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“Beyond the Boundaries of a Sogo Shosha”

Value Creation Beyond the Boundaries of a Sogo Shosha
Day 1 Recap:

Put transformation into practice toward global excellence: We will benchmark not 

against the sogo shosha sector but against the world’s leading companies in value 

creation. By humbly recognizing the gaps in our value-creation mechanisms and 

initiatives versus the world’s leading companies, we will sequentially introduce 

transformative measures to accelerate the growth of the Marubeni Group’s corporate 

value.

Concentrate management resources on winning strategies: Even today, the 

Marubeni Group possesses winning strategies and Strategic Platform Businesses that 

deliver results on par with leading global companies. We will propagate these winning 

strategies across the Group and concentrate management resources on them.

Stay true to the basics and uphold managerial discipline: We will maintain the 

discipline that has delivered 11% core operating cash flow growth since FYE 3/2020, 

while further reinforcing our business frontlines-oriented approach.
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Strategic Platform Businesses have been—and will remain—the primary drivers of core operating cash flow growth and capital efficiency.

These Strategic Platform Businesses stand shoulder to shoulder with the world’s leading companies.

Under GC2027, we will concentrate management resources on Strategic Platform Businesses with clear winning strategies.

Core Operating Cash Flow (COCF; Billion Yen)

Marubeni

World’s

Leading 

Companies

14.2%

Approx.

12%

Approx.

12x

Approx.

40x

Approx.

8%

Approx.

12%

Approx.

11%

363.8

606.6

91.4 

260.0 

87.6 

165.8 

FYE 3/2020 FYE 3/2025 FYE 3/2028

(Rough Estimate)

188.3

Consolidated COCF

6 Core Business Groups
(Strategic Platform Businesses)

Natural Resources

Strategic 

Platform 

Businesses 

Approx.

5%

Approx.

6%

FYE 3/2025

ROE
FYE 3/2025

ROIC
FYE 3/2025

ROA

Approx.

6%

Value Creation Beyond the Boundaries of a Sogo Shosha
Day 1 Recap:

Latest

PER

Strategic

Platform

Businesses

CAGR

Approx. 11%
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Value Creation Beyond the Boundaries of a Sogo Shosha
Day 1 Recap:

Transform the Marubeni Group into a strategic platform toward FYE 3/2031 

Under GC2027, concentrate management resources on winning strategies

Sales and Marketing Businesses

Infrastructure Investments 

+ Financing Businesses
（Stable Profits）

Competitive Natural Resources

Horizon 3 (Inorganic Growth)

Strategic Platform Businesses
(Growth Domains x 

High Added Value x Scalability)

Forward-looking Investments （Inorganic Growth）

Current ROIC and GDP Growth ROIC over 10％ and Growth over 10％

Shift to 

service-centric 

business model

Value chain 

expansion

Natural Resources
(Strengthening Competitiveness)

Infrastructure Investments 

+ Financing Businesses
(High Profitability)

Shareholders

Core Operating CF・Net Profit

(High ROE)

Shareholder Returns

Pursuit of 
the GCP 

Growth Driver 3 Strengthening organizational 

capabilities for value creation 

beyond the boundaries of a 

sogo shosha

Continuous 
Improvement of 

Existing Businesses

Growth Driver 1

Concentrate Management Resources on Winning Strategies

Divestments from 
Stagnant Businesses

Growth Driver 2

Strategic Capital 
Allocation and 

Growth Investment 
Strategy

Growth Driver 2

Past Towards FYE 3/2031
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Value Creation Beyond the Boundaries of a Sogo Shosha
Day 1 Recap:

We will benchmark PER and value-creation mechanisms not against the sogo shosha sector, 

but against the world’s leading companies, and put into practice transformations that close those gaps.

FYE 3/2020
Market Cap: 

Approx. 1tn

PER

FYE 3/2026
Market Cap:

Approx. 6.4tn

Sogo Shosha Sector

Size＝Market Cap

Profit / Cash Flow

PER:

Approx. 12.4x

PER: 

Approx. ６x

～FYE 3/2031
Market Cap:

Over 10tn
PER: 

Approx. 13x

Targeting global excellence 

by benchmarking against the 

world’s leading companies

Concentrating management 

resources on winning strategies



6© Marubeni Corporation All Rights Reserved.

Value Creation Beyond the Boundaries of a Sogo Shosha
Day 1 Recap:

⚫ Implemented strategy-driven procedures and management guidelines by business model

⚫ Strengthened deliberation process through the Investment and Credit Committee

⚫ Strengthened accountability

⚫ Strengthened commitment to achieving budget

⚫ Reviewed work processes and implemented productivity improvement measures

⚫ Introduced Group governance policy and clarified regulations

⚫ Implemented business guidelines and rigorous selection of projects

⚫ Reformed deliberation process

⚫ Strengthened PMI systems after investment

⚫ Strengthened the autonomy of group companies

⚫ Recruited executive management personnel

⚫ Improved Group governance structure

Continuous Improvement of Existing Businesses

Growth Driver 1

Strategic Capital Allocation and Growth Investment Strategy

Growth Driver 2

World’s Leading Companies in Value Creation

Multinational diversified companies, leading overseas 

investment companies, PE funds (long-term perspective)

～GC2018

GC2021･

GC2024

GC2027

Incorporating Best Practices +
Strengthening Organizational Skills to Create Value Beyond 

the Boundaries of a Sogo Shosha

⚫ Systematization and implementation of strategies

⚫ Strengthening value enhancing organizations

⚫ Professionalization of management personnel

⚫ Enhancing incentives

⚫ Strengthening business front lines; pursuit of a smaller 

HQ organization

⚫ Disciplined capital allocation

⚫ Clarification of winning strategies

⚫ Specialization of investment organizations

⚫ Further improvement of deliberation processes

We recognize our gaps as compared to the world’s leading companies as: (1) the systematization and 

disciplined execution of value creation initiatives; and (2) the further sophistication of investment deliberation.

We will execute the necessary transformations to close these gaps.
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Initiatives Beyond the Boundaries of a Sogo Shosha

Systemize DX as a core driver of strategic platform value creation, propagate it 

across the Marubeni Group, and pursue value enhancement. Leverage generative AI 

to upgrade headquarters functionality by improving operational efficiency and 

investment quality.

Continue to pilot investment implementation and value creation benchmarked 

against the world’s leading companies—not the sogo shosha sector (in progress 

since FYE 3/2023). Build new strategic platforms toward FYE 3/2031.

While executing our winning strategies in copper business—where supply–demand is 

expected to tighten going forward—we will expand the value chain and pursue 

strategic platformization. In parallel, we will work to reduce volatility in our resources.

As corporate value enhancement measures, reinforce our traditionally practiced failure-

scenario thinking (“always invert”), optimize the Group’s diversification effect of integrated 

risk management, and pursue a lower WACC.

Maintain a board and governance framework that enables disciplined, healthy 

discussions of corporate value enhancement, and ensure a rigorous, disciplined 

execution of the GC2027 capital allocation policy.

DX Strategy
- Transformation into Strategic 

Platform Businesses -

Next Generation Corporate 

Development Division
- Building New Strategic 

Platform Businesses -

Metal Resource Investments
- Execution of Winning Strategies 

and Transformation into 

Strategic Platform Businesses -

Risk Management
- Execution of Corporate Value 

Enhancement Initiatives -

Corporate Governance
- Process for Enforcing Capital 

Allocation Discipline -

Day 2 Focus:


