
FY2025-2029 Medium-Term Management Plan Transcript 

 

Ito: My name is Ito, CEO of Santen Pharmaceutical. Thank you very much for taking time to participate in the 
presentation for our medium-term management plan. I would like to explain our medium-term management 
plan for the period from FY2025 to FY2029, which we have formulated, in line with this agenda. 

 



 

First, I would like to talk about the appeal of Santen, which I would like to share with you in this medium-term 
management plan. Please refer to page four. 

Santen is one of the few unique global pharmaceutical companies with a focus and commitment to 
ophthalmology and will continue to achieve steady global profitable growth through its distinctive business 
model that minimizes development risk and the impact of patent cliffs. 

The ophthalmology market is expected to continue to grow at a high rate globally. Under such circumstances, 
we are in a position to acquire products through partnerships, taking advantage of our global sales base we 
have built up to date. 

In addition, we have a well-balanced pipeline with a high degree of development certainty for each of three 
growth drivers we consider important: market expansion, market creation, and market entry. We also have 
formulation technologies that prolong product life. In addition, we will maximize sales of each product 
through the organizational capabilities of Santen Commercial Excellence, which we have historically 
formulated and strengthened through the previous medium-term management plan. 

Going forward, we will continue to use the cash generated from these activities as a source of funds to achieve 
a return on capital that exceeds the cost of capital, both by aggressively investing in growth and returning 
profits to shareholders. We will explain the details later. 



 

Please turn to page five. In conjunction with the formulation of this medium-term management plan, we have 
revised our Core Principle. To embody our Core Principle and Our Vision, "Happiness with Vision," we will 
promote management based on our newly established guiding principle and four values. 

 

On page six, we present our long-term to-be vision to 2035. 

Our goal is to become a leading ophthalmology company that is trusted by patients and the ophthalmology 
community around the world, and Santen Commercial Excellence is the cornerstone of this vision. 



Santen Commercial Excellence refers to Santen's strengths in product creation with a thorough understanding 
of ophthalmology, and its organizational capability to create synergies to maximize product value and 
effectively link it to results. 

We will develop our business centered on Santen Commercial Excellence, maximize product value from the 
patient's perspective, and provide innovative products based on a deep understanding of ophthalmic care 
and patient needs, or products that bring about a paradigm shift in ophthalmic care, thereby realizing our 
long-term vision. 

 

Please see page seven. The medium-term management plan announced in FY2023 achieved its numerical 
targets for FY2025 ahead of schedule through the steady implementation of structural reforms and other 
measures. 

Therefore, we have formulated a new medium-term management plan starting from FY2025. 



 

Please see page eight. We have completed three strategic pillars of our medium-term management plan 
started in FY2023, namely, improving profitability through structural reforms, growing regional operations, 
and strengthening our pipeline, and we will enter a new phase of growth from now on. 

For example, with regard to structural reforms, we completed withdrawal from the commercial operations in 
Americas and organizational optimization ahead of schedule. In the regional operations, we have achieved 
higher sales per employee in its overseas business through global rollout of Santen Commercial Excellence. In 
the pipeline, we have completed with the breakthrough LCM for Alesion eyelid cream, for example, and an 
approval of treatment for myopia. 

 



 

Next, on page nine, I will explain the environment surrounding the ophthalmology field and potential for our 
three value contributions that we see in this field. 

First, the overall ophthalmic pharmaceutical market is expected to grow at a high rate. There are three major 
unmet needs behind the market growth. First, there are still many diseases for which pharmaceutical 
treatment has not been established. Second, although pharmaceutical treatment exists, the access to the 
treatment has not been well-established for people who need treatment, and there are still many potential 
patients left. Finally, although pharmaceutical treatments exist, they do not fully meet the needs of patients 
and physicians in some diseases, and there is a need for value-added drugs. 

Thus, we believe that there is much room in the ophthalmic drug market to deliver values to patients through 
new drug development, value-added LCM development, and the development of the market itself. 

The second and third will be in terms of the competitive environment. First, there are certain players that 
make ophthalmic medicines. However, there are many companies, such as drug discovery ventures, that only 
have sales functions in certain regions or have no experience in late-stage development. 

These companies need to collaborate with other companies for late-stage development and marketing, and 
Santen, with its long history of development and marketing experience in the ophthalmology field on a global 
basis, can meet their needs. 

In addition, although there are an increasing number of major multinational corporations, MNCs, creating 
ophthalmic products, they often focus on major retinal diseases that are expected to generate hundreds of 
billions of dollars or more in sales, and we recognize that they are not necessarily aggressive in disease areas 
where huge sales are not expected. 

Therefore, there are many diseases that are not focused on by large pharmaceutical companies, but for which 
Santen can contribute value to patients and maximize the value of its products. Such companies could be of 
course our competitors, but they could also be partners, such as in sales alliances, in regions where they 
cannot get enough results in sales by themselves. 



In this market environment, I will discuss on the following pages how we can leverage our strengths to meet 
the needs of the market while contributing to patients and growing. 

 

On page 10, we present Santen's business model. 

First, Santen positions itself as one of the few pharmaceutical companies committed to ophthalmology 
globally. On top of that, we have strengths in product origination and product value maximization. 

Product origination has led to the repositioning of existing drugs and the improvement of formulations that 
meet the needs of patients in each region, leading to the launch of our products and the lengthening of 
product life cycle through the execution of clinical development with a high probability of success. Examples 
include Diquas LX, which was launched in 2022, and the Alesion eyelid cream, which was launched last year. 

We also have the ability to attract and acquire a wide range of products from other companies, including 
early-stage assets, products in late-stage development, and in-market products that have already been 
launched, for diseases which are difficult for MNCs. We have the ability to acquire products not only in Japan 
but also in other regions, as exemplified by the introduction of products developed for pterygium and uveitic 
macular edema, which were introduced last year. 

We have experience in maximizing product value not only for our own products, but also for glaucoma drugs 
inherited from Merck, for example, and for products sold in partnership with other companies, such as EYELEA. 
As a platform for this, we have a strong sales base and solid relationships with clients in Japan, Europe, Asia, 
and China. 

These strengths are not independent of each other, but are synergized through Santen's distinctive 
organizational strength, Santen Commercial Excellence, to achieve effective results. 



 

Please see page 11. I would like to share with you the outline of our growth strategy for five years of our 
medium-term management plan through FY2029, which was created based on our long-term vision, the 
results of the previous medium-term management plan, the external environment, and our business model. 

We have designed four items to further strengthen Santen's business model in all regions, build market-leader 
reputation, and establish foundations for sustainable growth. 

Specifically, we should build a strong presence in each regional market, not only in Japan but also in overseas 
regions. Market creation in new disease areas such as myopia and ptosis. Expansion of the Rx portfolio to 
support mid- to long-term growth through solid development of the pipeline and acquisition of assets based 
on knowledge and experience in the ophthalmology field. We will also continue to enhance stable supply and 
productivity as the business foundation to support these efforts. 

The specifics of each item will be explained in the latter half of my presentation. 



 

Please move on to page 12. Numerical targets through the realization of the medium-term management plan 
are shown here. 

Through sales expansion that exceeds market growth, we aim to achieve sales of JPY400.0 billion, core 
operating profit of JPY80.0 billion, ROE of over 14%, and double-digit EPS growth in FY2029. 

The Company aims to increase the dividend payout ratio to 40% level, with a minimum annual dividend of 
JPY38 per share. We will also implement a flexible share buyback program, taking into consideration the share 
price and other factors. This will enable us to further increase ROE and EPS. 

In the previous medium-term management plan, ROE and EPS were targeted on a core basis, as structural 
reforms and other measures were assumed, but in the current plan, KPIs were set on an IFRS basis. 

We will brush up our strengths and respond appropriately to the needs of patients and healthcare 
professionals. We can do it because it is us, and we will do it. With this strong conviction, we hope to achieve 
our lofty goals by implementing the strategies I will discuss on the next slide and beyond as a united company. 



 

Now, I would like to talk about our growth strategy specifically. Please see page 14. 

We divided the growth strategy in the medium-term plan I mentioned earlier into six parts. 

As sales growth in the short-to-mid-term, i.e., the period of the medium-term management plan through 2029, 
the first is to establish a leadership position in overseas regions. The second is to create markets for myopia 
and ptosis. And for mid-to-long-term sales growth, we will strengthen the pipeline of the Rx portfolio. To 
strengthen the business foundation, we will strengthen a stable supply and supply chain. Continuous cost 
optimization. People and organization, and digital and IT enhancement, these three are our focus. 

 



 

First, I would like to talk about establishing a leadership position in overseas regions. 

The bottom of page 16 shows the markets and Santen's growth by region. Although the market growth rate 
is lower in Japan due to NHI price reductions and other factors, we will expand earnings at a higher growth 
rate than the market growth rate in all regions, including Japan. As a result, we will strengthen our presence 
by increasing our global market share. 

Due to the growth of overseas business, we expect overseas sales to account for 58% of total sales. However, 
Japan remains our home market, and we will maintain our leadership position by achieving growth that 
exceeds the market. 

We believe that the growth rates for each of the regions listed on this page are goals that must be realized, 
and that can be achieved through our collective efforts. 



 

Moving on to page 17. It shows the path for growth through FY2029. 

As already disclosed at the financial results meeting on May 13, we expect a slight decrease in sales in FY2025 
due to the impact of generic products and Sentei-ryoyo, co-pay hike scheme in Japan. 

However, for FY2026 and beyond, we will return to a growth trajectory with significant growth in sales of new 
products, including myopia and ptosis, as well as LCM products, and then accelerate growth toward FY2029. 

 

 



 

From here, I would like to discuss regional strategies. First is page 18, EMEA. 

With a sales network covering Europe, we currently have a strong presence in Italy and Northern Europe in 
particular, and have grown faster than the market, especially in the glaucoma and dry eye markets. 

In EMEA, over the next five years, we will invest resources in the key markets of Germany and France to 
strengthen our sales organization, expand sales in the key areas of glaucoma and dry eye, and create a market 
in the new area of slowing myopia progression inhibitor, in order to strengthen our presence in key countries 
and the region as a whole, and to achieve growth that exceeds the market. 

Although Europe is a mature market, we have achieved very high growth to date by switching to preservative-
free products in the glaucoma area and creating a dry eye market, and we believe that we can fully achieve 
our sales targets. 



 

Page 19, Asia. 

We already have a strong presence in South Korea, Thailand, and Vietnam, where we have gained a high 
market share, particularly in glaucoma, infectious diseases, and dry eye. Since the market itself is expected to 
grow in Asia, we will leverage our current business base to achieve high growth in the future. 

In the glaucoma area, we will expand sales by ensuring the launch of new drugs and early regional expansion 
within Asia. In the dry eye area, we will promote the spread of appropriate treatment by introducing a 
framework for dry eye treatment. In addition, through the expansion of the pharmacy channel with OTx/OTC 
products, we will actively capture the demand for self-medication, especially in Southeast Asia. 



