operating profit of JPY56.0 billion, and core 
operating profit margin of 20% in FY2025. Our first priority is to quickly restore profitability, which has 
declined over the past several years, to its previous level. We aim to do this through structural reforms. 

Although we expect some one-time gains and losses to emerge as we proceed with structural reforms, 
we will aim to maintain the targeted level of core operating profit, which represents the actual value of our 
earning capacity. 

The key to sustainable growth will be to increase revenue and productivity in our overseas operations. 
Until now, we have taken the approach of increasing our workforce to expand our sales, so the 
improvement in profitability has been moderate compared to the growth in revenue. However, we have 
also set revenue growth ratio per employee as a KPI and are aiming for 7% growth, which will accelerate 
the growth of both revenue and profit. 

We will also improve capital efficiency by optimizing the balance sheet based on the profitability 
improvement I mentioned earlier, aiming for core ROE of 13%.   

For EPS, we aim for double-digit growth on a core basis. We will also consider increasing dividends in line 
with EPS growth. This is based on the previous progressive dividend policy, with the current minimum 
annual dividend of JPY32, from which an increase will be considered. 

Although it will be a combination of funding needs for business development and other areas, we will strive 
for further growth of EPS and improvement of ROE through return profits to shareholders by means of 
share buybacks. 



 
 

 

Next, I will discuss specific growth strategies. See page 11. 

To reiterate, we have two major strategies for the period through FY2025. One is to improve profitability 
through structural reforms. The second is to maximize sales in regional businesses. This will consist of 
business development and new business initiatives in conjunction and synergy with each region's strategy 
and the strengthening of commercial excellence. Furthermore, we are moving forward with investments 
with a view to FY2026 and beyond. I will discuss each of these in turn. 



 
 

 

Page 12. First, improving profitability through structural reforms. 

As we have discussed in the past, the patent expiration of our mainstay products and other factors, such 
as inflationary increases in costs and pressure to reduce drug prices, are putting tremendous downward 
pressure on earnings. In light of this environment, we are pursuing four structural reforms to improve 
profitability. 



 
 

 

On page 13, we present the progress of structural reforms. 

The Company is proceeding with streamlining of Americas, re-assessment of investments, cost 
optimization and productivity improvement. This will contribute to profit in due course. 

As for Americas, although the final form is somewhat uncertain depending on the status of out-licensing 
and other negotiations, we expect to complete the streamlining in H1 of FY2023. Through the thorough 
implementation of these structural reforms, we expect to see an improvement in the order of JPY15.0 
billion in FY2025. 



 
 

 

Next is page 14.  

From here, I would like to talk about strategies for each regional business, commercial excellence, 
business development, and new businesses. First, I would like to touch on some of the differences 
between these approaches and those of the past. 

We will be strongly involved in regional strategies wherein each region has enjoyed certain degrees of 
freedom on regional business activities and commercial excellence.  

In addition, we will integrate our business development efforts, which have often been left to headquarters, 
with our regional businesses. We will strengthen new business initiatives, which have been dispersed 
among various divisions, while integrating and prioritizing what to keep and what to discard, and aiming 
for business growth. 

Next, I would like to present a summary of sales targets. By maximizing sales in regional businesses, we 
aim to achieve revenue of JPY280.0 billion in FY2025. The breakdown is JPY150.0 billion for Japan, 
JPY36.0 billion for China, JPY32.0 billion for Asia, JPY61.0 billion for EMEA, and about JPY1.0 billion in 
other income including royalty. 

The CAGR of 1% compared to the forecast for FY2022 is largely due to patent cliffs on major Japanese 
products. In Japan, we intend to maintain our current market share of just over 50%. We will do this by 
contributing to patients with LCM and other products. 

With regards to overseas business, we aim to achieve growth that exceeds the growth of the market in 
each region. With these sales revenues, we project core operating profit of JPY56.0 billion and core 
operating profit margin of 20%, an improvement of 5 percentage points from the FY2022 forecast. 

As I mentioned earlier, the main reasons for the lower margin compared to MTP2025 are that we did not 
factor in revenues from Americas. We carefully examined the feasibility of the plan and developed a 
numerical plan with a high degree of accuracy. 



 
 

 

Next is page 15.  

This is about regional strategies. 

This is a summary of which countries, market segments, and disease areas have the greatest potential 
for growth and expansion of patient contribution in each region. 

I will explain more specifically in the slides that follow for each of these regions. 



 
 

 

Page 16 covers Japan. 

While Japan is a large market and our market share is very solid at over 50%, we anticipate a difficult 
business environment for years to come due to LoE and the resulting erosion of sales due to generic 
products. 

However, there are already LCM products under development that focus on unmet needs that the current 
mainstay products have not been able to resolve. These products have either been approved or are in the 
process of being submitted for approval. For example, we have improved the formulation of Diquas, a 
drug for dry eyes that used to be applied six times a day, to apply three times a day. This was launched 
in November last year. 

For Alesion, an allergy treatment, we have also developed a cream formulation to be applied once a day, 
and submitted an application to the regulatory authorities at the end of March of this year. By 
communicating the value of these product lines in the market, we will cover the decline in sales associated 
with patent cliffs. 

In terms of treatment continuity, Japan is ahead of other countries in promoting ACT Pack, a glaucoma 
treatment adherence program, but there is still room for further expansion. At the end of last year, we also 
began introducing our dry eye treatment support system to a portion of medical institutions. We are 
monetizing this system by charging medical institutions a fee for using the system itself. 

We hope to penetrate and create a market for these systems while achieving better treatment for patients 
and expanding the scope of patient contribution of our products through increased market penetration. 



 
 

 

Next, on page 17, we have China. 

For the time being, we expect market growth in China to be in the single digits. As new markets emerge, 
such as myopia therapy, we believe the country will return to a significant growth trajectory. 

In the meantime, we need to increase our strength in China, and we believe there is plenty of scope to do 
so. Since 2020, through changes in the environment due to VBP and other factors, we have been 
expanding sales of some products while also using outside resources. By further expanding this approach, 
we will maximize sales even in segments where we are not able to devote sufficient in-house sales 
resources. 

In the dry eye area, we aim to expand the current focus on non-covered perioperative use and to broaden 
the market beyond the perioperative period. We also believe that there is ample room to expand the 
market itself by accelerating the formation of the glaucoma and dry eye ecosystems. We will continue to 
work on this initiative. 

By taking advantage of our already-strong presence in the Chinese market, we will steadily pursue these 
methods to achieve growth that significantly outpaces the market and strengthens the foundation for 
medium- to long-term market expansion. 



 
 

 

Page 18 covers Asia. 

South Korea accounts for the majority of sales in Asia region. In addition to growth in South Korea, there 
are several countries where we have a large market share and where market growth is expected, such as 
Thailand and Vietnam. 

By focusing on these countries and working to develop the market by identifying potential patients and 
improving treatment retention rates, we aim to achieve double-digit growth that exceeds market growth. 

Specifically, there is the introduction of the ACT Pack, a treatment adherence program for glaucoma that 
is being pioneered in Japan. We believe this will be a powerful tool in countries such as South Korea and 
Thailand, where the population is aging and where we have a market-leading position in glaucoma. 

In addition to these efforts, we will also promote the concept of dry eye treatment and work to achieve 
market penetration for products such as Diquas and Ikervis. We will also address the high-potential self-
medication market in Southeast Asia. 



 
 

 

Finally, EMEA on page 19. 

We will seek growth through product penetration, focusing on the five Western countries with the greatest 
growth opportunities, as well as the Nordic region, where we have been present for a long time and have 
a very strong presence. 

In EMEA, glaucoma and dry eye sales account for 80% of total sales. We will continue to focus on these 
two areas. 

In the glaucoma area, in addition to the existing products Tapcom and Tapros, we have also launched 
ROCK inhibitors, which have been launched sequentially since January of this year. Catioprost, a PG 
formulation utilizing cationic technology, is currently under application. And through the penetration of the 
PRESERFLO MicroShunt, which is already on the market, we hope to cover a wide range of glaucoma 
patients and increase our contribution to the field. 

In addition, by establishing a treatment flow for inflammation in the dry eye field, the Company will seek 
to expand prescription opportunities for Ikervis. We will also approach the area of self-medication. 



 
 

 

From here, I would like to explain how we will nurture commercial excellence while improving productivity 
in our overseas regions. This is covered on page 20. 

Let me share a few of my thoughts on commercial excellence here. I believe that it is basically important 
to consider how high we should aim when thinking about the brand plan for a product. 

