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Strengthening of investment 
banking business

◼ The 8th Medium-Term Management Plan establishes priority initiatives for each of the five basic policies, based on current 
challenges and the vision in the Long-Term Strategy.

◼ Under “transform existing businesses,” efforts are underway to enhance customer touchpoints, aimed at expanding the customer 
base ahead of market disruptors.

1. FFG Retail Business Overview 

 8th Medium-Term Management Plan: Basic Policies and Priority Initiatives 

Transformation of existing businesses 

3-year period for building a growth foundation for the sustainable growth of existing businesses and the co-creation of new value

Acquisition of new revenue

Collaboration
 Thorough pursuit of enhanced customer touchpoints 

(increase in both quality and quantity of sales operations)
(aimed at expanding the customer base ahead of market 
disruptors) 

 Expansion of foundations and laying of 
groundwork for strengthening local industries 
(restructuring of Kyushu industries and transition 
leadership) and creating new industries

 Expansion of business in growth sectors and 
promotion of growth investment
(aimed at sustainable earnings expansion and non-
linear growth)

Innovation of approach

Building a strong foundation

Businesses with cutting-
edge know-how

Local governments, 
universities Regional businesses

1 2 3

4

5

⚫ Deployment of area strategies/segmented sales 
operations tailored to specific industry 
characteristics and needs

⚫ Expansion of channels and sophistication of 
services through the utilization of digital 
technologies and AI

⚫ Strengthening of solutions through increasing 
specialized human resources, centralizing consulting 
functions, and establishing a coordination 
framework

 Building a management base 
that supports growth 
strategies (1–3)

Corporate/
retail

Priority 
initiative

Deposits/
customer base

Sales administration 
reform

⚫ Active promotion of BaaS to local companies (in 
collaboration with Minna Bank)

⚫ Optimization of administrative efficiency through 
channel shifts and the use of AI

M&A 

Equity

GX/structured 
finance

Startups

⚫ Enhanced promotion through the 
integration of intra-Group information and 
knowledge as well as increased staffing 
levels

⚫ Business expansion and human resource 
development via collaborations with 
external funds

⚫ Building of high-quality portfolios such as 
through the expansion of existing assets 

⚫ Entry into new business sectors, such as GX

⚫ Enhanced promotion through talent 
development/acquisition and the full-scale 
rollout of debt products 

Market 
operation

Minna Bank 

Inorganic

⚫ Expansion of interest rate risk-
taking measures 

⚫ Promotion of diversified 
investment 

⚫ Path to profitability centered on 
business collaboration 

⚫ Promotion of M&A/alliances for the 
next phase of growth

Establishment of optimal 
governance Human resources strategy Sophistication of risk 

management

⚫ Drastic efficiency improvements at 
headquarters and restructuring of 
operational frameworks

⚫ Establishment of a strategic human 
resource portfolio and improvement 
of employee engagement

⚫ Sophistication and streamlining of 
portfolio management 

Promotion of business through active collaboration with 
external partners*

Commercial 
banking

Investment 
banking 

Markets 
division, etc.

* Approaches to basic policies I–III (respective priority initiatives)

⚫ Strict compliance 
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985, 

35%

928, 

33%

455, 

17%

425, 

15%

◼ Retail division revenue—a core revenue driver for FFG—has performed steadily.
◼ There has also been steady build-up of business volume (deposits, loans, investment trusts, etc.). 

1. FFG Retail Business Overview 

Current Status of FFG’s Retail Business

Business portfolio (FY2024) Retail division business volume

Average balance of 
individual deposits

Average balance of 
individual loans

Balance of 
investment trusts

1.0
1.1

1.4
1.5

1.7

FY2021 FY2022 FY2023 FY2024 FY2025

Balance

Revenue

(Balance: ¥ tril., revenue: ¥ bil.)

13.1 13.5 14.0 14.3 14.5

19.9
20.7

21.3 21.7 21.7

FY2021 FY2022 FY2023 FY2024 FY2025

Individual deposits

Total assets

(Unit: ¥ tril.) 

