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Notes: 1. This Investors Guide contains descriptions that
include management plans, projections, strategies
and estimates that are not historical facts. Projections
of future performance are based on management
extrapolations from current data, but actual future
performance may differ materially from projections.

2. Yamazaki Baking Co., Ltd., prepares its accounts in
conformity with accounting principles and practices
generally accepted in Japan, which are different in
certain respects from the application and disclosure
requirements of International Accounting Standards.
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Management Policies and Strategies
S ince our establishment, we have aspired to deliver
excellent quality and outstanding service to consum-
ers as a tangible reflection of a long-standing corporate
philosophy that simply states, “Provide good quality at a
reasonable price. Put the customer first.” We do this
through the manufacture and sale of bread, sweet buns,
Japanese- and Western-style confectionery, biscuits, crack-
ers, sembei (rice crackers), processed bread, prepared
rice and processed noodles. To this end, we have always
emphasized ambitious technological developments and
a solid position from which to provide a stable supply of
superb products throughout Japan, striving thereby to con-
tribute to the health of the nation and achieve solid growth.

There is a growing awareness of food safety and secu-
rity among consumers and the public at large. In response,
since 2000, we have consistently reinforced food safety
and hygiene systems, embraced division-specific prod-
uct and marketing strategies, and promoted Nazenaze
Kaizen—a process of ongoing improvements guided by
why-why analysis through subcommittees—as business
management approaches to build on these food safety and
hygiene systems. We have also vigorously pursued devel-
opments in division-specific products and technologies,
and directed concerted efforts into providing products and
services that delight our customers.

To address changes in society and the business envi-
ronment of the 21st century, we are at present reemphasiz-
ing basic Yamazaki Baking management policies (general
and specific), guided by the proactive, forward-thinking
management theory of Peter Drucker, which focuses on
latent demand and the creation of demand through inno-
vation, from a perspective imbued with the customer-first
viewpoint of “embodying our mission to contribute to social
progress and cultural advancement through corporate
activities and create an independent and autonomous
organization that moves steadily toward achieving the
stated mission.” At the same time, to underpin these poli-
cies, we will embrace a Yamazaki style of management
appropriate for the 21st century that hinges on creat-
ing new value and new demand and fulfilling our social
mandate to move business forward. To this end, we will
be guided by founder Tojuro lijima’s prayer for Yamazaki
Baking to realize a lasting business model according to
God’s will while embracing the new Yamazaki spirit, which
requires us, from the perspectives of good quality, rea-
sonable prices and a customer-first viewpoint, to prepare
and deliver products ordered by suppliers for sale to their
customers, even if we face difficulties or challenges. We
will also take a scientific, rational and effective approach to
business management that builds on evidence-based food
safety and hygiene systems to practice, execute and verify
division-specific product and marketing strategies, in which
all work begins with sowing seeds in accordance with the

teaching of “The Way to Life,” as well as Nazenaze Kaizen
through subcommittees.

With regard to specific approaches to the operation of
our businesses, we will adhere to nihon-date-no-5S, which
combines the five-question business self-assessment
tool created by management expert Peter Drucker and
employed by plant management to oversee operations
in each department, with “5S activities” used by plant
employees to target efficient work spaces and work flows.
(The “S” in “5S activities” corresponds to five Japanese
words starting with “s”: seiri, seiton, seiso, seiketsu and
shitsuke.) We will also link division-specific product and
marketing strategies that follow the teaching of “The Way
to Life” with Peter Drucker’s five questions, asking not only
“What is our mission?” but also “What is my mission?” and
promote integrated production and marketing activities.
These efforts will reinforce internal management structures
and establish an independent framework for cooperation
in each division. Going still further, we will strive to practice,
execute and verify the effectiveness of daily operations by
holding fast to the Yamazaki spirit, which prioritizes qual-
ity, through products and services, under the corporate
philosophy of providing good quality at a reasonable price
and putting the customer first, and by following the teach-
ing of “The Way to Life,” which directs us to “embrace
change and create new value and new consumer demand
by applying inherent wisdom and knowledge.” Sustained
adherence to these principles and methodologies is sure to
yield steady improvements in our business results.

To achieve sustained growth and higher corporate
value in the medium to long term, we will maintain a robust
approach to capital investment and strive to secure a sta-
ble financial footing, raise profitability and improve capital
efficiency. Specifically, we will prioritize resilience in a com-
petitive industry environment and, seeking enhanced oper-
ating efficiency, we will set a consolidated ordinary income
margin of 4% or higher as a performance target, and con-
solidated return on equity at 7% or higher as a key perfor-
mance indicator. In addition, our basic policy on returns to
shareholders calls for a stable dividend underpinned by a
consolidated payout ratio of 30%. We will continue to aim
for a higher dividend through improved profitability while
pursuing a flexible approach to treasury stock buybacks.

Regarding appropriation of profits, we will take a com-
prehensive view, assessing each fiscal year’s operating
results and business development goals, while maintaining
the necessary internal reserves to reinforce our operating
foundation. At the same time, we believe firmly in providing
stable returns to shareholders, aiming for a dividend payout
ratio of 30%.

With this in mind, we will continue to earmark internal
reserves to expand production facilities, strengthen our dis-
tribution and sales systems, and cultivate new businesses.
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Fiscal 2024 in Review and Outlook for Fiscal 2025

Fiscal 2024 in Review

The overall economic environment in Japan during fiscal 2024,
ended December 31, 2024, was mixed. Business conditions
maintained a gradual recovery tone, buoyed by such fac-
tors as better employment and income news and a favorable
shift in capital investment. But challenges persisted, notably,
sluggish growth in real wages, which weakened personal
consumption.

In the bread and confectionery sector, rising prices caused
consumers to be more protective of the lifestyle they had
become accustomed to and heightened their desire for sav-
ings and low prices. Against this backdrop, we had to deal
with higher prices on raw materials, especially oil and fat as
well as dairy products, and packaging, which compounded
the impact of higher operating expenses, particularly labor and
logistics costs. These conditions created a challenging operat-
ing environment. Meanwhile, in retail undertakings, namely, at
convenience stores and bakery operations, sales maintained
a positive trajectory, driven by an increase in foot traffic and a
growing number of inbound tourists. Sales of rice balls, freshly
baked bread and other popular items shifted in a favorable
direction. But here too higher expenses, especially labor costs,
made for a difficult operating environment.

Under these conditions, the Yamazaki Baking Group
adhered to the teaching of “The Way to Life” and worked
to enhance the quality of mainstay products by promoting
division-specific product and marketing strategies that inte-
grate sales and production activities from the perspective
that all work begins with sowing seeds of endeavor, along
with Nazenaze Kaizen—a process of ongoing improvements
guided by why-why analysis—led by subcommittees. Efforts
were also directed toward enriching the lineups of products
in low-price ranges under a two-tier (high- and low-price
range) strategy as well as a three-tier (high-, low- and middle-
price range) strategy. At the same time, the Group worked to
improve business performance by leveraging a scrupulous
product lineup to meet the changing needs of customers. This
approach included an initiative centering on female employees
in charge of product development with an emphasis on value-
added products.

In July 20283, Yamazaki Baking revised prices on bread
products and, aware that the benefits achieved by this revision
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would fade at some point, took steps to sow seeds for the
future. The Company secured new technology that fundamen-
tally improved the quality of mainstay Double Soft, relaunch-
ing the product in January 2024. Sales of Double Soft grew,
fueled by good reviews from customers. Intent on expanding
category sales, Yamazaki Baking applied the new technol-
ogy more widely, not only to brands in the bread business—
Cho-Hojun, Morning Star, Sweet Bread and sandwich bread—
but beyond, including manju (steamed cake with filling),
hotcakes and chukaman (Chinese-style buns served warm).