We should never be bound by existing treatment concepts, but think carefully about what kind of world we 
would like to live in, and what kind of treatment flow will be used in order to fully contribute to patients with 
this product. We should create a solid strategy based on that. 

To achieve this, we formulate strategies for each segment of the market, segmenting the market by 
physician perception. We firmly formulate the appropriate promotional messages for each segment, and 
thoroughly implement them through the organization as a whole. I believe that these activities are 
fundamentally advanced within the organization at a high level, and that the activities are monitored closely 
and promptly improved and modified as necessary. 



 
 

 

There are already established methodologies and standardized frameworks in Japan for such initiatives. 
We also have human resources who have firmly established this kind of thing in the organization. 

We would like to customize each of these initiatives to suit overseas markets, and we intend to strengthen 
these initiatives by implanting them in the future. 



 
 

 

This is page 22.  

Let me briefly explain our approach to business development and new business. 

The basic policy in considering business development and new businesses is to emphasize relevance to 
future regional business strategies. At the same time, these must address the needs of patients and 
healthcare professionals and expand value contribution. To put it another way, we target those that will 
lead to better treatment for patients and the associated market development. 

In light of past investments, we will make investment decisions after careful scrutiny of the contribution to 
profits of invested capital. In terms of business development, rather than taking large risks to acquire large 
investment opportunities, our first priority will be to consider projects that can be expected to increase 
productivity and sales in each region and contribute value to patients as a means of maximizing local 
sales. 



 
 

 

I will touch on a little more on new businesses on page 23. 

We intend to consider initiatives that can meet the unmet needs of medical institutions and patients, for 
example, initiatives that can improve the efficiency of medical treatment, and those that can contribute to 
the consultation/treatment and continuation of treatment. Santen is a specialist in ophthalmology, so we 
think it is essential for us to move ahead with this type of project. We will do so with the aim of delivering 
growth in FY2026 and beyond. 



 
 

 

Next, I would like to explain the value contribution from the pipeline in FY2026 and beyond. See page 26.  

This is a summary of peak sales for the pipeline as currently estimated. 

We have several promising pipelines in the pipeline for FY2026 and beyond. We hope to contribute to 
patients globally by maximizing the value of these pipelines. 

In the pipeline for myopia and ptosis, for which the POC has already been completed, we expect peak 
sales to be in the range of JPY45.0 billion to JPY60.0 billion. Although this is an area with large 
opportunities, mainly in China and other countries, we believe that JPY60.0 billion for an ophthalmology 
product would, if you exclude anti-VEGF treatments, be of a very substantial scale. 

In addition, our pre-POC pipeline has high potential. If development progresses steadily, we believe the 
product has the value to be deployed in the US in the future. 



 
 

 

I will cover myopia items with a completed POC in a bit more detail. This is on page 27. 

Although there are a large number of potential patients, there are many bottlenecks in diagnosis and 
treatment. By implementing measures to these leverage points, we will deliver value to patients that has 
not been provided in the past. 



 
 

 

See page 28.  

We will pursue the maximization of product contribution value by implementing the measures to leverage 
points described here. This will follow enhancement of commercial excellence as discussed in the previous 
section. 

We have not included enough in our sales forecast to actively change these leverage points. Therefore, 
we believe that if we can achieve results in these areas, we can realize even greater sales results, and 
we will work hard to prepare for this. 

The same applies to ptosis from the next page, but I will not go into detail in today's explanation. 
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Create market for ptosis treatment by new product launch and addressing
three leverage points

Market potential of ptosis and leverage points1
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100

60

12 8
others

(30~40%)
Ophthal-

mology
(60~70%)

12
~4

Therapeutic 
needs Consultation TreatmentPotential patients Continued 

treatment

 LP
 Increase disease 
awareness and 
recognition of 
treatment options

1  LP
Buildtreatment 
environment

2

 LP
 Expansion to ex-
ophthalmology 
practices

3

 LP
 Improvement of 
treatment 
continuation rate

(Breakdown of 
consultation departments )(%)

Current Forecast

X 60%

X 20%

X less than
50%

X 60~
80%

4

Copyright© 2023 Santen All rights reserved. 30

Promote consultation and treatment continuation by tapping ex - ophthalmology 
practice and digital tools based on appropriate medical infrastructure
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Please proceed to page 31.  

This slide covers pipeline potential for which we are working to achieve POC. 