 

Page 20, China. 

Although we have the number one market share presence in China, there is more volatility in the short term 
than in other regions due to VBP and other policies. However, we will expand our portfolio and achieve 
sustainable growth by diversifying the impact of VBP through our multi-channel strategy, growing sales of 
new products in glaucoma, myopia and ptosis, which we plan to launch in the second half of the medium-
term management plan period and aggressively acquiring external assets through the search for business 
development opportunities. 

 



 

Please see page 21. As I have explained about establishing a leadership position in overseas markets as a 
measure for short- to medium-term sales growth, I would like to mention Japan as well. 

Japan will continue to be the home market and maintain it as a revenue base by minimizing the impact of the 
entry of generic products following the patent expiration of major products and NHI price revisions, through 
the launch of new products and other measures. 

Although we expect negative growth in the overall market, we believe that we can maintain our current sales 
scale by launching several products during the period of the medium-term management plan and by 
establishing the market, especially for myopia and ptosis, while making the most of the business foundation 
we have developed. 



 

I will now turn to the creation of markets for myopia and ptosis and their overseas development. Please see 
page 23. 

Although this is an entry into a new market, we aim to generate total peak sales of JPY60.0 billion for myopia 
and JPY45.0 billion for ptosis by creating an environment in line with local conditions in which medical 
professionals can actively provide treatment. 

For myopia, the market for slowing myopia progression inhibition by eye drops should be established to 
control the progression itself and reduce the burden on daily life and anxiety about future eyes due to myopia. 
For ptosis, we will create a market by establishing a non-invasive ptosis eye drop treatment. 



 

Page 24, myopia. 

This is a disease area where there are more than 100 million potential pediatric patients in Santen's 
geographic footprint who are eligible for low-dose atropine, but currently there is a general perception that 
myopia is addressed with refractive correction, such as using glasses, once the condition has progressed. 

With this understanding, we are working with medical professionals to create a worldview in which eye drop 
treatment can control the progression of myopia itself, then patients will recognize the effectiveness of eye 
drops in inhibiting the progression of myopia, voluntarily undergo treatment with eye drops, and continue 
treatment as they experience its effects. We are committed to creating such a new myopia treatment. We 
believe that this is an area where we can make the most of our experience and strengths. 



 

Page 25, ptosis. 

Currently, ptosis is a symptom of aging, and many patients are not aware that it is a disease to be treated. To 
help these patients understand that it can be treated with eye drops, we will promote the expansion of 
awareness, and eye drops will be provided as a standard treatment in ophthalmology. We will create such a 
world. 

In addition, we believe that middle-aged and older patients visiting the ophthalmology department for 
treatment of ptosis will lead to the detection and treatment of other diseases, such as glaucoma and dry eye, 
for example, and we can therefore make a further contribution to patients. 



 

Next, please see page 26. On this slide, we have shown you how many patients there are in each region for 
myopia (STN1012700/01) and ptosis (STN1013800), and when these products will be on the market. 

Myopia will be launched first in Japan and EMEA, and ptosis will be launched first in Japan. Since the potential 
market is larger in the regions that will come later, we will aim to create successful examples in these markets 
first and roll out to all regions. 

Of course, the approach will vary depending on the situation of the medical field in each region, so it is not 
possible to take exactly the same approach. However, by understanding the key points through the knowledge 
gained in the preceding markets and developing them, we will use them to build a competitive advantage in 
the regions where we will launch our products later. 



 

Please move on to page 28. I would like to talk about R&D for the next three pages. 

The slide shows five  key policies to strengthen the Rx portfolio and pipeline. The first step is to get the current 
pipeline approved as soon as possible. We will also continue to promote LCM, which has a high success rate 
and rapid development speed. 

From a business development perspective, the Company will acquire new assets, mainly seeds and products 
that MNCs do not focus on, through new partnership opportunities based on product development and sales 
performance in the ophthalmology field. In addition, we will pursue the possibilities of eye drop treatment by 
developing new eye drop formulation technology, and challenge new modalities in the development of 
therapeutic drugs for diseases for which there are no existing treatments. 

Through the implementation of the five priority measures, we will strengthen our Rx portfolio and  pipeline 
with a view to contributing to sales during the period of the medium-term management plan and to 
sustainable growth in FY2030 and beyond. 



 

On page 29, we show you the current Rx pipelines. 

As I mentioned in the introduction to the appeal of Santen, we have well-balanced pipelines in both existing 
and new areas, and we see these as three growth drivers for Santen going forward. 

First is the market expansion of existing areas. Existing disease areas, such as glaucoma, dry eye, and allergies, 
are our current main battlegrounds, where we have a deep understanding of diseases and market needs and 
a high level of experience in product development. We will seek to expand in pipelines with relatively high 
development certainty, such as the introduction of new products, regional expansion of products that have 
already been approved, and LCM. 

Next is the market creation. In new disease areas, such as myopia and ptosis, which are expected to create 
new markets in the future, we will not limit ourselves to simply introducing single products to the market. 
Instead, we will leverage our expertise in maximizing product value through LCM, which has been our strength, 
to further expand the market and maintain the competitiveness of our products. 

Myopia has already received a positive opinion from the CHMP in EMEA, in addition to the approval in Japan. 
Although we do not anticipate launching any new products during the current medium-term management 
plan period, we expect that therapeutic drugs for Fuchs endothelial corneal dystrophy and pterygium will 
contribute to long-term growth by creating new markets. 