The Yamazaki Baking Group maintained COVID-19 infec-
tion prevention measures based on evidence-based food
safety and hygiene systems, to prevent any disruption to
the stable supply of products while working to reinforce the
labor safety and health management system. At the head
office, Yamazaki Baking established the Basic Committee
for Promotion of Labor Safety and Health to identify issues
related to labor safety and health, investigate the causes of
such issues, hold discussions and decide concrete meas-
ures to address these issues. The committee thus forms the
backbone of a structure through which the head office and
every plant work together to resolve concerns. Also, in the
past, the safety logbook kept at each plant was used to track
employee reports on such incidents as short-term stoppages,
machine trouble and near misses at manufacturing sites daily,
weekly and monthly. The information in the logbooks was
then used to preclude or minimize the occurrence of such
incidents. As a complement to this approach, the Company
established nihon-date-no-roudou-anzen-eisei-kanri-taisei —
a two-pronged labor safety and health management system —
comprising 1) use of safety logbooks to track short-term
stoppages, machine trouble and near misses at manufactur-
ing sites, which are reported by employees daily, weekly and
monthly, and to facilitate improvements, and 2) efforts to
eliminate or at least reduce risks through risk assessment of
machinery and equipment at the head office and every plant,
along with daily safety patrols and safety education led by
managers and supervisors on-site. The goal is to realize a safe
and secure workplace while paving the way toward enhanced
business results.

As part of the project to improve retail operational
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Fiscal 2024 in Review and Outlook for Fiscal 2025

performance, Daily Yamazaki and bakery operations were
tasked with boosting the accuracy of daily business activi-
ties by applying a management method to evaluate business
daily, weekly and hourly to pinpoint problems, investigate their
causes and then implement appropriate measures. Targeting
higher profitability, Yamazaki Baking was keen for retail opera-
tions to leverage product development by female employees in
charge of product development in collaboration with the stra-
tegic product development promotion team in the retail opera-
tions division. Further, to achieve better business results, other
measures, including the use of frozen dough with improved
quality thanks to new technology, were implemented to boost
product quality overall.

Consolidated business results for fiscal 2024 showed
year-on-year improvement in sales and income. Net sales
rose 5.9%, to ¥1,244,488 million; operating income climbed
23.6%, to ¥51,873 million; ordinary income jumped 23.7%, to
¥56,305; and profit attributable to owners of parent increased
19.4%, to ¥36,015 million. These results reflect a favorable
shift in sales of Yamazaki Baking’s sweet buns on a noncon-
solidated basis and better results by consolidated subsidiaries.

Outlook for Fiscal 2025

A look at the domestic economy shows that Yamazaki Baking
anticipates a rally in personal consumption and a gradual
recovery in business conditions, driven by domestic demand.
However, in the bread and confectionery sector, the operating
environment is likely to remain difficult. Against the backdrop
of customers’ firmly rooted desire for savings and low prices,
the Yamazaki Baking Group will have to deal with rising prices
on raw materials, including chocolate, as well as packaging,
and higher operating expenses, particularly labor and logistics
costs.

Under these conditions, Yamazaki Baking revised the
prices of some products in the bread, sweet buns and
Japanese- and Western-style confectionery categories, effec-
tive with shipments on January 1, 2025. With price revisions,
the Company will feature a scrupulous product lineup empha-
sizing enhanced quality and higher standards on mainstay
products as well as new budget-friendly products that filled in
the blank in the price range formerly occupied by the products
whose prices were raised. Other activities include consumer
campaigns, such as the Yamazaki Spring Bread Festival,
designed to boost sales volume.

The Yamazaki Baking Group remains committed to the
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teaching of “The Way to Life” and will strive to enhance prod-
uct quality by promoting division-specific product and market-
ing strategies that integrate sales and production activities
from the perspective that all work begins with sowing seeds of
endeavor, along with Nazenaze Kaizen—a process of ongoing
improvements guided by why-why analysis—led by subcom-
mittees, and by applying new technologies. Emphasis will also
be placed on efforts to promote a scrupulous product lineup
using a two-tier (high- and low-price range) strategy as well
as a three-tier (high-, low- and middle-price range) strategy
to meet changing customer needs and create new value and
new demand. Additionally, Yamazaki Baking will enhance and
further reinforce nihon-date-no-roudou-anzen-eisei-kanri-
taisei—the two-pronged labor safety and health management
system—to realize a safe and secure workplace and steadily
improve business results.

