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Key questions and answers from Medium-term Management Plan (FY24–28) Update Briefing  

(Held on December 16, 2025) 

 

 

1. The FY30 target for consolidated operating income margin is 10.5%, which is higher than the current level. In addition to 

growing revenue through business development in the focused business domains, do you plan to carry out structural 

reforms?  

⚫ In addition to the ongoing profitability initiatives, we are planning to implement other measures, including structural 

reforms. We will also strengthen governance over how we invest, by tracking and managing return on investment. 

⚫ Japan: We aim to improve margins by reallocating resources from low-performing areas to higher-margin segments. 

⚫ Overseas: We will select priority countries and regions based on the revenue size and growth potential, and concentrate 

resources accordingly. At the same time, we will redeploy resources from non-priority markets to the focused business 

domains and other growth areas to accelerate business development to increase both the top line and margins. 

⚫ We plan to execute the above by FY28. 

 

2. Why is the operating margin of the Japan business for FY28 (under the Medium-term Management Plan “MTMP”) expected 

to fall short of the historical peak level recorded in FY18 (around 10%)? 

⚫ Compared with FY18, head office expenses have increased due to enhanced oversight of group companies. In addition, 

we are making investments in strengthening our cybersecurity and governance framework to reinforce the business 

infrastructure that supports sustainable growth.  

⚫ While benefits from the standardized printer platform are expected to show from FY26 onward, they will be offset to 

some extent by R&D expenses. 

⚫ From FY29 onward, we aim to restore margins to historic high levels through:  

turning strategically focused businesses domains into growth drivers, executing the MTMP initiatives to boost earnings, 

realizing full benefits from the standardized printer platform and other R&D investments, 

and enhancing productivity by investing in talent development. 

 

3. What is the rationale for achieving higher operating income with lower sales between FY25 and FY28 in overseas base 

business?  

⚫ The sales decline reflects a shift in our overseas subsidiaries’ focus from the top-line growth to profitability. This involves 

reviewing how they conclude and renew business contracts based on margins. 

⚫ We plan to grow the operating income by improving the quality of sales through the following: 

i.  Market mix: Concentrate on the health care and the manufacturing markets, where our value propositions are strong 

and margins are higher.  

ii.  Customers and projects: Improve profitability by promoting value-added solutions to customers whom we have 

large, low margin deals, and by working to increase repeat business to lower SG&A expenses. 
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iii. Cost control: Carefully examine plans for updating equipment to control both the capital expenditure and 

depreciation. 

 

4. How confident are you about achieving the FY28 targets for the primary label business overseas? 

⚫ The plan for the Russian subsidiaries is premised upon the full return to the competitive landscape comparable to the one 

before the deterioration of the situation in Ukraine based on today’s competitive environment.  

⚫ In and after 2022, we temporarily benefited from the situations surrounding availability of raw materials. However, 

competitors’ capabilities to supply have now normalized; consequently, we expect pricing and margins to trend toward 

normal levels. This is the basis for the FY28 plan. 

⚫ In addition, there is a rising demand globally for managing information at an item level and enabling the data utilization, 

which is likely to boost the need — in the medium to long term — for primary labels to carry variable information. GS1 

Sunrise 2027 is just one example of the push toward this direction. We are positioning ourselves to capitalize on these 

structural changes.  

⚫ The FY28 plan factors in the moderate increase in the demand. 

 

5. What is the breakdown of the FY28 sales target of JPY 22 billion for the focused business domains by strategic fields and by 

region?  

⚫  Although we have some broken-down numerical targets for these business domains, we do not disclose breakdowns by 

strategic fields or area. The businesses in these domains are still new, and the timings of the takeoff and the speed of 

growth for each are still likely to change. 

⚫ On the other hand, the assumed main markets for each strategic field is as follows. 

i. Blood and specimen supply chain management (SCM): overseas 

ii. Circular economy: both Japan and overseas. 

iii. Smart packaging: overseas 

⚫ Our FY28 target of JPY 22 billion is the cumulative figure combining estimates from multiple strategic fields. 

 

6. Will the new focus business domains start contributing from FY26 onward? What is the timeframe? 

⚫ Yes. As you are aware, their contribution is limited now, but we expect to see it gradually increase from FY26 onward.  

⚫ The timeframe varies by field. For blood and specimen supply chain management, for example, we already have a 

significant number of opportunities in the pipeline and expect to see their contribution sooner than other fields.  

 

7. How far along are you in developing business for the focus business domains? 

⚫ Blood and specimen supply chain management: Pipeline opportunities are growing notably, particularly overseas. We 

have completed PoC/validation and now moving into the closing phase. In parallel, we are building capacities to support 

the anticipated business growth. 

⚫ Circular economy: We launched a material recycling traceability system in July 2025. Through trade shows and other 
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events, we are raising the awareness among companies that are new to us, such as recyclers and manufacturers. We 

expect a gradual increase in sales from this field.  

 

8. What is the objective of revising the human resource management system? 

⚫ The revision is intended to raise productivity and foster employees’ growth mindset by shifting to a role- and 

performance-based appraisal and compensation. 

⚫ In Japan, we introduced evaluation criteria that focuses on profit to the sales organization in FY23, ahead of the rollout of 

this new system. As the result, we have seen some positive changes in behavior and raised awareness among people on 

the front line.  

⚫ The new system is designed as a company-wide system and to be implemented across the SATO Group. The merger of 

the holding company and the core operating company has simplified the organizational structure and clarified the role of 

each organization, facilitating the change.  

⚫ We are making the transition carefully, communicating the intent through employee briefings. We believe employees 

overall have better understanding now. 

 

9. What fields do you plan to invest or conduct M&As in with the allocated capital of JPY 15–20 billion? 

⚫ We will look for opportunities that would help build business ecosystems for the focused business domains, targeting 

fields that are adjacent to our business or those where they have successfully developed business in. 

 

End 


