
266.1 273.4 280.1

355.0
325.0

356.1
414.3

525.5

660.0

2018 2019 2020 2021 2022 2023 2024 2025 2026 (Forecast) (FY)

50 50 50 50 50 51 58
74

93

Dividend per share (Yen) Net income (Billion yen)

FY2025 Target
FY2025 Actual FY2026 Target

(Announced in May 2026)Initial Target
(Announced in May 2025)

Revised Target
(Announced in February 2026)

Net income 470 billion yen 500 billion yen 525.5 billion yen 660 billion yen

ROE
(based on shareholders’ equity)

4.7% or more — 5.30% 6.4% or more

OHR (basis including gains (losses)  
on money held in trust) 

59% or less — 55.51% 51% or less

CET1 (Common Equity Tier 1)  
ratio (International Standard)*

Approximately 10%
(Target level in normal times)

— Fully implemented: 9.85%
Transitional: 11.03%

11%–13%
(Target range in normal times)
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PBR 0.97

Japan Post Bank Other financial institutions

0.0

0.3

0.6

0.9

1.2

1.5

FY2020 FY2025FY2024FY2023FY2022FY2021

0.45 0.48
0.56

0.83

1.03

1.28

0.35 0.36
0.41

0.61 0.60

0.97

Japan Post Bank
Average of Japan’s major banking groups*2

(times)

1 Management Message

It has been one year since I wrote in last year’s Integrated 
Report that we would continue to communicate the 
directions indicated by our compass and the specific path 
forward through our disclosures and investor relations 
activities.

We have now embarked on the new Medium-term 
Management Plan. Covering the period from fiscal 2026 
through fiscal 2028, this plan marks a major turning point for 
the Bank.

Under the new Medium-term Management Plan, we 
established our Medium- to Long-term Vision, which defines 
where we aspire to be 15 years from now, based on a back 
casting approach rooted in our Purpose and Management 
Philosophy while taking into account changes in the internal 
and external environment surrounding the Bank.

This vision comprises two aims. The first is to become 
Japan’s leading comprehensive financial platform, providing 

financial products and services anytime and anywhere across 
Japan through both physical and digital channels in response 
to the increasingly diverse needs of our customers. 

The second is to become a leading global market player, 
achieving an optimal portfolio and earnings profile while 
also developing an asset management business, supported 
by approximately 180 trillion yen in deposits entrusted to us 
by roughly 120 million customers through our nationwide 
post office and branch network. 

Together, these two aims represent the destination 
indicated by our compass.

We will move forward with all officers and employees 
united as one, working together toward the achievement of 
these visions. 

For further details on the new Medium-term Management 
Plan, please also refer to page 28.

During fiscal 2025, the global economy remained primarily 
resilient, led by the United States, even as uncertainty 
stemming from U.S. tariff policies persisted. In Japan, the 
economy continued its gradual recovery, supported in part 
by a rebound in domestic demand, leading the Bank of 
Japan to raise its policy interest rate in December 2025.

Meanwhile, the escalation of tensions in the Middle East 
since February 2026 has made the outlook for the 
macroeconomic environment even more difficult to predict. 
While changes such as the domestic interest rate 
environment have created tailwinds for financial institutions, 
they have also heightened the importance of risk 
management – specifically being prepared for shifting waves 
of geopolitical and other risks.

Going forward, we will continue to steer the Bank with 
care as we navigate an ever-changing business environment. 

In response to rising domestic interest rates, the Bank 

steadily shifted assets from deposits with other institutions 
into Japanese Government Bonds, while continuing to invest 
in risk assets with appropriate risk controls in place and in 
line with changing market conditions. 

As a result, net income reached 525.5 billion yen, marking 
a record high for the third consecutive year since our listing. 

The dividend per share amount has increased steadily, 
rising from 51 yen in fiscal 2023 to 58 yen in fiscal 2024 and 
reaching a record-high 74 yen in fiscal 2025. 

In addition, from December 2025 through March 2026, 
we conducted share buybacks aimed at enhancing 
shareholder returns and improving capital efficiency. 

I believe our ability to achieve steady earnings growth 
while strengthening shareholder returns accordingly 
provided a solid foundation as we embarked on the new 
Medium-term Management Plan.