For Daily Yamazaki and bakery operations, the goal is to
meticulously apply the management method to evaluate busi-
ness daily, weekly and hourly under the project to improve
retail operational performance and strive to boost the accuracy
of daily operations. In addition, Yamazaki Baking wants to see
higher profitability and will emphasize product development by
female employees in charge of product development in col-
laboration with the strategic product development promotion
team in the retail operations division.

Division-specific product and marketing strategies are
described below.

In the bread business, Yamazaki Baking is keen to expand
sales of Royal Bread, which got a quality boost in January
2025 thanks to new technology. The Company will encour-
age stores to highlight the quality of Royal Bread and allocate
an area on the sales floor for the brand to attract customers’
eyes. The Company will also strive to expand sales of Double
Soft, focusing on two- and three-slice packages as well as
a health-conscious variety made with whole wheat flour. In
addition, the Company is looking to increase the number of
stores handling Cho-Hojun as a series, with an emphasis on
a health-conscious, reduced-salt variety and a rye flour variety
that debuted in February.

In the sweet buns business, Yamazaki Baking will strive to
boost the quality of mainstay products, raise product stand-
ards and also enrich the category lineup, especially the Kokyu
(high-end) series and Coppepan (a type of bread roll with
different kinds of filling). At the same time, the Company will
leverage new product development consistent with a two-
tier (high- and low-price range) strategy as well as a three-tier
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(high-, low- and middle-price range) strategy. The Usukawa
series will be expanded with additional savory side-dish fillings,
and Lunch Pack will be made even more deliciously appealing
with sandwich bread of a higher quality thanks to new tech-
nology. Attention will also be directed toward developing an
assortment of new fillings and a wider lineup in each price tier.
These efforts should lead to higher sales.

In the Japanese-style confectionery business, Yamazaki
Baking will boost the quality of mainstay products through
new technology. At the same time, the Company will pro-
mote a two-tier (high- and low-price range) strategy as well
as a three-tier (high-, low- and middle-price range) strategy
and pursue new product development attuned to market
trends and customer needs with a focus on chilled products
and items that are a cross between Japanese and Western
confectioneries. New products will reflect the input of female
employees in charge of such development activities. These
efforts should lead to higher sales.

In the Western-style confectionery business, Yamazaki
Baking will enrich the selection of two-serving packages of
cakes and improve Premium Sweets while enhancing the
quality of mainstay Swiss rolls and snack cakes by applying
new technology. In addition, the Company will expand the
lineup of products in each price tier and leverage develop-
ment of new products by female employees in charge of such
development activities, including items for sale at convenience
stores. These efforts should lead to higher sales.

In the processed bread, prepared rice and processed noo-
dles business, the emphasis will be on developing products
matched to changing customer needs. A concurrent emphasis
will be on creating sandwiches made with bread of a higher
quality thanks to new technology, creating a better selection
of rice balls and increasing the number of stores handling
mainstay products such as hamburgers wrapped in washi
(Japanese paper) and the Kodawari series, an assortment of
stuffed rolls featuring familiar ingredients, such as a hot dog
or pan-fried noodles, that provide customers a satisfying and
delicious snack. These efforts should lead to higher sales.

In the biscuits, crackers, sembei (rice crackers) and other
merchandise business, the goal is to expand sales by lever-
aging category-specific brand strategies built on the featured
product lines of each Group company.

In the Daily Yamazaki convenience store business, activi-
ties are driven by the concept that all work begins with sowing
seeds of endeavor, in line with “The Way to Life.” An integrated
approach by sales and product divisions will support efforts to
create new value and new demand, fueling progress toward
a recovery in business performance. In addition, the head-
quarters division overseeing Daily Yamazaki operations will
play a central role in efforts to develop competitive products
with a uniquely Daily Yamazaki appeal in collaboration with
the strategic product development promotion team. The divi-
sion will also work closely with all plants to promote projects
such as renovation work at existing stores to create a uniquely
Yamazaki-style atmosphere that should lead to improved prof-
itability at all Daily Yamazaki stores.