Finally, I would like to talk about a market entry. As a new area that Santen has yet to enter, we will enter 
new markets by acquiring products through partnerships and sales alliances. ARVN001, a treatment for uveitic 
macular edema, introduced last fiscal year, is one such example, and we will continue to aggressively expand 
our product portfolio. 

As I have just explained, we will achieve steady growth in the short term and global growth in the medium to 
long term by maintaining well-balanced pipelines that meet each of our objectives: market expansion, market 
creation, and market entry. 



 

Page 30. The current pipeline is shown by region and year of market launch. 

We will achieve medium-term sales growth by launching products that will serve as three growth drivers in 
each region and in each fiscal year over the five years through FY2029 in a well-balanced manner, as discussed 
on the previous page. 

 

From here, I would like to talk about strengthening our business foundation. Please turn to page 32. First, 
from the perspective of ensuring a stable supply of products and strengthening the supply chain. 



In FY2024, we faced challenges in terms of stable supply, including temporarily product supply issue affected 
by the Noto earthquake. In the future, it will also become increasingly important to respond flexibly to product 
demand, including an increase in production and supply due to the launch of drugs for myopia and ptosis. To 
address these issues, we will continue to review our production and supply network. 

In addition, during the period up to FY2029, we will expand our in-house production capacity by starting up 
our new factory in Suzhou and new production lines at our product supply center in Shiga, while strengthening 
our supply system to ensure stable supply without incurring opportunity losses by diversifying risks through 
partnerships with CMOs/CDMOs. 

 

Next, on page 33, sustainable cost optimization. 

While we expect higher cost of sales due to increase in depreciation expenses from production-related 
investments as I mentioned in the previous slide, and sustained inflation, we will keep them at the same level 
as in FY2024 in relation to sales through appropriate control of cost of sales and SG&A expenses. 

With regard to cost of sales, we will control the increase by optimizing procurement costs and improving 
production efficiency and also control SG&A expenses by continuing to optimize costs, especially expenses 
that are not directly related to sales expansion, while increasing productivity. 



 

Next, on page 34, I will explain about strengthening people/organization and digital/IT. 

We will position human resources who embody our Core Principle and Vision and contribute to our growth as 
our most important assets and promote the improvement of human resources' abilities and the creation of 
an organization that can make the most of them. We are particularly focused on ensuring that our employees 
feel the value of working at Santen and will continue to invest in initiatives to achieve this goal. 

With regard to digital and IT, we will continue to promote initiatives to improve productivity through the use 
of digital technology and to strengthen security resilience for business continuity and growth. 

 



 

I will now explain capital allocation. On page 36. 

First, we are a company that can generate stable and steady cash flow from our regional businesses, and we 
will continue to do so by launching new products, including LCM, on an ongoing basis. 

In addition to the cash generated from this business, we will maximize our investment capacity by reducing 
working capital, utilizing funds within the Group, and leveraging procurement to meet our funding needs, and 
then prioritize the allocation to investments that will lead to future growth. 

In addition, by continuing to pay progressive dividends, we will strengthen direct returns to shareholders by 
increasing dividends in line with profit growth, as well as by flexibly conducting share buybacks, taking into 
account funding needs and stock price conditions. 



 

Continuing onto page 37. Here are the assumptions for inflows and outflows based on the policy we have just 
explained. 

The main inflow is operating cash flow. As for outflow, we expect JPY55.0 billion for capital investment in 
plants and other facilities for stable supply, as I mentioned earlier. In addition, we will allocate JPY160.0 billion, 
more than ever before, for research and development to invest in the growth of our product portfolio. 

With regard to business development investment, we will actively invest in acquiring products that will 
contribute to top-line growth during this medium-term plan period, such as products already on the market 
or in late stages of development, which will help strengthen our leading position in overseas markets, as well 
as in acquiring products under development that will contribute to growth after FY2030. If there are no 
promising investment opportunities, we will use the proceeds to buy back our own shares, taking into account 
the stock price level and other factors, and we expect the total to be in the JPY150.0 billion range. 

Lastly, with regard to dividends, the Company will pay a dividend with a payout ratio of 40% level, with the 
current annual dividend of JPY38 as the floor. By implementing these measures, we will maximize shareholder 
value. 



 

Finally, I would like to talk about our sustainability policy. 

Please refer to page 39. We have recently reorganized our materiality into 13 materialities, including four 
most important materialities, and will continue to promote them vigorously. 

The most important materialities are indicated by large circles: generating products and services that 
contributing to eye health, ensuring product quality and stable supply, penetration of products and market 
creation, and from the perspective of the human resources that support these, we have identified the 
enhancing the value of working at Santen and the strengthening people/organization. 

Specific KPIs will be disclosed in the future through the security report and website. 

That concludes my presentation. I would like to conclude this presentation with the appeal of Santen, which 
I explained at the beginning of this presentation, and which I would like to share with you in this medium-
term management plan. 

We believe that our distinctive business model, which combines the characteristics and competitive 
environment of the ophthalmic drug market with Santen's strengths, will enable the Company to achieve 
steady growth in the short, medium and long term and meet the expectations of our shareholders and 
investors. 

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



Question & Answer 

 

Sakuma [M]: Mr. Yamaguchi of Citigroup Global Markets, could you please go ahead? 

Yamaguchi [Q]: Thank you very much. I'm Yamaguchi from Citigroup Global Markets. 

First, I would like to ask you a few questions about your FY2029 targets for sales and core operating profit. 
The margin is just 20%. It seems to me that R&D costs are supposed to go up quite a bit, and lowering of COGS. 
I am wondering if it is difficult to increase R&D while reducing other costs given the market environment, but 
what are the details of this situation? 

Sakuma [M]: Koshiji will answer your question. 