Charting a course toward 
higher corporate value  
by maximizing returns  
for all stakeholders

Senior Managing Executive Officer  

Makoto Shinmura

Message from the CFO

Embarking on the new Medium-term Management Plan (FY2026 through FY2028)

Looking back on fiscal 2025: the departure point for the new Medium-term Management Plan

As CFO, responsible for financial and capital strategy, I am 
expected to serve as a navigator, supporting the Bank’s 
growth through appropriate financial strategies and helping 
to enhance sustainably corporate value amid a changing 
business environment.

In fiscal 2025, we achieved profit growth for the third 
consecutive year, and our price-to-book (P/B) ratio 
temporarily rose above 1.0x. However, we continue to lag 
behind Japan’s major banking groups.

I recognize that enhancing corporate value remains a 

work in progress and continues to be a significant 
management challenge. 

We analyze our price-to-book (P/B) ratio by breaking it 
down into return on equity (ROE) and the price-to-earnings 
ratio (PER). As shown in Figure 3, we believe it is necessary to 
first raise our ROE, which currently lags behind those of 
Japan’s major banking groups.

The new Medium-term Management Plan is also a plan to 
significantly enhance corporate value by pursuing the 
realization of our Medium- to Long-term Vision.

Sustainable enhancement of corporate value at the heart of management

* �Based on the finalization of Basel III framework and excluding unrealized gains on available-for-sale securities. (fully implemented basis for FY2025 and FY2026 targets)

Figure 1

  Financial performance v.s. targets (consolidated)

Figure 2

  Net income and dividend per share (consolidated)

*1 �Calculated based on the stock price and net assets per share at the end of each 
fiscal year. Fractions less than one unit are rounded to the nearest whole number. 

*2 �Simple average of Mitsubishi UFJ Financial Group, Mizuho Financial Group, and 
Sumitomo Mitsui Financial Group. * ROE is based on shareholders’ equity.

* Data for Japan Post Bank are shown on a time-series basis.
* �Other institutions include commercial banks, regional banks, etc. 

Prepared based on publicly available information.

Figure 3

  �Correlation between PBR (Price Book-value Ratio) and ROE 
(Comparison with other banks) (consolidated)

Figure 4

  PBR*1 (consolidated)

M
anagem

ent M
essages

1

Introduction

2

Value Creation Story

3

For Sustainable G
row

th

5

M
anagem

ent Base and 
G

overnance

6

G
row

th Strategies—
N

ew
 M

edium
-term

 M
anagem

ent Plan

4

D
ata &

 Perform
ance 

H
ighlights

7

10 11JAPAN POST BANK Integrated Report 2026 JAPAN POST BANK Integrated Report 2026



ROE

PER

Improving profitability

Improving market expectations

Targeting approximately 10% by FY 2028 through 
the execution of our business strategies

Achieving sustainable growth and reducing 
the cost of shareholders’ equity

(Reference) Cost of shareholders’ equity
• We estimate our cost of shareholders’ equity to be approximately 6%–8%, 

based on multiple methodologies, including the Capital Asset Pricing Model 
(CAPM) and earnings yield analysis.

• We will continue to conduct multifaceted analyses and strengthen dialogue 
with the capital markets as we work to reduce the cost of shareholders’ equity.

Reducing the cost of shareholders’ equity
• Achieving stable growth and enhancing shareholder returns through 

reduced earnings volatility
• Appropriately addressing business risks, including cyber risks, money 

laundering, etc.
• Reducing gaps with the capital markets through enhanced investor relations 

activities

Improving expected growth rate
• Sustainable profit growth through execution of the four business strategies 

and acceleration of growth through human capital management and 
corporate culture reforms

• Contributing to realization of a sustainable environment and vibrant local 
communities through ensuring access to financial platforms and through 
investment and financing activities

Assets

Liabilities

Net Assets
（equity）

Income

Profit

Expenses

Improving 
risk/return
• Shifting from deposits 

to Japanese 
Government Bonds 
(JGBs)

• Improving the 
investment efficiency 
of risk assets

Appropriate capital control
• Maintaining financial soundness
• Shareholder returns 

(including progressive dividends)
• Growth investments (with a 

focus on investment discipline)