Given the factors described above, the consolidated
performance outlook for fiscal 2025 sees net sales of ¥1,275
billion, operating income of ¥55 billion, ordinary income of
¥58.5 billion and profit attributable to owners of parent of ¥37
billion.
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I A MRISEERELE Percentage of Net Sales by Segment
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I X FRIEZFIR® Operating Income by Segment

BmEx PREEE
Food business Retail business
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I A MRIGELE Net Sales by Segment
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(BAH) (Milions of yen)
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I AV MRIEEEE Number of Employees by Segment
BmEX PIPEE=ES W zDfthEz
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2020 2021 2022 2023 2024 2020 2021 2022 2023 2024
TIXVMRISEES  Net Sales by Segment (E75F9)  (Milions of yen)
FBRTED 12 B 31 BICET UZEE  Years Ended December 31 2020 2021 2022 2023 2024
BmEE Food business ¥ 952,178 ¥ 980,599 ¥1,002,148 ¥1,093,762 ¥1,153,504
PiRGiE=E S Retail business 49,350 59,494 61,657 67,952 76,200
ZDhEZE Other businesses 13,213 12,878 13,203 13,847 14,783
a5t Total ¥1,014,741 ¥1,052,972 ¥1,077,009 ¥1,175,562 ¥1,244,488
TIAV MRIEEFIEE  Operating Income by Segment (B75F)  (Milions of yen)
BRRED 12 B 31 HICKTUEE  Years Ended December 31 2020 2021 2022 2023 2024
BmEx Food business ¥18,582 ¥20,027 ¥22,326 ¥40,704 ¥49,796
PiRGE=E Retail business (3,892) (4,193) (8,101) (1,789) (1,235)
TDfthEEZE Other businesses 2,365 2,154 2,427 2,682 3,017
SHEX F2H Elimination and corporate 383 371 380 364 294
a5t Total ¥17,438 ¥18,359 ¥22,032 ¥41,962 ¥51,873
TIA RRIEEESE  Number of Employees by Segment (A (No. of employees)
FRTED 12 B 31 BICET UZEE  Years Ended December 31 2020 2021 2022 2023 2024
BmEE Food business 27,331 30,490 30,107 30,554 31,008
PR EEES Retail business 822 907 891 899 907
ZFDhEZE Other businesses 1,090 1,130 1,212 1,272 1,478
a5t Total 29,243 32,527 32,210 32,725 33,393

E
J
X
4
~
]
R

(%)
D
«Q
3
(]
=]
-
=3
=
o
=
3
=
o
=




I AT MMER

Segment Information
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Food Business
Net sales: ¥1,153,504 million, up 5.5% from fiscal 2023
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Bread
(Net sales: ¥114,088 million, up 5.1% from fiscal 2023)

In the bread category, sales of mainstay Royal Bread were
up, complemented by a significant increase in sales of
Double Soft, which got a quality boost from new technol-
ogy in January. Sales of bread in the low-price tier such as
Sweet Bread and Morning Star, as well as half-size por-
tions of mainstay products, were also good, contributing
to a year-on-year increase in category sales.
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Sweet Buns
(Net sales: ¥464,844 million, up 7.3% from fiscal 2023)

In the sweet buns category, sales of mainstay sweet
buns such as Coppepan (a type of bread roll with differ-
ent kinds of filing), Marugoto Sausage (a whole sausage
inside a bun) and Mini Snack Gold (a Danish-like pastry
wheel with pin-striped icing), grew, along with sales of
products in the low-price tier, including the Donuts Station
series, the Zusshiri series (loaded with extra filing) and the
Usukawa series of multiserving packages of buns burst-
ing with delicious ingredients, boasting a new lineup of
side-dish filings, including egg salad. Category sales were
significantly higher year on year.
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Net sales in the Food Business segment rose 5.5%
from those of fiscal 2023, to ¥1,153,504 million, and
operating income rose 22.3%, to ¥49,796 million.

