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2. The 3rd Medium-Term Plan in Review
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2015

result

1st MTP 2nd MTP 3rd MTP

Amounts in 2018

result

2021

result

2024

initial target

2024

forecast¥100 million % of 2015 result % of initial target

Net sales 2,861 2,908 2,926 3,600 3,380 118.1% 93.9%

Gross profit 992 1,107 1,135 1,437 1,332 134.2% 92.7%

% 34.7% 38.1% 38.8% 39.9% 39.4% Ϥ4.7pt -

EBITDA 181 245 273 - 304 167.8% -

% 6.3% 8.4% 9.3% - 9.0% Ϥ2.7pt
-

Operating income 109 181 199 275 215 197.0% 78.2%

% 3.8% 6.2% 6.8% 7.6% 6.4% Ϥ2.5pt -

Net income 63 142 137 - 214 339.7% -

% 2.2% 4.9% 4.7% - 6.3% Ϥ4.2pt -

ROE 3.6% 6.9% 6.0% 8% Ó8% ÓϤ4.4pt -

The new revenue standard has been retroactively applied to the quantitative amounts for 2015, 2018, and 2021.

In all instances, EBITDA = Operating income + Depreciation expense  + Goodwill amortization + Other depreciation

Through the first three medium-term plans, we achieved big improvements in metrics like profitability and 

efficiency. Results for 2024 are likely to fall short of initial targets amid the market situation overseas.

Quantitative Goals and Results
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Existing businesses: Tweak, expand reach of fields

Å8 startups have been launched so 

far

ÅBusiness ideas are still being 

generated. Efforts will be accelerated 

to scale them up.

New needs: Nurture business ideas

Financial strategy, investments Talent strategy

Japan

Operating income from Japanese businesses:
Better growth and profits, especially in furniture

ÅFurniture: Growth and profitability improved with our value-added
interior design services

ÅBusiness-supplies distribution: Enhanced solutions for large-scale corporate clients

ÅStationery: Optimized costs, expanded merchandise (especially for B2C)

ÅInterior retail: Opened new locations and improved e-commerce in response 
to interior demand

Overseas

Overseas share of total sales: 8% in 2021 Ҝ 14% forecasted for 2024
ÅFurniture: Productivity and sales operations improved following purchase

of Kokuyo Hong Kong

ÅStationery: Business has grown in China and India

Investments
ÅRegular CapEx (2022ï2024 forecast): ¥18 bn of ¥20 bn budget spent

ÅGrowth CapEx (2022ï2024 forecast): ¥11 bn of ¥30 bn budget spent, 150 potential 
M&A deals considered

Shareholder 

returns

ÅDividends: Maintained steadily-increasing dividend with 40% payout ratio

ÅShare buybacks:           Embarked on ¥50 bn buyback program in 2023

Treasury stock in excess of 5% of total issued shares to be cancelled

ÅGive diverse opportunities for 
career growth

ÅReform systems, establish training 
body

ÅTransform employee management

Hiring
ÅMore hiring of fresh graduates to 

bolster capital assets for driving 

medium- and long-term growth

Talent 

management

We have made headway in building the Forest-Like Management Model, both in our businesses and in our 

strategic assets, paving the way for sustained business growth.

Progress in Forest-Like Management Model (During 3rd Medium-Term Plan)
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3. The 4th Medium-Term Plan in the Runup to 2030
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3-1. General Polices and Strategies
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Establish a framework that prioritizes the cashflow (åEBITDA) necessary to support profit growth and 

our overall value over the medium and long term. Guided by this framework and the Forest-Like 

Management Model, commit to gaining top share in our target markets in Asia and, in the long run, in 

our target markets around the world, and to maximizing our overall value.

Mount a strategy to expand the reach of our experience value by leveraging our forte in the 

wow-factor creation cycle. Use strategic and disciplined investment to drive organic growth 

(building up existing businesses) and inorganic growth (M&A) in Japan and overseas and 

build sustained EBITDA growth.

Build up talent and knowledge to increase replicability of business success. 

Bolster strategic assets to reduce risks (capital costs) and facilitate sustained 

growth over the medium and long term.

Summary of 4th Medium-Term Plan in Runup to 2030
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Bolster strategic assets 
to reduce risks and boost 
capacity for sustained 
growth over the medium 
and long term

Key points

Grow profit over medium 

and long term, maximize 

overall value

Use strategies and 

investments to create 

sustained EBITDA growth

Overall value

Boost capacity for sustained 
business growth
ÅContinuous business 

improvements
ÅInnovation
ÅSustainability
ÅTalent strategy
ÅBetter M&A function

Reduce risks
ÅGovernance

ÅRisk management

ÅSustainability

ÅFinancial and capital 
strategies

ÅIR

EBITDA growth
ÅGrow sales, improve EBITDA margin

ÅExpand reach of business fields in Japan, 
expand overseas

ÅMount strategic and disciplined M&A

Capital costs Growth rate

Cashflow (åEBITDA) generation

241

1

2

3

Framework for building our organizationôs value

Use dynamic and aggressive growth-CapEx (PP&E investments, M&As) to maximize cash flows in the 

medium and long term. Strike optimal balance between cashflow generation, risks, and sustainable growth to 

further boost overall value.



 KOKUYO Co., Ltd.

25

Covid prompted a lifestyle shift 
around the world.

People increasingly prize personalization in their 
work, studies, and homelife. Offices are no 
longer just places to work, and digitalization is 
creating new and varied lifestyles. This trend is 
accelerating on a global scale, transcending 
national and regional boundaries.

Asian economies are growing. 
Demand for added value is rising

Economic growth, cultural maturation, and 
digitalization (including social media) are driving 
demand for added value around the world. 
Chinaôs economy has slowed following a period 
of rapid growth, but demand for added value 
continues to rise across ASEAN, India, and 
Oceania.