Although these are quite early in the pipeline in terms of scope of contribution timing-wise, we would like 
to take on the challenge of developing these pipelines, which are highly competitive and expected to be 
first-in-class or best-in-class. By steadily advancing them, we would like to link them to our future growth. 



 
 

 

This is page 33.  

I would like to talk about the last part of the growth strategy, the framework for thorough implementation 
of the new medium-term management plan.  

In order to steadily implement the new medium-term management plan and achieve results, it is first 
important to strengthen the leadership team. 

We aim to strengthen the strategic function of the Company as a whole, as well as the ability to execute 
in regional businesses. Since March 1, Nakajima COO has been onboarded for this. We will strengthen 
the leadership structure and clarify the roles and responsibilities of each of them in order to achieve our 
company-wide goals. 

In parallel, we will rebuild our operating model and optimize business and human resource management 
to create a solid organizational foundation, and the entire company will work together to implement this 
medium-term management plan. 



 
 

 

See page 35.  

I will now discuss capital allocation and shareholder returns. 

First, let me explain the basic concept. We will enhance our ability to generate cash by strengthening 
profitability, as explained earlier. We will then invest the generated cash in R&D and business 
development, prioritizing future growth. 

Although there is a certain degree of volatility in the structural reforms and business environment, we will 
consider increasing dividends in line with profit growth based on the current JPY32 annual dividend, the 
lower limit of the current dividend, in accordance with the progressive dividend policy we have followed. 
In addition, the Company will return profits to shareholders through opportunistic share buybacks, taking 
into account investment opportunities and capital needs. 



 
 

 

See page 36.  

This slide covers capital allocation based on the concept I just mentioned. 

Currently, we expect to have about JPY20.0 billion in surplus funds and about JPY190.0 billion in operating 
cash flow, excluding R&D expenses, for the next three years, but we will also consider taking on 
borrowings, if necessary. 

These inflows will be allocated to growth investment and shareholder returns. First, capital investment has 
been at a very high level for the past several years, but we expect a 60% reduction to JPY26.0 billion 
compared to the actual investment in the past three years, from FY2020 to FY2022. This is due to the 
completion of the investment cycle, a partial review of the timing of future investments, and maximum 
utilization of existing facilities. 

We will prioritize R&D, increasing expenditure by a level of 5% to 10%. We hope to invest at least 
JPY100.0 billion over the next three years. 

Although the 5% to 10% level may not seem like a significant increase, there were a large number of 
projects in Phase III, or late clinical phase, during the last three years, and as a result, costs in this area 
have been quite high. As these will settle down in the future, we intend to strengthen the foundation to 
support future growth by increasing overall R&D expenditure in a balanced manner over the next few 
years. 

As mentioned earlier, we will consider increasing dividends based on our progressive dividend policy, with 
the current minimum dividend of JPY32. 

Also, I would like to talk about business development and share buybacks. Our first priority is business 
development, and we will invest in promising opportunities that will lead to future growth while maintaining 
financial discipline. In FY2022, the Company also conducted share buybacks to the tune of JPY25.7 billion. 
During the period of the new medium-term management plan, the Company will continue to return profits 
to shareholders by flexibly conducting opportunistic share buybacks when we do not intend to use the 
funds elsewhere. 



 
 

 

Page 37 shows changes in shareholder returns. 

In order to reward shareholders who hold our shares over the long term, we followed our progressive 
dividend policy and have not reduced dividends. We have increased dividends in line with profit growth. 
There will be no change to this policy in the future. 



 
 

 

Finally, I would like to explain our ESG initiatives. See page 39. 

The business strategies we have discussed will be implemented in accordance with Santen's sustainability 
policy and are compatible with ESG initiatives. As a specialist in ophthalmology, we will continue to pursue 
contributions to patients and society through our business. 

 

See page 40.  

We have presented our ESG materialities here. We will continue to implement those we identified in 
FY2020. 



 
 

After discussing and reorganizing the items of particular focus during the plan period, the two most 
important that have been focused on are, we have identified market penetration of products with social 
significance and human resource development and promotion as core focus items to achieve new 
medium-term management plan and drive growth forward. These are the two most important issues in the 
selection process. 

We plan to set specific KPIs and disclose them through the integrated report and other means. 

That concludes my presentation for today. By steadily achieving the goals of the new medium-term 
management plan, we will contribute to patients and healthcare professionals, as well as meet the 
expectations of our shareholders and investors by quickly restoring profit levels and achieving growth over 
the medium to long term. 