Japanese-Style Confectionery
(Net sales: ¥76,627 million, up 3.8% from fiscal 2023)

In the Japanese-style confectionery category, sales
of kushi-dango (skewered rice dumplings) and manju
(steamed cakes with filling) were brisk, complemented
by growth in demand for mushi pan (light and fluffy
steamed cakes), with particular contributions from
mainstay Hokkaido Cheese Steamed Cake and the
Yamazaki Steamed Cake series in the low-price tier.
Sales of chilled products, including Cream Tappuri
Nama Dorayaki (pancake sandwich generously filled
with whipped cream and red bean paste) also grew,
contributing to a year-on-year increase in category sales.

Western-Style Confectionery
(Net sales: ¥157,251 million, up 3.5% from fiscal 2023)

In the Western-style confectionery category, wider
demand for mainstay two-serving packages of cakes
and Marugoto Banana, a whole banana wrapped in a
thin, round slice of sponge cake, was complemented
by a favorable shift in sales of snack cakes such as
Ichigo Special, which features layers of strawberry cream
and whipped cream between layers of sponge cake,
and Swiss rolls such as 5-Slice Roll Cake. Products
for convenience stores also attracted attention, further
contributing to higher category sales year on year.
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Segment Information

Processed Bread, Prepared Rice and Processed
Noodles (Net sales: ¥158,022 million, up 3.3%
from fiscal 2023)

In the processed bread, prepared rice and processed
noodles category, sales of rice balls and sandwiches from
Sun-Delica Co., Ltd., increased, and sales of processed
noodles from Daitoku Shokuhin Co., Ltd., also moved
in a favorable direction, underpinning a year-on-year
improvement in category sales.

———

Biscuits, Crackers, Sembei and Other Merchandise
(Net sales: ¥182,670 million, up 5.5% from
fiscal 2023)

In the biscuits, crackers, sembei (rice crackers) and other
merchandise category, sales of core products from com-
panies in the category were favorable, with notable contri-
butions by Country Ma’am cookies from Fujiya Co., Ltd.,
Chip Star (potato chips) from Yamazaki Biscuits Co., Ltd.,
and Poteco (potato snacks) from Tohato Inc., pushing
category sales up year on year.
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Retail Business

Net sales: ¥76,200 million, up 12.1% from
fiscal 2023
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In Daily Yamazaki convenience store operations, the
emphasis was on developing competitive products that
draw on the expertise of female employees in charge
of product development in collaboration with the stra-
tegic product development promotion team. Products
included Daily Hot items and additions to Lunch Pack
Oomori, a version of the original series but one loaded
with extra filling. Efforts were also directed toward mak-
ing Yamazaki Baking’s very own convenience store
chain much loved by its customers. In addition, under
the “Matsudo-Suginami dominant project,” the retail
business focused on Daily Hot, an in-store, food-
preparation system, seeking to improve profitability
and quality, with the latter achieved with new technol-
ogy that uses frozen dough. The retail business also
encouraged renovations to create a uniquely Yamazaki-
style atmosphere. As a result, net sales at all stores
across the chain rose year on year, and net sales of the
Daily Yamazaki convenience store business were up,
reflecting an increase in the number of directly operated
stores.

As of December 31, 2024, the convenience store
network stood at 1,290 stores, down 25 year on year.
A breakdown of the total number by store type shows
Daily Yamazaki had 1,004 stores, down two; New
Yamazaki Daily Store had 277 stores, down 21; and
Yamazaki Daily Store had nine stores, down two.

All told, the retail business generated net sales of
¥76,200 million, up 12.1% year on year. The operating
loss was ¥1,235 million, compared with ¥1,789 million
a year earlier.
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Other Businesses

Net sales: ¥14,783 million, up 6.8% from
fiscal 2023

ZDMEBRICOERUCE. T LERF147{E83EFM (I8
HALE106.8%). EZFFIIIE30E17EHM (Ha1HALE112.5%)
=38~ ) fal

Net sales from other businesses reached ¥14,783 mil-
lion, up 6.8% year on year. Operating income climbed
12.5%, to ¥3,017 million.
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