Koshiji [A]: Question, considering the market environment, costs are on the rise due to inflation and other 
factors, while the burden of depreciation related to production equipment, etc. will also increase. In such a 
situation, however, we believe that there is still room for control in the variable costs. 

 

I think page 48 of the appendix will explain it. 

Roughly JPY60.0 billion increase in gross profit. As was mentioned earlier, the COGS ratio is 42% or less, so the 
gross profit margin is 58%. On the other hand, the cost increase factor is about JPY40.0 billion. This belongs 
to SG&A expenses, which were JPY87.5 billion in FY2024, and we will curb them to within 30% or less to 
revenue of that amount. Research and development expenses were JPY24.1 billion in FY2024, and we plan to 
set the R&D expenses at approximately 8% to revenue in FY2029. Still, the increase is approximately JPY8.0 
billion, so SG&A JPY32.0 billion, R&D JPY8.0 billion, and core operating profit of JPY80.0 billion, which is the 
result of the above. We believe so. 

That is my answer. 



Ito [A]: I would like to add just a few words to Koshiji's current explanation. In terms of COGS, we have a 
product called "unit dose," which is a container that is used one-unit per application, and I believe that we 
can still improve the production efficiency of this type of product through our efforts. 

There is also a preservative-free multi-dose form, but we are currently working on products in Europe that 
contain 5 milliliters or 10 milliliters of the product without preservatives for once-daily use. By switching to 
this type of product, we can significantly reduce costs. 

We would like to make various efforts in this regard as well. 

Yamaguchi [Q]: Thank you very much. One last thing, secondly, is about China. You have shown us the market 
growth rate and sales growth rate in each region. I think it is probably China that has changed my impression 
of the market over the past few years. 

It's not that much growth, 5%, so the assumption is that there will be a lot of growth against that, and you are 
talking about a variety of products. In the recent past up until now, China has seemed to experience low 
growth. Can you elaborate on this point? 

I asked because I thought there might be some risk in that area relatively, but what do you think? 

Sakuma [M]: Nakajima will answer this question as well. 

Nakajima [A]: As you pointed out, we view China as a highly volatile market, especially when looking back at 
the past few years since the onset of COVID-19. We remain prepared for such country risks, the possibility 
that growth rates may fluctuate significantly from year to year due to various domestic policies and the 
implementation of the VBP, among other factors. 

However, fundamentally, the number of potential patients and the glaucoma and dry eye markets over the 
next five years, for example, are still growing strongly, and will continue to do have this growth in the future. 

In particular, the dry eye and glaucoma markets are our main areas of business, and the growth rate for 
glaucoma market is expected to be 7% to 8% through 2029. Furthermore, we believe that dry eye has even 
stronger market growth potential, and we believe that it is entirely possible to capture this market by 
combining our broad portfolio with channel strategies. 

Yamaguchi [M]: Thank you. That's all. 

Sakuma [M]: Thank you very much. Then I would like to move on to the next question. Mr. Hashiguchi of 
Daiwa Securities, please go ahead. 

Hashiguchi [Q]: I'm Hashiguchi. Thank you very much. The first question is about the vision you are aiming for 
by 2035. When you say "from patients and the ophthalmology community around the world," what do you 
mean by around the world in terms of the US and US market? 

I had the impression there was little direct mention in the current medium-term plan of efforts to expand the 
Company's presence in the US market in the future. Could you please tell us how you intend to position the 
US market in the context of your vision? 

Sakuma [M]: Thank you very much. Ito will answer your question. 

Ito [A]: Thank you. First of all, in our medium-term plan through FY2029, we have not factored in sales in the 
US. We are looking at about a 5.5% growth rate for the global ophthalmology market, and we believe that we 
can achieve growth above that without the US market until 2029. 



On the other hand, we have a number of products in our development pipelines, such as STN1010904, a 
treatment for a disease called Fuchs, a treatment for a disease called MGD, and a few others, which hopefully 
will be very promising in the US. As we continue to develop these products, we will naturally consider how to 
make these useful for patients in the US market, of course. 

However, as we have said before, when it comes to entering the US market, we will not take the stance of 
doing everything by ourselves. Rather than that, we would like to consider how we can best ensure that our 
products are useful to patients in the United States. This is our vision. 

Hashiguchi [Q]: In other words, if there is an opportunity, you would like to take a shot at it. Even if the 
presence in the US does not change significantly from what it is today, the picture for 2035 is not different 
from what your company has envisioned or imagined, or rather, you have an image that this picture can be 
achieved without a dramatic change in the US presence. 

I was a little unclear as to what this image was supposed to look like. Is my understanding correct? 

Ito [A]: I guess it depends on how you look at it, but we definitely want Europe, Japan, China, and Asia, where 
we are doing business, to grow up to that vision and pertaining to the US, we want to be able to contribute 
to the US market by firmly developing the products in the current development pipeline and building the trust 
by delivering them to patients in the US market. 

Hashiguchi [Q]: Thank you. The second point is the treatment you are aiming for in myopia, which you 
introduced on page 24, bottom left of the slide. When do you aim to achieve this, and do you aim to achieve 
this in FY2029? What methods are envisioned for patients to be conscious of the treatment effects? I'm not 
quite sure what you mean in terms of the methodologies you envision. Could you explain in more detail? 

Sakuma [M]: Nakajima will answer this question. 

 

Nakajima [A]: We would like to achieve the treatment we are aiming for as soon as possible, starting with 
Japan, so we would like to achieve this in each region to a certain extent by the end of FY2029, during the 
medium-term plan period. 