On behalf of Santen, I would like to ask for your continued support. Thank you very much. 



 
 

Question & Answer 

Q1-1 

The first is about the view of cost structure reform. You mentioned figures of JPY8.0 billion for streamlining 
in Americas and JPY7.0 billion for cost optimization. In the past, we have seen similar figures, especially 
for the US, but I think you mentioned the possibility that the timing of the JPY15.0 billion figure may shift 
somewhat during this medium-term management plan, although it depends on the timing. Is it correct to 
say that the JPY15.0 billion figure is in the medium-term management plan with all the operational and 
content aspects in place to ensure that it will generate profits even at this stage, and that it is feasible to 
reform the cost structure? 

A1-1 

Ito: Thank you. In past financial results briefings, we have given a range, but based on subsequent 
discussions, we have finally decided on a plan to implement a JPY15.0 billion improvement in profit 
[Santen post-script: by FY25] compared to the situation in the previous fiscal year. 

Of course, as I have mentioned before, there will be cost increases due to inflation and other factors on 
different fronts, but we hope to absorb these factors and reach the JPY56.0 billion level of core operating 
profit contribution, as I indicated earlier. 

 

Q1-2 

Thank you very much. Secondly, I'd like to ask about specific products, I suppose in case you might not 
be able to answer. 

Among the blockbuster candidates for FY2026 and beyond, there is, of course, a drug for ptosis. Although 
you have given us a sales forecast of JPY45.0 billion this time, it seems the schedule is a bit behind. The 
reason I ask is that I think there was a possibility of commercialization around FY2023 or FY2024, but I 
am wondering if this is off. 

Also, I understand this figure of JPY45.0 billion is based on various assumptions. These might include the 
expected level of penetration or targeted patients. Do your projections include figures like these factors 
into a single formula? The other thing is about NHI price. Do you factor in NHI price into this sales figure? 
Thank you. 

A1-2 

Ito: You pointed out that it was originally forecast for 2023 or 2024. There were some areas, especially in 
some Asian countries, where we were planning to apply as is, using US approval data and so on. Currently, 
there are some quality issues with the American company that the manufactured product is outsourced 
to, and Asian countries are lagging behind. 

In this context, Japan will probably be the first country where it is launched. Clinical development and 
other activities here are currently progressing extremely well. As far as I understand it, patient registration 
is progressing faster than originally planned before the start of the project. The delay in some parts of Asia 
is the reason for the change in the launch date. 

Regarding the point about expected market penetration, I am sorry, I have not brought detailed numerical 
data on this point today, but the idea is that once a product is released, the leverage point, as I explained 
earlier, will work to some extent without any action. We are making several sales forecasts in terms of 
upside and likelihood cases by looking at the range of fluctuation in these areas. 



 
 

As I explained earlier, I believe that such leverage points can be worked to a greater extent depending on 
our future efforts. I apologize for not being able to present the detailed figures. 

 

Q2-1-1 

First of all, you are forecasting a decrease in sales in the Japanese business. I think the figure was about 
JPY25.0 billion. You mentioned the impact of LoE, and I think this affects the four main products, Eylea, 
Tapros, Alesion, and Diquas, but what is the order by numerical impact? Since your company is taking 
various measures, I am not sure which product will be most affected. Could you please comment on this? 

A2-1-1 

Ito: For that question, Mr. Koshiji, CFO will answer. 

Koshiji : The forecast is a decrease to JPY23.5 billion. The main reason for this is Eylea. We think that 
this alone will account most of all, or for 80% or 90% of the change. We have several scenarios here, but 
that is the level we are at. 

The forecast for Diquas is level of flat or slightly up. This is because of Diquas LX, which was launched in 
the last fiscal year. We are working on life cycle management. A slight decrease is noted for the other 
product you mentioned, Tapros. That is our assumption. 

Q2-1-2 

How about Alesion? 

A2-1-2 

Koshiji: With regard to Alesion, the guidance of FY2022 was JPY28.0 billion, but since Alesion cream will 
be launched through LCM, the response to LoE is currently projected to remain same level or decline 
slightly. This is included in the JPY150.0 billion. 

Q2-1-3 

Understood. In other words, the assumption is that the majority is Eylea, which means that profitability in 
Japan is not affected as much as sales appear to be. Rather, we should look at it as a cost improvement, 
and even a slight improvement is acceptable. 

