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1. XD E (Current Crisis)

* Profit Squeeze: SXFIEEIL 1%aTER (RE1%EIN) . RESFIEIC
& SABAFNBEREL. MR ME (20245FRRE) DOIRIEHIKREICH B,

* Business Model Fatigue: M7iikkaEl & TMS (18%RrEEEE) 1 ICIRTFELT-0EK
ETILIERFICELELTWS,

2. EBRRVIE S (Strategic Recommendations)
2 - Defensive DX: ¥ TEttm@E) H5 EFRHEECT7F51 ADEEHR (7

s F . D'S;ZTT-""OZ) o
- Offensive DX: [BEALEGE|TF—2%ZN&E{tdS TRWD (VU7ZILT—=ILKT—4)
£ r TEEZEEaYIVT1 201 ORI

3. B89 & (Target State)
& MMV LTOREMRRZHIFLOD. T—2EY ) a—2 3 TES
RERAWRTT TS5y b7 #——1 A\DE{L,
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Big 4 Comparison (FY2023/24)

Company OP Margin ROE

7ZILT7LwHHD 1.34% 5.3%

X7« INJLHD 1.33% 7.1%

A Tt 1.46% 7.0%

B#FHD 1.29% 8.4%
- REFRIX1%KH
Nl T (EEIRERIZIRG)

sel& LRI  FLERE RER: RER: BEH D
(100%) (COGS) RIAR b ANG& (1.11%)

2024FEDESHFBXIIREMLEL11%72H. X—H—h50 MERIRHEEL (#90.3~0.4%)
ICE > TaRLEIFETNTWVWS, ZENEYIR « IGEEZOFRRISEIRIRICH B,
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Revenue Compression (55.LE#E)

* Political: Z{fi&EFAEDEREL s e ;

SR (EAE) T
w3, AXA M R

= himRE (170« A
=R onil : g HE) THEKT 3.
(Wholesaler Profit) CDEEICED. TERD
SENIZ5T - ZHREHEGE)
T IVISHERFA AT EE,

Cost Explosion (X M&H)

» Legal/Social: 202481 (FZ4N—HH. EERHE)
» Technological: GDPEHl (BRTEEEIE) NDRERHE
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Precision Editorial
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Suppliers
(REA—-N1-)

@ E ARy YT
1 EDHHUMBRBLEE D,
HEN.

E5th : BahizlicHiTsd TRADT L

New Entrants

(FRBA)

o A= (Amazon/
WRATF) oW

Buyers

(EEFTFRE - 3E03)

Rivalry

(RFMDOFRS)

_ %ﬁ: ﬁ :’Eﬁdﬁlﬁﬁ“ﬂ‘
BRENILEE S, : =
MAOS LY B EMESEZREr T3ET

o 7.

Substitutes
(€88 63)

g oA —h—iERR.
SPD
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Key Takeaway: #F#ht [

1 & TEexY—EX) ICHBBED. FIREE
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HFERIEHE< o
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Value Chain Analysis
BAA b « EIIMEERNDE

(Sourcing) (Delivery)
A TRSRI | o
Cost: High (Labor intensive, 2024 Problem). | | Cost: High (Human Capital).
Value: Low (Commoditized). | Value: Declining (Digital substitution).

- ] | —
xHIAX MDD B X D BEICE | |Wic. BEMEDoSV) =41 MY
T 8051 OBeELH D, ZEIMEE | [ HILT1 41 BRE(EShTULELY,

ET‘@( E‘O'CU%.:
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VRIOZ#h : EDRPENIT TIREE) D MEREE] A

Asset Value Rarity Verdict
(BEEER) (fifiE) (#‘I)'IE) (R REAE)
Logistics Network No w3 (Parity )f
) ¥ | pigealaai] (AR TETIRE SNS . AIGaRE
Customer Yes ﬁhﬂ‘]n&%ﬁﬁ@gﬁ
Relationships Yes (History EOERERE L OSEMRIIRED
(O - {5%8) dependent) ﬁﬁa
- k& FA O i A
jransocion %38 | Extreme Yes W\, o it WS F—4
= BAONSEICHRZET v

Insight: ¥ WS TIh—F) TOENLZwHED, SEET—2EWVWD VYT k) OF

AICEEERZ I RIAT,
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FTODDX : AlICEBFARL—2 3 > DEMNFR(L

imized

Al Opt

Human Dependent
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+16%

Picking Optimizer (Medipal HD x Fujitsu Case)
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Input: Al Analysis & Output:
Raw Data Anonymization High Margin
Products For Manufacturers

RWD (Real World Data) Analysis/
hR&ERE. 21 vF I8,

For Hospitals/Pharmacies

Management Consulting.