Since we have already launched it in Japan in April, I would like to ask Kurihara to make a few comments on 
how far we have moved toward that point and whether we are getting closer to the kind of treatment we are 
aiming for. 

In Japan, the method for patients to feel the effect is to have the length of the ocular axis measured carefully 
in some cases. By having it measured thoroughly at an eye clinic every three months or six months, if it is clear 
that the increase of axial length of the eye is being controlled, this can serve as an indicator that the 
medication is working effectively, allowing patients or their parents to feel confident that the medication is 
indeed effective. This is a very specific example. 

Another reason is, of course, that children notice their vision deteriorating when they enter elementary school, 
when they find it difficult to see the blackboard, or when it is pointed out during school health checkups. In 
such cases, it is possible for both the children and their parents to notice that the progression of myopia is 
gradually slowing down, that the progression of myopia is being controlled, and that the difficulty in seeing 
the blackboard is not progressing so severely. 

Kurihara [A]: Just to add a quick note, we launched the product in Japan about a month ago, and it has been 
doing well. 



As shown in the lower left-hand corner of this page, the interest of doctors is very strong, at least at the 
present time, and we have no doubt that the development of such a treatment environment will progress at 
a very fast pace. 

So, we believe that what is written here will be realized by 2029 with respect to Japan. 

Hashiguchi [M]: Thank you. That is all. 

Sakuma [M]: Thank you very much. Mr. Wakao of JPMorgan Securities, please go ahead. 

Wakao [Q]: I'm Wakao from JPMorgan. Thank you very much. The first question is regarding FY2029 target of 
JPY400.0 billion in sales profit and JPY80.0 billion in core operating profit in the materials given this time. What 
I would like to ask is, how do you think about the certainty that you can achieve this goal? 

In the previous medium-term plan, business structure reforms, which I suppose were very difficult, were more 
in the direction of cost reduction rather than top-line growth, and I thought that to a certain extent they were 
feasible through corporate efforts. In this plan, you will need to focus on growing the top line, so I think the 
hurdle will be set higher than in the previous medium-term plan. I would like to know the likelihood of 
achieving these figures. 

I believe that by the time you reach JPY400.0 billion, you will be able to expand in some areas that you can 
already see, such as Asia and Europe, if you continue to look at these areas as extensions of the past. On the 
other hand, I think that areas such as myopia, which need to be improved, are challenging. 

Could you please comment on the certainty of this achievement, what you are seeing in each of the parts, 
and the rest of the challenging parts. 

Sakuma [M]: Thank you very much. Now, Ito will answer your question. 

Ito [A]: It is difficult to say in percentage. However, I would like to answer this question by saying that these 
figures are not the result of the planning department at the head office that were then cascaded top-down. 

We have carefully coordinated with our staff in each region to determine what results can be achieved with 
our current products and future pipeline, and we believe that these figures are achievable. 

Of course, based on my personal impressions, I think that while some area may be a bit of challenge, it may 
less be the case for other areas which have more potential or upside for growth. However, I believe that all of 
these factors can be overcome and that we can achieve our goals. 

In case there is any concern there, as I mentioned earlier, we have not incorporated inorganic components 
here, so there are various ways to recover, such as recovering in an inorganic way or bringing in products that 
are already in the in-market. I believe we can accomplish this well enough. 

Given the current situation that I mentioned right now, our assessment of the disease areas we are currently 
working on is not too far off the mark. I think it really matches the actual situation. 

As you pointed out, after all, myopia and ptosis are the areas that we haven't started yet, so there may be 
some fluctuations, but I would naturally look at it as something that can be done to that extent. I believe that 
the Japanese business is taking the lead in this market, fully understanding the need to be careful in creating 
a market for myopia, and I am confident that we will be able to do so. 

Sorry, I hope this could answer your question. 



Wakao [Q]: Thank you very much. The second point is also about the figures here. When you add the change 
in gross profit shown in the appendix, the cost ratio is 42%, which is understandable, but sales are expected 
to increase by about JPY100.0 billion from here, and looking at the details, I think that the growth will be 
mainly in high-margin items. 

On the other hand, looking at the domestic market, I don't know how you are placing EYELEA, but I thought 
the gross margin itself should be a little higher, because if EYELEA is going to decrease, the product mix should 
improve. How should we interpret the fact that sales will increase by JPY100.0 billion under the current plan, 
but the cost ratio will remain at 42%? 

Sakuma [M]: Thank you very much. Koshiji will answer your question. 

Koshiji [A]: As you pointed out, EYELEA's sales ratio is currently about 25% of consolidated sales in FY2024. I 
think it will decrease. This contributes positively to the COGS and product mix. The COGS will go down, but as 
I mentioned earlier, there will be an increase of approximately JPY4.0 billion in depreciation expenses 
associated with the new factory line. 

In addition, we are taking a somewhat conservative view of increases in manufacturing-related costs due to 
inflation and other factors. Taking into account these factors, we expect improvements and deterioration to 
offset each other, resulting in an overall increase of approximately 42%. Being conservative. As Ito explained 
earlier, there is room for further reduction by switching from unit-dose to multi-dose, but at this stage we 
believe it is 42%. 

Incidentally, the rate was 43% in FY2024, and we are assuming that the rate will be reduced by approximately 
1% point from that level.  

Wakao [Q]: I understand. I understand that you are being rather conservative in your approach, including a 
variety of factors, and that, in a manner of speaking, those that will grow will be those with high profitability, 
right? 