A2-1-3 

Koshiji: Indeed. Based on this decrease in sales, profits are pro rata and not directly proportional to the 
decrease in sales. In terms of contribution profit, we expect it to remain roughly level. 

Ito: I would like to say a few words about this. 

The patents on Alesion and Diquas have already expired except for the formulation, so it would have been 
possible for a new generic version to be approved in February of this year. I don't know about other 
companies, but there is a possibility that the patents on these formulations are still in effect, so they have 
not been released yet. 

In our current plan, we are assuming that all of this will come out at the next timing of listing. However, we 
do not know whether it will come out. It is possible that the patents on the formulations of these products 
will continue to be in effect and generics may not appear, but I would like to add that we are taking a very 
conservative view of this issue and are constructing various figures based on the assumption that they will 
appear soon. Thank you. 



 
 

Q2-1-4 

Understood. Thank you very much. So if generics are not approved in August, there will be an upside, 
albeit a small one? 

A2-1-4 

Ito: We believe so. In the meantime, the market penetration of new LCM products will continue to increase, 
and the timing of the launch of the products currently under application will be brought forward, which will 
be desirable for us. 

 

Q2-2-1:  

Okay, thank you. My second question is about atropine for myopia. I may not be reading the material 
correctly, but I see the term "out-of-pocket treatment" everywhere. Is Japan also within this scope? 

I think this is just referring to China, since you previously mentioned you were aiming it to be covered by 
insurance, but based on that, is this JPY60.0 billion figure weighted toward China or Japan? It would be 
helpful if you could share the image you have in mind for this area. 

A2-2-1 

Ito: I would like to respond. Basically, there are many ways to develop a strategy for this. We can bring in 
insurance treatment, but I think this basically will be out-of-pocket treatment in many countries. In Europe, 
it may be more likely to be covered by insurance. 

However, when it comes to insurance treatment, the scope of use, or rather, the range of coverage must 
be narrowed down considerably even within the category of myopia. Although there are differences among 
regions, I think it is more appropriate at this time to deliver these products appropriately through out-of-
pocket rather than treating myopia itself as a disease and considering insurance coverage. 

Also, as you pointed out, China will account for a significant portion of our sales. China has been very 
active in reducing myopia as national policy, so sales proportion in China are quite high. 

Q2-2-2 

In terms of the ratio or size between Japan and China, is Japan about 1/2 the size of China or something 
like that? 

A2-2-2 

Ito: I am sorry. I did not bring detailed figures on that topic today, so I am not able to comment. 

Koshiji: Regarding peak sales, we are talking about a long time in the future, but for myopia, in the Japan 
business, the figure for sales of JPY150.0 billion includes a small portion of the sales in Japan. We will be 
able to achieve a certain scale of sales from FY2025 onward to FY2027. We anticipate sales to be in the 
high end of the single-digit billions of yen range. That is the scale of the project. 

Therefore, if we look at the medium-term time frame of 2025 to 2027, Japan will take the lead first. 
However, I suspect that a significant portion of the JPY60.0 billion peak sales will depend on China. That 
is our image. Thank you. 

 

 



 
 

Q3-1 

I would like to start by asking you to share your thoughts on the application of Japanese know-how to 
commercial excellence. 

Your company's Japanese operations have naturally had an excellent track record for some time, but until 
now they have not been able to take advantage of Japanese expertise, and I wonder why this has been 
the case. I am asking because I hope that we can get some more assurance about achievement in terms 
of what changes will be made and how they will be carried out. 

In addition, I would like to know if there are any regional differences, such as in China or Europe, where 
the market characteristics are similar to Japan's, making it easier to introduce, or conversely, where it may 
be more difficult to do so. 

A3-1 

Ito: I would like to respond. 

To some extent, I think the explanation is correct: until now, regional projects, in the extreme, have been 
done by each on their own, and not much learning has been done from the others. 

On the other hand, in the past few years, we have begun to incorporate Japanese methods into our 
business in China and other Asian countries. We have created some projects and conducted trials of 
specific products to see how they would fit into our organization. We want to make more use of this style 
in the future. 

Now, there are some that are already working on this, but these efforts are still in the process of being 
expanded by gradually applying or customizing Japanese methods step by step according to the situation 
in each region. I think there are still many areas that are still in the process of being developed. 

In fact, in the West, people tend to have their own way of doing things, and think highly of those ways. 
That kind of thing has been left to each region so far. 

As I mentioned, some parts of China and other parts of Asia are already making progress in applying 
Japanese methods. Also, as I mentioned in the main article, one of Ms. Nakajima's important tasks in her 
work is to join us and thoroughly promote these initiatives from her position overseeing all regions. I hope 
she will strongly promote these initiatives. 

In terms of difficulties in each region, I feel that Europe is the most difficult. The best place to start is with 
a solid PDCA cycle, rather than with commercial excellence as a whole. 

If you have to launch a drug called A, what is the competing product? What is B? Some of us have become 
quite entrenched in the idea of how to effectively shift prescriptions from B to our product. It's not about 
what the competition is doing, but about how this product can contribute to patients, how we can 
encourage doctors to rethink the way they treat patients and create a new world. 

We will customize the program according to the current situation and the culture of each region. I hope I 
have answered your question. 

 

Q3-2:  

Thank you very much. The second point I would like to make is regarding the manifestation of the effects 
of structural reforms. Previously you mentioned JPY6.0-8.0 billion by FY2023, but from when and which 
items are we able to see? Could you be more specific in terms of timeline? 



 
 

A3-2 

Ito: As I explained earlier about the US business, there are various final forms that we can take, but we 
have already started to reduce the number of employees with this in mind. We will bring it to the final form 
for the time being during H1. That is our approach. 

The review of other investments is almost complete, and the corresponding depreciation, which might 
have originally cost a little more, will surely be reduced in the future. 

As for the cost optimization part, from the budget formulation for FY2023, we have been working on the 
budget based on a zero-based approach, which is completely different from the way we have been doing 
things in the past. This is especially true in the area of demand management. Until now, we would receive 
bottom-up numbers, and then would come up with a revised proposal. In practice, we have seen situations 
wherein the gap between the two remains unfilled.  

After thorough discussions on whether this project is really necessary or not, and after agreeing with each 
budget execution department on what to do and what not to do, this FY2023 budget will now be finalized. 

These efforts have already been underway since December of FY2022, with the involvement of Mr. 
Koshiji's department and others. We have been able to implement significant expenditure controls since 
Q4 of FY2022. 

Regarding productivity improvement, for example, over the course of FY2022, the Company as a whole 
lost about 170 employees. Clearly, we are already in the process of making cost savings. 

We have been taking a very strict stance in dealing with hiring, and we are thoroughly reviewing the hiring 
of new employees after other employees quit, even though the remaining employees are already capable 
of absorbing the work. We will continue with this approach during FY2023. 

Of course, we have already completed our assessment of which functions can be compressed and 
optimized to what number of people and to what extent. I am not going to explain the amounts of individual 
elements or how much they will cost in any given year, but I hope you will understand that we are making 
steady progress. 

Koshiji: I know I'm running a little over time, but as for JPY56.0 billion for FY2025, and 20% in terms of 
core operating profit margin, in order to achieve this, we are assuming that the SG&A-to-sales ratio, which 
was 33.3% in the Q3 guidance, will decline by less than 3%. 

 

Q4-1 

I have a quick question. 

First of all, the term "ROI" has been used this time in the context of financial discipline and various other 
things. If that is the case, I think you should have included ROIC as well as core ROE in the goals of the 
medium-term management plan. 

As you can see on the current slide, it is fine to say that your company should be speedy and steady in its 
response to the JPY15.0 billion structural reform, but considering the current profit trend, I think that this 
is an issue that must be confronted with a sense of urgency. I would like to ask you to explain once again 
what kind of commitment you have for this area and how you came up with these figures. 

Thank you. As we're over time, a simple answer is fine. 

 



 
 

A4-1 

Koshiji: We do not show ROIC here, but we are naturally following this as a KPI for internal management. 
In particular, we plan to trace and improve ROIC by improving ROE by share buybacks, compressing 
equity capital, reducing working capital or optimizing the balance sheet including capital investment. We 
have narrowed it down to this. 

Ito: This is Ito. As for the speed of this JPY15.0 billion change, we would like to complete all of these goals 
by the end of FY2023, basically completing the part that we have said we would do. Naturally, there will 
be ongoing efforts to optimize costs, and these will continue, but basically by the end of FY2023, we hope 
to reach a level by which we could confirm JPY15.0 billion. 

[END] 

 