AI and other innovations are 
enabling a new business model.

AI and other technological innovations have 
prompted a shift in the business model for 
mass merchandising. Mass merchandisers 
increasingly sell to consumers directly or via a 
platform. This approach creates opportunities 
for non-scale business growth. 

Great growth opportunity in renewed 
business growth in India, expansion in 

ASEAN, and penetration of Oceania. This 
will also help correct the 

disproportionate emphasis on China

Great growth opportunity in further 
streamlining and adding value to B2B 
distribution in Japan, while digitizing 
manufacturing model and shifting to a 
more service-oriented and direct sales 

approach

Global market growth Technological innovationsShifts in consumersô values

Great growth opportunity in pitching new 
work- and life-style solutions in which we 

leverage our forte in the wow-factor 
creation cycle to create experience value

1 Megatrends

The following megatrends present great growth opportunities.
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*CAGR and EBITDA margin discount M&A impact

*EBITDA margin (both for Japan and overseas businesses) indicates the margin 

before G&A expenses (expenses not tied to a particular department or business)

Japan

Overseas

Beyond
2030

WORK & LIFE STYLE Company
2027

United for Growth 2027

Gain top share in 

targeted furniture and 

stationery markets 

around worldSales CAGR

+6%

EBITDA margin

14%
(1pt up from FY24)

While maintaining profit growth of 

existing businesses, develop new 

businesses (platform businesses, 

solutions/services).

Grow businesses in ASEAN and 

Australia. Growth should be organic 

(growing existing businesses) and 

inorganic (M&A).

Gain top share in targeted furniture 

and stationery markets in Asia

Sales CAGR

Approx +6%
EBITDA margin

Approx 15%

Sales CAGR

+10%

EBITDA margin

11%
(2pt up from FY24)

Sales CAGR

Approx +11%
EBITDA margin

Approx 11%

ṊBe global player in delivering 

experience value in work style, 

learning style, and homelife

ṊUse innovative technologies in 

business-supplies distribution 

to support growth of other 

businesses

Further boost growth and profitability 

of existing business with a combination 

of tangible products and intangible 

services (growth of furniture business 

is particularly important to sustain).

1 Roadmap to 2030 and Beyond

The 4th medium-term plan sets out major stepping stones: top share in target Asian markets by 2030, 

a top share in target markets around the world in the longer run, and maximum overall value.
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2027 2030

Ó¥500 bn

Sales

Ó¥55 bn
(Ó11%)

EBITDA

Growth CapEx

¥70.0 bn

* (Growth CapEx is 
separate from 
maintenance CapEx)

*over three years 

Further growth 

1

The new revenue standard has been retroactively applied to the 

net sales amount.

łה

EBITDA

Between now and 2027, we will allocate growth CapEx to drive sustained growth in EBITDA, contributing to 

our vision for 2030 and beyond.

Growing EBITDA to Improve Our Overall Value

Sales and EBITDA over the years Amounts in ¥100 million

Sales

¥430 bn

Sales

¥43 bn
(10%)

EBITDA
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China
(furniture, 

stationery, !?)

India
(stationery, !?)

Mainstay 

markets
Australia

(furniture, !?)

ASEAN
(furniture, 

stationery, !?)

Expand 

to/in

Stationery: 
Individuals

Interior: 
Services/solutions

Furniture: 
Teams

Wow-factor creation cycle

Growth in Japan Growth overseas

History of business expansion driven by experience-
value creation

Further expand experience value in work, 
studies, and homelife

Use M&As to penetrate Asian markets and build track 
record of growth

Use Japanese assets to expand experience 
value in new areas

Knowledge for experimenting and creating 
experience value

(knowhow related to e-commerce, live office, user community)

Area-specific knowledge shared between 
businesses

(Knowledge of areaôs 3Cs and sales channels, live office knowhow)

Bolster General / admin functions
(e.g. finance, HR, general affairs, legal affairs, risk management, IT systems, sustainability, internal auditing)

Wow-factor creation cycle

!?

2 Strategy to Expand the Reach of Our Experience Value 

We will expand the reach of our experience value in Japan and overseas, leveraging our forte (wow-factor 

creation cycle). 

Develop 
business 

model
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Business knowledge

deployed

Expanding the reach of our 

experience value
Progress

Expanding from 
furniture to interior 
design

ÅExperience of running live offices 
across Japan since 1969

ÅAbility to improve gross profit (sales 
price / COGS)

Expanding from manufacturing 
and selling furniture to 
services/solutions-based interior 
design

Chinese notebook 
business acquired

ÅAbility to develop value-added 
stationery

ÅAbility to improve gross profit (sales 
price / COGS)

ÅAbility to build channel partnerships

Expanding from high-value 
notebooks to schoolgirl 
stationery with compelling brand 
story

Indian paint tool and 
stationery maker 
acquired

ÅAbility to develop value-added 
notebooks and other value-added 
stationery

ÅAbility to build channel partnerships

Expanding from paint tools to 
value-added stationery for 
students

Huge lead over competitors in 
growth rate and profitability 

Sales CAGR of +15% (17ï23)

23 gross margin up 10 pt from 17 
level

Steady growth and profitability 
improvements following acquisition

Sales CAGR of +5% (14ï23)

Continuous improvement in sales 
productivity (sales per person)

Top-level share in industry, better 
profitability

Sales CAGR of +3% (13ï23)

23 gross margin up 12 pt from 13
level

2 Strategy to Expand the Reach of Our Experience Value 

Over the years, we have used our business knowledge to expand the reach of our experience value, driving 

business growth and profitability.