Strengthening 
the customer 
base
• Maintaining deposit 

stickiness through the four 
business strategies

• Disciplined cost control in an 
inflationary environment

• Improving productivity through the 
use of AI and other technologies

• Expanding net interest 
income through 
improvements in 
risk/return

• Expanding net fees and 
commissions through a 
diverse range of 
financial services

PL

BS

Maximizing 
profit and returns 
under appropriate 

capital 
management

Enhancing 
PBR

PBR = ROE × PER*

• Increased interest income from 
Japanese government bonds 

• Higher earnings from short-term 
assets due to rising short-term 
yen interest rates, etc.

(billion yen)

FY2025
(Actual)

FY2028
(Target)

Net ordinary income

Over 1,400.0
G&A expenses

Approx. (100.0)

Net ordinary income
759.1

Over 600.0

Yen interest rate assets

Over 200.0

Risk assets

Over 10.0

Net fees and commissions

Net income
525.5

Net income
Over 1,000.0• Increased earnings from 

private equity and real 
estate

• Increased earnings from 
foreign bond investment 
trusts, etc.

• Increased use of various 
remittance services

• Increased in balance of 
Asset management 
products, etc.

(billion yen)

FY2025
(Actual)

FY2026
(Target)

FY2028
(Target)

OHR
55.5% Approx.

40%
51%
or less

997.0
Approx.

1,050.0

946.4 +1.0

+16.0

+14.0 +1.0
+11.0

+8.0

Personnel 
expenses

System 
expenses*2

Strategic 
growth 

investments*3

Outsourcing 
fees paid to 
Japan Post 
Co., Ltd.

Contributions to 
the Organization 

for Postal 
Savings, Postal 
Life Insurance 

and Post Office 
Network

Others

Although G&A 
expenses are 
expected to 

increase, OHR is 
projected to decline 

as a result of 
earnings growth.

1 Management Message

Under the new Medium-term Management Plan, we have 
set targets of approximately 10% ROE and net income of 
more than 1 trillion yen by fiscal 2028, representing a non-
linear earnings growth trajectory that significantly exceeds 
our historical growth trend.

These earnings targets were established based on the 
environment surrounding the Bank and the challenges we 
face. They are not easily attainable low hurdles but rather 
targets that all officers and employees must work together to 
achieve.

The key to achieving these ambitious targets lies in the 
steady execution of the four business strategies set forth in 
the new Medium-term Management Plan.

Through our nationwide network of post offices and 
branches, we hold approximately 180 trillion yen in deposits 
entrusted to us by approximately 120 million accounts, 
primarily held by individual customers. As such, our first 
priority is to further strengthen this customer base.

Under the Digital Payment Business Strategy, we will 
strategically leverage the Yucho Bankbook App, which is 
used by more than 16 million customers, to offer services 
that are not only safe, secure, and convenient, but also 
provide beneficial services to customers.

Under the Consulting Business Strategy, we will expand our 
range of products and services, including through partnerships 
with external companies, and deliver services through an 
integrated mix of physical, remote, and digital channels.

Through these initiatives, we aim to become the financial 
institution of choice for our customers, while expanding Net 
fees and commissions and strengthening our customer base. 

The Market Operations and Asset Management Business 
Strategy is designed to maximize the Bank’s earnings 
through the management of funds entrusted to us by our 
customers. 

Benefiting from rising domestic interest rates, earnings 

from yen interest rate assets, including Japanese 
Government Bonds, are increasing at an accelerated pace. At 
the same time, we will continue to invest in risk assets with a 
focus on risk/return, utilizing indicators such as return on 
risk-weighted assets (RORA). 

In April 2026, we established Japan Post Bank Asset 
Management Co., Ltd. to leverage the investment expertise 
we have cultivated over the years and take on the challenge 
of developing an asset management business. By combining 
the respective strengths of JP Asset Management Co., Ltd., 
which has supported asset building for individual customers, 
and Japan Post Investment Corporation, which has 
developed a business serving institutional investors primarily 
through private equity fund investments, we will respond to 
growing momentum toward establishing Japan as a leading 
asset management center.