3.7 3.9 4.0 4.1 4.2

14.5 14.7
15.3 15.7 16.0

FY2021 FY2022 FY2023 FY2024 FY2025

Individual loans

Total loans

(Unit: ¥ tril.) 

39%

22%

19%

19% Loans

Deposits

Investment 
trusts & 

insurance 

Other

Consolidated core gross business profit: ¥279.3 billion

Retail division revenue

73.8 73.2
77.2

98.5

FY2021 FY2022 FY2023 FY2024

(Unit: ¥ bil.) 

* Retail revenue: Total of three physical banks
* Total of physical banks (including FCB from second half of FY2023). 

Balance of investment trusts includes FFG Securities (investment trusts, bonds, stocks (sales amount only)).
Revenue amount in ( ) represents trust fees.

(Projected) (Projected) (Projected) 

CAGR: 2.19%

CAGR: 2.57%

CAGR: 2.65%

CAGR: 3.22%

8.0
(4.0)

10.8
(5.1)

8.9
(3.4)

13.7
(6.8)

12.9
(7.7)

98.5
35%

92.8
33%

45.5
17%

Retail42.5
15%

Market

Other
(public, etc.) 

Corporate

(Unit: ¥ bil.) 
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1. FFG Retail Business Overview 

Positioning of Mass Retail Customers within the Overall Retail Business 

Individual customer segments and distribution

FFG financial 
assets

High-net-worth 
segment

(100M or more) 

Asset-holding 
segment

(7M–100M) 

Asset-building 
segment

(Up to 7M) 

Number of 
customers

7,000
(0.1%) 

630,000
(10%) 

5.97 million
(90%) 

“Mass retail segment” within FFG

Deposits Gross business 
profit 

Basic business

App for individuals Payroll account customers

NISA accounts Housing loan customers

◼ Mass retail segment is a vital part of the customer base, representing 90% of FFG’s individual customers (6.6 million customers) 
and contributing 65% of revenue.

◼ Important to acquire new customers and become their main bank (to build foundations for the future), while raising LTV 
efficiently and effectively.

¥1 trillion
(7%) 

¥9 trillion
(64%) 

¥4 trillion
(30%) 

¥3.0 billion
(3%) 

¥31.0 billion
(32%) 

¥64.5 billion
(65%) 

Mass retail segment is positioned as an important 
customer base that will lead to future revenue

Individuals in Kyushu without FFG account
Approx. 6 million

770 

1,260 
1,460

FY2022 FY2023 FY2024 FY2025

/1H

July 2023
Service launch

1,472 1,471 

1,475 

1,484 

FY2021 FY2022 FY2023 FY2024

270 
300 

340 
390 

FY2021 FY2022 FY2023 FY2024

(Unit: Thousand) 

(Unit: Thousand) (Unit: Thousand) 

(Unit: Thousand) 

208 

209 

210 

211 

FY2021 FY2022 FY2023 FY2024

¥430,000 / 
customer

¥50,000 / 
customer

¥10,000 / 
customer

Capture 
new 

customers

Become 
main 
bank

Increase 
assets

* Total of three physical banks * Total of three physical banks 
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1. FFG Retail Business Overview 

Responding to Environmental Changes and Challenges in the Retail Business

◼ Environment surrounding retail business is changing significantly, driven by population decline, encroachment of market 
disrupters, etc. 

◼ Given these market changes, FFG must take strategic approach to expanding customer base and improving profitability. 