EEmEL. KERFEETF,

RWD (Real World Data): ;a7 —2 Tldh <. ZROERRIGTRETIES-T7—4

ZMEICEZR D, REERDV—TT1 I PRERERL LTEEMETIRTAIEE
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Segment A: Efficiency Seekers

Big Chains, Large Hospitals @
* Needs: Low Price, Automated Ordering.
« Strategy: Digital Automation. ‘\‘
* APlintegration, zero-touch ordering.
* No routine MS visits. }é

Partnership

Segment B: Partnership Seekers

SME Hospitals, Clinics

* Needs: Management advice, Dead stock reduction.
» Strategy: Consultative Relationship. —
» High-touch service by 'Next-Gen MS.,

» Fee-based consulting. &
Small Size/Scale Large

Resource Reallocation: X FZ&MS (A) DUY—R%Z., MEERDAFTIIH

Needs Type
(Price vs Partnership)

Price

(o N=FF=29TZROZPPDEBRADIA I T VT ICERSE S,
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in S ENm -
Suzuken Toho HD

Medipal HD Alfresa HD
“Change the ] Forever”  Healthcare Consortium Ly Total Healthcare Design
For your next heartbeat
Focus Focus Focus Focus
* Aggressive DX » Diversification « Specialty pharma » Customer support
(Al Logistics) (Manufacturing) logistics systems (ENIF)
* Global expansion * Regional * Digital platform » Pharmacy linkage
« Investing 100B JPY comprehensive care “Collaco”
T 5 g—rﬁ
Ic—l

a @ =] X —
=] o
» — -,I.t L
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Shared Logistics
(Coopetition)

Action: E[EIfExE - il EFH /

& Data & Solution

Business

Goal: Profit Margin Expansion
Action: 7—4 DIR#{t (RWD)

Logic: SFDDDX (#fit@Efk) TEAHLERBVY—X (A1 EF) B
HDDX (GhIEX) ZE5EET S,
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The 2024 Problem Solution
* Proposal: ZRaftist & @ H[EEDE )

ML (ALC) DIEERIA) EHEE. (&
» Target: TaELZE 40% -> 80%itBA, ‘\: Shared Logistics Platform
xR bx17E EEEER 0.5%FH!iR " ' (JV Model)

Implementation
5 * : BERICED IS
S - (M%) 1 DBRREALL.
st ADEIE H\iT
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Transformation
MIMH"'
rmlillll" 0O: ]
Traditional MS (Delivery Man) Next-Gen MS (Hospital Consultant)
* Task: Price negotiation, Delivery e Task: Inventory Consultant, Community Liaison
e Value: Low

* Enabler: Al Copilot (Automates routine ordering)
 Goal: Establish “Service Fee” model

Redefining the Marketing Specialist from ‘Mover of Goods’ to ‘Mover of Value'.
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O—K3IvY : TEADEE (2025-2030)

|

)

Phase 1 (2025-2026): Phase 2 (2027-2029): & ? Phase 3 (2030+): %@E
Structural Reform @ Value Creation o a @ The Platformer i

e Logistics JV formation f » National expansion of * Integration of Logistics
(Pilot) shared logistics and Data flows
 RWD business unit setup » Monetization of Data  Information Wholesaler
» Al automated ordering (Target: 3% of Revenue) Realized
for big chains * MS specialization

ZhdFEH D TELTIEHI D%,
MRS DB. AIVRTT « T3y R T7F#=I—A\0D
E{b S EHME—DEFHIETH D,
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