Koshiji [A]: Yes. As you are aware. So, in that respect, sales will increase by JPY100.0 billion, but myopia and 
ptosis I mentioned earlier will increase by approximately JPY50.0 billion (JPY 45.0 billion). This is a highly 
profitable product, and other new products are also increasing, so overall, the cost ratio is trending downward. 
That is all. 

Wakao [M]: I understand very well. Thank you, that's all. 

Sakuma [M]: Thank you very much. If so, I would like to ask a next person. 

Mr. Muraoka of Morgan Stanley Securities, please go ahead. 

Muraoka [Q]: Hello, this is Muraoka from Morgan Stanley. Thank you very much. Now that Mr. Koshiji 
mentioned that myopia and ptosis would grow by JPY50.0 billion, I had part of my question answered. I also 
thought that if myopia and ptosis does not reach JPY50.0 billion, this target would certainly be tough, and it 
would be very difficult to achieve this goal. 

I would like to ask about the point that President Ito mentioned earlier, that if it is difficult to achieve, you 
would consider inorganic alternatives. If you were to add something inorganic, where would the financial 
resources comes from in terms of funding. It seems that your company does not have much cash reserves and 
does not have enough to cover the shortfall. How do you plan to achieve this? 

On the flip side, JPY80.0 billion in core operating profit is a must-achieve target. Am I correct in understanding 
that you plan to achieve the JPY 80.0 whatever the means may be? 



Sakuma [M]: Here, Koshiji will answer your question. 

Koshiji [A]: In that regard, as you can see in the slide you are currently viewing, there is operating cash flow 
in the inflow section, which, as you pointed out, is based on core operating profit of JPY80.0 billion. 

 

Therefore, if it declines a little further, inflows will weaken, but that does not mean that there will be financial 
constraints on new strategic investments or business development investments. As you can see on this page, 
we have theoretically secured approximately JPY150.0 billion for business development. 

In addition, by utilizing the balance sheet to raise finance debt, depending on the opportunity, it will be 
possible to secure even greater investment capacity. This is how we see it. That is all. 

Ito [A]: I would like to add a little bit from my side. The inorganic components we mention do not imply 
corporate acquisitions. It means an inorganic approach at the product level. 

We have explained our vision of the kind of company we would like to be in 2035, and we have already 
received a variety of inquiries in regions where we have already demonstrated our presence, although I won't 
go into specifics now. 

We do not and will not invest in things that are not worth the investment, but we do receive requests 
consisting of Santen taking on products, and we will consider these requests if we find them attractive. 

Muraoka [Q]: Thank you. President Ito, just another question. I heard that this core OP JPY80.0 billion was to 
be achieved by various means, but is my understanding correct? 

Ito [A]: Of course, as has been the case since the previous medium-term plan, we will achieve the goals we 
set. We will do our utmost to address this. 

Muraoka [Q]: Thank you. Just one more question, JPY50.0 billion for myopia and ptosis, you mentioned earlier. 
Can you give us a rough idea of how you see this by region? As it appears in FY2029. 



Koshiji [A]: Earlier, I said JPY50.0 billion, but in the material, I was a little too strong in my thoughts, but it is 
actually JPY45.0 billion. As for breakdowns. 

 

Muraoka [Q]: So, we can look at these colors. 

Koshiji [A]: Yes. 

Muraoka [M]: I understand. Thank you, that's all. 

Sakuma [M]: Thank you very much. Next, Mr. Ueda from Goldman Sachs. Please go ahead. 

Ueda [Q]: This is Ueda from Goldman Sachs. The first question is that I would like to know about the progress 
in the deployment of Japanese commercial excellence across the region, which was mentioned in the previous 
medium-term plan. 

I think that overseas growth is the key to the new medium-term plan, and I believe that this is probably the 
background for the steady progress in these areas. Could you please explain how these efforts are progressing 
and how they have led to this strong growth? 

Sakuma [M]: Thank you very much. Then, Nakajima will answer your question. 

Nakajima [A]: In the previous medium-term plan, we were going to properly standardize Santen's commercial 
excellence, especially in areas where our Japanese business excels, and deploy it to three overseas regions. 
We have set this as one of the pillars of our medium-term management plan, with the aim of improving 
organizational capabilities across the entire global organization. 

In practice, we standardize marketing strategy frameworks in that area globally and implement them across 
all regions, including smaller markets. Then the sales team implements the marketing strategy. We firmly 
implement the PDCA cycle, sharpen the marketing strategy again, and incorporate it into the sales strategy. 



We have been working hard on 2023 and 2024 to thoroughly implement training that will enable us to 
consistently execute the PDCA cycle across all regions, including smaller markets. Although this is a rather 
tedious task, we have been working on it. 

In particular, we have further strengthened our focus on markets such as Germany, the UK, and South Korea, 
which are particularly important in our medium-term plan, and are leveraging our global capabilities to 
achieve results as quickly as possible. In addition to all regions, we have also worked to reap the benefits of 
global commercial excellence in these focus markets as part of our medium-term plan. 

We saw strong specific results, and in addition to the overall strengthening of overseas markets, in places 
such as South Korea, which I mentioned earlier, there is the evolution index for products such as Eybelis, which 
is already on the market, and Rhopressa. Products that had been lagging behind the market have started to 
grow at a pace that slightly exceeds the market, like a hockey stick. 

The launch of a new product called Rhopressa clearly showed a strong launch curve that was different from 
previous products, and I believe that such results were evident during the period covered by the previous 
medium-term management plan. 