Market

➢ Population decline, aging society, 
declining birthrate
✓ Contraction of regional economy, 

decrease in number of customers

Strategic acquisition and retention of mass retail customers is crucial

Competition

Internal challenges

Recognition of challenges arising from changing environment

180 
200 

180 
170 

FY2021 FY2022 FY2023 FY2024

(Unit: Thousand) 

◼ New accounts opened

➢ Rising digital needs
✓ Entrenchment of digital transactions, 

use of AI

➢ Encroachment by market disruptors
✓ Rise of online-only participants and 

entrants from other sectors
✓ Scaling of digital channels by megabanks

➢ Maintenance and expansion of FFG 
foundations
✓ Slowing growth of new accounts
➜ Mechanisms capable of reaching 

broad customer base, with focus on 
working-age and younger customers

➢ Establishing “main bank” status and 
enhancing profitability
✓ Risk of eroding core transaction base, 

such as payroll deposits
➜ Mechanisms to drive regular usage as 

the primary (main bank) account
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2. Individual Mass Retail Strategy 

Overview of Individual Mass Retail Strategy

◼ “Create diverse forms of abundance with our communities” (FFG’s purpose) by delivering value propositions distinctive to FFG. 
◼ Implement a strategy focused on a virtuous cycle of expanding customer touchpoints (channels), becoming their main bank 

(strengthening payment options), and expanding LTV (marketing).

Establish a regional economic zone through co-creation 
between FFG and business operators, realizing prosperous 
lives for customers by providing optimal services

Vision Value proposition

Deliver the best customer experience unique to FFG that 
competitors cannot replicate

Convenience SecurityValue Enjoyment

Expansion of customer touchpoints Establishment of “main bank” status / expansion of 
LTV

LTV 
maximization

Customers Customer touchpoints Foundation 
building

Establishment of 
“main bank” status Profitability

Existing 
customers
Main targets: 

Working-age and 
younger customers

New customers

Human

Digital Regional/alliances

Physical 
branches

Banking app Regional platform 

Accounts

Salary / pension 
transfers 

Account transfers 
/ payments
vary card

Contact 
centers

Minna Bank 

Deposits

Installment 
investment trusts

Level premium 
insurance 

Points

Consumer 
loans

Housing loans

Investment trusts 

Inheritance / 
successionBaaS

Channel diversification
Promotion of 

convenience and benefit
Daily use

Reciprocal 
customer 
referrals
Service 

integration
Functional

Highly stable

1

2

Deeper customer understanding / sophisticated marketing

Financial / non-financial data Personalized recommendations
Human

(Branches, PB) 
3
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Overview of vary services

2. Individual Mass Retail Strategy 

Key Initiative (1): Expansion of vary Services

◼ Launch of “vary,” a new service offering an integrated package of an app, credit card, and loyalty program.
◼ Differentiate through superior point rewards partnering with the local community, offering both convenience and benefit for daily 

use across Kyushu.

Comparison of services

No annual fee High point rewards

Earn up to 20% back in points

Boost rewards based on (1) Standard reward rate, (2) Spending 
amount, (3) Banking transactions, and (4) Four available tiers

App

Credit card Loyalty program

Convenience and benefit

PointsPayments

Deposits

Integrated package
✓ Low brand awareness
✓ Difficult to navigate 
✓ Limited appeal 

(benefits were 
fragmented) 

✓ High point rewards at 
national retail partners 
(up to 15%)

✓ Even higher point rewards 
at Kyushu retail partners 
(up to 20%)

✓ Collaboration with local 
communities (unique value)

Previous service vary 

Market leaders

✓ High point rewards at 
partner stores and 
own platforms 

✓ Easy to apply via app 

✓ Simple course design 

✓ Benefits via the vary card
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2. Individual Mass Retail Strategy 

Key Initiative (1): Vision for vary Services

◼ Deliver a customer experience where “vary offers the best value for life in Kyushu,” establishing a virtuous cycle with vary at its 
core.