Under the Regional and Corporate Solutions Business 
Strategy, we will further expand our domestic private equity 
investment activities, centered on Japan Post Bank Capital 
Partners Co., Ltd., while strengthening our corporate customer 
base through collaboration with regional financial institutions 
and the enhancement of services for corporate clients.

We believe the steady execution of these four business 
strategies will serve as the driving force behind improving 
the “R” in ROE.

In addition to improving earnings power through the 
execution of our business strategies, disciplined cost control 
is essential to improving ROE.

We will continue to invest in cybersecurity and AML/CFT/
CPF,* which are critical areas underpinning the Bank’s 
credibility, while also making proactive strategic investments 
in productivity-enhancing initiatives, including AI.  

We will also continue to invest in human capital, including 
improving employee compensation and benefits. 

Throughout the period covered by the new Medium-term 
Management Plan, we will limit the overall increase in 
expenses to approximately the rate of inflation (around 3% 
per year). By balancing efficiency and growth, we aim to 
achieve an overhead ratio (OHR) of approximately 40%.

Sustainably improving ROE: Achieving our ambitious earnings targets

Steady execution of our business strategies

Cost control

* Anti-money laundering, countering terrorist financing, and countering proliferation financing.

As shown in Figure 5, the four business strategies presented 
in the new Medium-term Management Plan, together with 
the initiatives to strengthen the management foundation 
that support them, will contribute directly to improving ROE 
and increasing PER.

I believe that when every officer and employee fulfills the 
role expected of them at every level of the organization, it 
will not only enhance corporate value but also create a 
positive impact on society, ultimately benefiting all 
stakeholders, including shareholders and employees.

Figure 5

  Cycle for sustainable enhancement of corporate value

Figure 6

  Profit roadmap

Note: The FY2026 (Target) figure does not equal the FY2025 (Actual) figure plus the sum of increases and decreases due to rounding and other factors. 
*1 Based on operating results including gains (losses) on money held in trust.
*2 Excluding system expenses associated with strategic growth investments.
*3 �Expenses related to growth investments associated with the promotion of business strategies and enhancement of management foundations under the new Medium-term Management Plan.

Figure 7

  Expense plan (G&A expenses and OHR*1)

Message from the CFO

* PBR = ROE × PER = ROE
(Cost of shareholders’ equity − Expected earnings growth rate)
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Set the target range for the CET1 ratio in normal times at 11%–13%.

Pursue optimal 
balance

Shareholder returns

Financial soundness Growth investments
Ensure sufficient financial soundness, 

considering factors such as 
environmental changes and the Bank’s 

portfolio characteristics

Make investments (including 
inorganic) for further profit growth, 

taking factors such as capital 
efficiency into consideration

Ensure financial soundness and 
secure the capital needed for 

growth investments, while 
aiming to further enhance 

shareholder returns

Capital management policy (CET1 ratio perspective) Capital allocation (outlook for CET1 ratio)

• Aggressive growth investments
• Implement additional shareholder returns such as share 

repurchases
• Examine resuming interim dividends and implementing 

special dividends, etc.

• Control risk-weighted assets
• Continue stable dividends

• Capital accumulation

(while considering additional shareholder returns, such as share 
repurchases, based on the outlook for future capital surplus)

• Continue progressive dividends
• Examine additional shareholder returns such as 

share repurchases
• Growth investments and capital management 

within the target range

13%

CET1
ratio*1

11%

Net income

Improvement in 
risk-weighted 

assets

Growth 
investments, 

etc.

Additional 
shareholder 
returns, etc.

Dividends

9.85%

March 31, 2026
(Actual)

March 31, 2029
(Forecast)

(Transitional measures basis: 11.03%)

11%-13%

Risk-weighted assets are expected to 
improve through increased 
investment in Japanese Government 
Bonds and improvements in the 
investment efficiency, or risk/return, 
of risk assets.

Conduct timely investments and inorganic 
investments, after careful consideration of 
such factors as capital efficiency.

1 Management Message

When we announced the outline of our new Medium-term 
Management Plan in November 2025, we received extensive 
feedback, support, and encouragement from our stakeholders. I 
would like to once again express my sincere appreciation for your 
interest in the Bank’s new strategy and for each of the comments 
you shared, which were both candid and constructive.