In addition, as Ito mentioned earlier, from a company-wide perspective, I believe that the results of 
commercial excellence are also reflected in CFU, sales per employee, so-called productivity. The fact that sales 
per capita in overseas operations achieved an average annual growth rate of 19% during the previous 
medium-term management plan period was due to the use of Santen's commercial excellence, which enabled 
us to achieve sales growth without increasing resources or personnel. I believe this is one proof of that. 

This is naturally a key part of our new medium-term plan for overseas growth. With a stronger foundation, 
we will continue to sell global products such as myopia and ptosis. We will introduce new products or LCM 
products in each region, so the key point will be whether the initial growth curve or peak sales reach levels 
that are higher than the targets. I believe that the core of this Santen Commercial Excellence initiative is to 
ensure that we achieve solid results on a global scale during the new medium-term management plan period. 

Ueda [Q]: Thank you very much. Secondly, I would like to ask you about business development. During the 
period of the new medium-term management plan, I think that the framework for business development is 
considerably larger than in the previous plan. 

In the previous medium-term plan, there were a lot of efforts to improve profitability, while patents were 
expiring on major products, but in the new medium-term plan, with the business phase of your company 
changing a little, are you going to be more aggressive in this area? 

Or is it positioned as an option that can be considered when cash flow starts to improve? Can you tell us about 
your thoughts on this? 

Sakuma [M]: Ito will answer the question. 

Ito [A]: Basically, we are thinking very positively. We would like to be very positive about acquiring such a 
product pipeline, from a business development perspective, not only for the results through 2029, but also 
for growth in 2030 and beyond. 

In fact, our business development division is actually in discussions with about 60 companies a year in the 
ophthalmology field alone that have various new seeds or are in the early stages of development. It would be 
strange to say that we have no end of opportunity, but we have a lot of opportunities, and since we are aiming 
for growth in the future, we would like to actively promote this area. 

Ueda [M]: I understand. Thank you very much. That's all from me. 



Sakuma [M]: Thank you very much. Then, the last person to ask a question. Mr. Sakai of UBS Securities, please 
go ahead. 

Sakai [Q]: This is Sakai from UBS Securities. Thank you for taking my question. I have two questions. 

After listening to various points in your presentation, I get the impression that a lot of efforts went into 
creating your medium term plan. Of the four regions of Japan, EMEA, Asia, and China, I think the most difficult 
region is probably Japan, the home market or mother market that president mentioned. 

In terms of so-called predictability, it is becoming more difficult than in China. The market expansion re-pricing 
of EYELEA might have been expected, but again, we only know on a press basis, and only on an announcement 
basis. With all R&D costs being borne entirely domestically, isn't structural reform in Japan still needed? 

I believe that structural reforms overseas have been achieved by cutting unprofitable businesses or reducing 
costs, but I think that this is not always possible in Japan. If you are to truly enhance corporate value and 
profitability, I believe it is necessary to shift your focus in the domestic business and change its structure. 
Could you please share your outlook for the next five years in this regard? 

Sakuma [M]: Ito will answer your question. 

Ito [A]: I don't think so much about structural reform in Japan. Of course, it depends on what kind of 
environmental changes will occur. Let me give you a more specific example of a product. For example, we 
have Alesion products, and generic versions of these have launched on the market. 

I think everyone can imagine that this will have a significant impact. Certainly, the total amount for FY2025 
will fall slightly from around JPY30.0 billion to JPY20.0 billion level, but in FY2026, it will exceed the figures for 
FY2025 and return to a level close to JPY30.0 billion. We are also expanding the market on a volume basis. 

This may be more of a symbol of Santen's commercial excellence, but we have been considering the LCM of 
various products, strategies, and how we will respond when generic drugs are launched after a while and have 
been working to develop and implement these strategies from the early stage. 

The same thing is happening with Diquas. While Diquas LX is unfortunately being recalled, the older 
formulation of Diquas, of which generic was released about one year ago, still has 85% of the volume base, 
and can fill the gap caused by LX. I believe that this is not just a coincidence, but rather the result of our efforts, 
always anticipating various changes in circumstances. 

So, I am not that pessimistic about the Japanese business at all. We can do well enough. I answered a different 
question earlier, saying that I think some countries could achieve better results, and I believe that Japan can 
do better. That is how I perceive it. 

Sakai [Q]: I understand. You mean you might be able to get a few more results. 

Ito [A]: Yes. 

Sakai [Q]: One more thing, about the US, the market is just as you mentioned, but is there an opportunity or 
a thought that would allow you to consider the US as a research base for drug discovery in the future? 

So, in a sense, I think that being completely cut off from the US could put you at a disadvantage in terms of 
research and development and drug discovery. As for opportunities for drug discovery, I suppose it depends 
on how you look at it, Peter, but if you have any thoughts on the matter, I'd love to hear them. 

Sakuma [M]: Ito will answer the question first. 



Ito [A]: If I may answer based on my own thought, I am not thinking of such a thing at this time. In various 
presentations, including this one, I have mentioned the Santen's business model. We create products that are 
primarily in the form of eye drops for the sensitive sensory organ that is the eye. I don't think the affinity 
between a world revolving around providing value to patients and the US is necessarily that high. 

Of course, there are many different aspects to drug discovery, but our strengths lie in the areas I just 
mentioned, such as sensory organs, unique product development methods, and improvement methods. We 
must always maintain these areas as our core competencies. I think those areas would rather be done in Japan. 

On the other hand, when it comes to completely new and revolutionary drugs, there may be some aspects as 
you pointed out, but fortunately, we have secured opportunities to discuss various early-stage materials with 
various venture companies in the US, so we would like to continue with this approach for the time being. 
That's all from me. 

 

Sakuma [M]: Thank you very much. That is all. 

[END] 

 