◼ Aim to secure highly stable deposits and expand transactions beyond just payments, by enhancing the customer experience and 
establishing vary as the primary service for transactions

The vision for vary services

Expanded source for 
rewards and benefits

Delivering a customer 
experience where “vary offers 

the best value for life in Kyushu”

Greater volume of 
transactions 

Expansion of the 
participating store lineup

Points pile up fast

Improved customer 
experience 

Increased card usage

Increased payroll 
and other deposits

Increased banking 
transactions

Making everyday life more rewarding

Settlement fees

Deposit balances

Extra value 
(additional) revenue) 

Improved convenience 

Improved benefits

Further enhancement of service appeal

Increase in businesses 
wanting to participate in 
the vary economic zone

Establish a virtuous cycle with vary 
at its core

Regional collaboration
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Creation of synergies through collaboration between 
physical banks and Minna Bank

2. Individual Mass Retail Strategy 

Key Initiative (2): Group Synergies between Minna Bank and iBank

◼ Strengthen collaboration between physical banks and Minna Bank / iBank to create a unified identity as “All FFG.”
◼ Eliminate threats from disruptors such as online banks by constructing an FFG-branded BaaS and expanding partner alliances.

[Physical banks] 

6.60 million accounts

[Minna Bank] 

1.30 million accounts

Current state
(As-Is) 

[All FFG] 
Current state + 

extra

Future (To-Be) 

Key Initiatives 

Expansion of products and services through 
linking accounts across respective banks

Seamless use of the financial services of both 
banks through either a physical bank or a Minna 
Bank account

1

Sophistication of customer touchpoints via BaaS

Stronger acquisition and development of partner 
companies

Leveraging the functions and expertise of Minna 
Bank and iBank

2

Fully utilize the channels of both physical and Minna Bank 

Regional platform 

Local companies 

Local 
governments

Mercari 

pixiv

Adastria

DONUTS

Local residents

Schools
Other
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Human-based recommendations triggered by digital 
customer behavior

Evolution of customer experience through OMO

2. Individual Mass Retail Strategy 

Key Initiative (3): OMO (Online Merged with Offline) Strategy

◼ Aggregation and analysis of customer behavior data in online (digital/remote) and offline (human/face-to-face) environments.
◼ Maximization of LTV through hyper-personalized proposals delivered to customers via optimal channels.

Offline
-human/face-to-face-

Online
-digital/remote-

Comfortable customer 
experience 

Advanced data analysis
Expansion of 
recommendation models and 
continuous accuracy 
improvement through the 
utilization of AI and machine 
learning

•Automated generation 
of creative content

• Sales scenarios based on 
data analysis

• Personalized sales 
actions and talk scripts 
for customers

OMO system

App

Wallet+

Email SMS

Chat

Proposals 

Contact centersBranches 

Proposals 

Personalized recommendations

Tap!

Implementation of face-to-face consulting

Example of sales scenarios

Data 
aggregation 

Data 
aggregation 
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Projected acquisition of vary card customers

3. Expected Impacts

Revenue Impact

◼ Plan to acquire 640,000 members and build up ¥40 billion in deposits within five years of launching the vary card.
◼ Revenue impact is estimated at approximately ¥4 billion over five years. Further growth is anticipated through utilizing Minna 

Bank and promoting the “main bank” status facilitated by vary services.

50 

260 
360 

470 
570 

640 

FY2025 FY2026 FY2027 FY2028 FY2029 FY2030 FY2031+

vary card membership

(Unit: Thousand) 

Anticipated revenue in future retail business

Deposits

Card revenue 

Anticipated mass retail revenue

2.5 

16.0 
23.0 

30.0 
37.0 41.0 

FY2025 FY2026 FY2027 FY2028 FY2029 FY2030 FY2031+

Average balance Deposit revenue

(Unit: ¥ bil.) 

64.5

68.0

FY2024 FY2030 FY2034

(Unit: ¥ bil.) 

0.5
0.9

1.2 1.5 1.8

4.5 4.0 

8.0 

FY2025 FY2026 FY2027 FY2028 FY2029 FY2030

Current trend Planned

(Unit: ¥ bil.) 
+¥3.5 billion

Variance to 
trend

+¥4.0 billion

(Policy interest rate: 0.75%) 

Deposit revenue 
+

Card revenue 
+

“Main bank” status, 
LTV improvement

Collaboration with Minna Bank
Acquisition of customers via BaaS

+
Driving account activation and 

“main bank” status through 
account linking and vary, etc.