Approximately six months have passed since we 
announced the outline of the plan. During that time, we have 
carefully considered the feedback we received and engaged in 
extensive discussions within the Bank, culminating in the 

formal announcement of the plan in May of this year.
Going forward, we will steadily execute the new Medium-

term Management Plan and continue our journey toward 
realizing our vision.

We will continue to listen carefully to your feedback 
through our investor relations activities and other 
opportunities, and reflect it appropriately in our management, 
thereby enhancing corporate value on a sustainable basis. 

We sincerely appreciate your continued understanding 
and support.

Improving PER (expected earnings growth rate): Reducing the cost of shareholders’ equity 
and achieving sustainable growth

To all our shareholders, including stakeholders and investors

Under the new Medium-term Management Plan, we have 
also deepened our discussion of how we assess the cost of 
shareholders’ equity. Based on calculations using multiple 
methodologies, we recognize that the Bank’s cost of 
shareholders’ equity is in the range of 6%–8%.

 However, these figures are merely reference values 
derived from quantitative models. Through ongoing 
dialogue with investors, we intend to refine our assessment 

while taking market views into account. 
To reduce the cost of shareholders’ equity, it is important to lower 

earnings volatility and achieve stable earnings growth. We also 
recognize that it is essential to respond appropriately and in a timely 
manner to a range of business risks, including cybersecurity risks. 

We will continue to engage in dialogue with investors 
and strive to achieve highly transparent management that 
minimizes the risk of negative surprises.

The Bank is both a financial institution with one of the largest 
retail networks in Japan and one of the world’s leading 
institutional investors. By leveraging these strengths and 
steadily executing our four business strategies, we will work to 
achieve earnings growth and enhance corporate value. 

In addition, as we strive to become the most familiar and 
trusted bank, we aim to contribute to addressing social 
challenges by ensuring stable access to financial platforms, 
helping to realize a sustainable environment and society, and 

supporting the development of vibrant regional communities. 
Supported by rising domestic interest rates, the Bank’s 

share price reached a post-listing record high in 2026. 
However, the banking industry is generally susceptible to 
changes in market conditions.

By steadily executing the various strategies set out in the 
new Medium-term Management Plan, we aim to build the 
Bank’s own enduring trust and value that are less dependent 
on the external environment.

Reducing the cost of shareholders’ equity

Enhancing expected earnings growth

Capital policy was one of the key themes discussed most 
intensively and carefully during the formulation of the new 
Medium-term Management Plan. 

As shown in Figure 8, the Bank’s capital policy is based on 
maximizing a cycle of maintaining financial soundness, 
achieving earnings growth through growth investments, and 
returning value to shareholders.

In addition, we aspire to be the most familiar and trusted 
bank throughout Japan. To ensure that we do not 
undermine that trust, we have traditionally maintained a 
minimum required capital level.

Under the new Medium-term Management Plan, 
however, in light of continued capital accumulation, we have 
revised our approach and established a target capital range 
based on the characteristics of the Bank’s portfolio and 
various simulations.

Going forward, we will continue to pursue the optimal 

(1) Further enhancement of shareholder returns
Shareholder returns are one of the most important themes 
of our capital policy. During the period covered by the new 
Medium-term Management Plan, we intend to maintain a 
dividend payout ratio of approximately 50% and implement 
progressive dividends in line with earnings growth. 

For fiscal 2026, we plan to increase the annual dividend 
per share by 19 yen, to 93 yen, and will continue to expand 
dividends in line with earnings growth. 

In addition, in fiscal 2025, the final year of the previous 
Medium-term Management Plan, we conducted share 

buybacks with the aim of strengthening shareholder returns 
and improving capital efficiency, reflecting the fact that we 
achieved earnings exceeding our target level. 

We will continue to consider share buybacks for fiscal year 
2026 and beyond, taking into account market conditions, 
growth investment opportunities, and the Japan Post 
Group’s policy regarding its shareholding in the Bank.

Looking ahead, if earnings grow at a pace exceeding our 
targets, we would like to consider providing additional 
returns to shareholders in some form, taking into account 
our capital position.

(3) Growth investments
To improve ROE and sustain the Bank’s medium- to long-
term growth, we will pursue growth investments more 
proactively and strategically than ever before.

At the same time, we will continue to steadily advance 
market investments that contribute to improving risk/return 
indicators, including RORA. 

At present, a significant portion of the Bank’s earnings is 
generated through market operations. Accordingly, through 
strategic growth investments, we aim to strengthen earnings 
capacity in areas such as the retail and asset management 
businesses and build a more resilient earnings base that is 
less susceptible to fluctuations in market conditions. 

Capital control

Figure 8

  Capital policy

*1 �Based on the fully phased-in final Basel III framework, excluding unrealized gains on available-for-sale securities. Although the Bank is a domestic bank (required to maintain a capital adequacy ratio of 4% or more), due 
to the size of its overseas credit exposure and other factors, the Bank internally manages its CET1 ratio with the aim of maintaining the same level of capital management as large domestic financial institutions. The Bank 
monitors its CET1 ratio (Basel III finalization, on a transitional basis) and its capital adequacy ratio (domestic standards). 
Given its relatively high proportion of investments in marketable securities compared with other banks, and in light of current market conditions, the Bank has set a target range.

Figure 9

  Capital management policy and capital allocation

(Reference) Investor relations activities (FY2025)
Activities Details
19th Ordinary General Meeting 
of Shareholders (FY2025)

Held on June 24, 2025

Briefings for individual investors
Conducted briefings for individual investors led by members of management. Number of 
sessions: 8; Number of participants: 1,178

Investor meetings
Semiannual briefings for institutional investors and analysts conducted by the President & 
CEO, Representative Executive Officer, Member of the Board of Directors. Number of 
sessions: 2; Number of participants: 242

Meetings with institutional 
investors and analysts

Conducted one-on-one meetings and other engagements with domestic and overseas 
institutional investors and analysts, led primarily by the Executive Officer in charge of IR, 
with participation from members of management, including the President & CEO, 
Representative Executive Officer, Member of the Board of Directors. 
Number of companies met: 695 (including 438 overseas institutional investors)

Conferences for institutional 
investors hosted by securities 
firms

Participated in conferences hosted by securities firms and conducted one-on-one 
meetings with overseas institutional investors led by the Executive Officer in charge of IR. 
Number of conferences attended: 8

Other IR events
Held small-group meetings between Outside Member of the Board of Directors and 
institutional investors to discuss the Bank’s future vision, key challenges, cost of capital, 
ROE, and other topics

20th Ordinary General Meeting 
of Shareholders (FY2026)

Held on June 23, 2026

Key areas of interest for shareholders and investors
• �Growth story envisioned under the new Medium-term 

Management Plan
• �Progress in restructuring the yen interest rate portfolio
• �Future capital allocation (growth investments and shareholder 

return policy)
• �Outlook for new businesses that will support future growth
• �Factors behind the upward revision of FY2025 earnings and 

dividend forecasts

Examples of disclosures made in response to 
shareholder and investor feedback
• �Disclosed the outline of the new Medium-term Management 

Plan in advance of the formal announcement
• �Disclosed the medium- to long-term earnings growth outlook in 

a higher interest rate environment, as well as the long-term 
target profile of the Japanese government bond portfolio

• �Disclosed investment status information to address concerns 
regarding private credit investments

• �In response to requests for clearer key messages, revised 
investor presentation materials to highlight the main points at 
the beginning of each page

balance among shareholder returns, financial soundness, and 
growth investments while closely monitoring market conditions, 
and will strive to maintain appropriate capital management.

(2) Ensuring financial soundness
Although the Bank is subject to Japan’s domestic capital 
adequacy standards, we have managed our capital internally 
using the Common Equity Tier 1 (CET1) ratio under the 
international standards, reflecting factors such as the size of 
our overseas credit exposure.

Under the previous Medium-term Management Plan, our 
target level in normal times was approximately 10%. 
However, based on extensive simulations that took into 

account factors such as the characteristics of our portfolio, 
including the high proportion of securities investments 
within our investment portfolio, we have revised our target 
range to approximately 11%–13%.

Our basic response policy for each capital level is shown in 
Figure 9.

Going forward, we will continue to closely monitor market 
conditions and manage capital within this target range, while 
maintaining a strong focus on financial soundness.
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