+ extra
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4. Conclusion 

Achieving Sustainable Growth for FFG 

Supporting business growth Enriching daily life

Settlement 
accounts for 

business 

Expansion of 
transactions, such as 

loans, M&A, and 
consulting 

Sales growth for client 
companies

1

2

Expansion of 
earnings 

opportunities 
Main corporate clients: 

43,000 companies 

• Sales deposits 
• Payment for 

purchase of goods 
• Direct debits for 

rent, etc.
Settlement 

accounts for daily 
life 

Digital channels
Sophistication of 

marketing 

Expansion of transactions, 
such as loans and 
investment trusts

Retail 
customers: 
6.6 million 

Expansion of 
earnings 

opportunities 
through repeat 
business and 
cross-selling

• Receipt of salaries and 
wages 

• Credit card payments
• Direct debits for rent, etc.

3

1

23

Business growth for client 
companies

Accumulation of 
customer data 

Retail customers Corporate customers

Expansion of floating 
deposits 

Number of employees at 
client companies:

4.40 million
* Number of employees at client 

companies within the FFG 
branch network in Kyushu 
(including employees with no 
FFG account)

* No. 1 among regional 
banking groups 

Support for core business / promotion of regional industries Convenience, value, security, enjoyment / support for life events 
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Overview of BaaS Alliance with Merpay

January 21, 2026

Create diverse forms of abundance 

with our communities through advanced ideas

FFG IR Day
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Commencement of multi-API integration through a BaaS business alliance with Merpay, 
Inc., realizing a seamless financial experience within the “Mercari” marketplace app.

Service Launch: December 18, 2025

Instant and fee-free transfer 
of Mercari sales proceeds 
directly from the Mercari 
app to “Mercari Bank” 
(ordinary deposit account at Minna 
Bank)

Preferential program offers up 
to three free ATM 
withdrawals per month

Accounts can be opened 
in as little as 5 minutes

Confirmation of ordinary 
deposit balances (account 
information) and various 
payment functions (such as 
charging Merpay via direct 
debit) can be done directly 
from the Mercari app
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What is Mercari Bank?

“Mercari Bank” is a service accessible by linking a Minna Bank account to Merpay through an API integration

1. Instant and fee-free transfer of Mercari sales proceeds (Merpay balance) to Minna Bank 
ordinary deposit account

2. Confirmation of ordinary deposit balances (account information) and various payment functions such 
as charging Merpay via direct debit

3. ATM withdrawal fee benefits via a preferential program provided by Minna Bank

Provided by Merpay under 
various licenses

Provided by Minna Bank

Sales proceeds 
(Merpay balance) 〇〇 Bank

Bank deposit 

Cash

Next-day 
transfer fee: ¥200

Instant transfer 
fee: ¥0

Transfer fee:
¥〇〇

Up to 3 free withdrawals 
(via preferential program)

Provided by Merpay under various licenses Provided by Minna Bank
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App Screenshots

Seamlessly navigate from the “Balance” page in the Mercari app to 
transfer requests, Merpay charging, and ATM withdrawals

Compatible with various 
settlement types

Merpay ChargingTransfer requests

ATM withdrawals
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Flow of Deposit and Loan Acquisitions via the “Mercari Bank Program”

Mercari Bank Program 

Point 01

By opening a Mercari Branch account or linking with a 

Mercari account, users receive one free ATM 

withdrawal per month

Point 02

Users can receive up to two additional 
free ATM withdrawals per month by meeting 

the conditions of Point 01 and maintaining an 
ordinary deposit balance of at least ¥100,000 and 
logging into the Minna Bank app

❶ Acquire accounts by enabling instant and fee-free fund transfers. 
❷ Conditions for fee-free ATM withdrawals include maintaining a specific deposit balance and logging into the 

Minna Bank app. 
❸ Acquisition of deposits and loans is facilitated through incentives for depositing into interest-bearing 

accounts and marketing for loans triggered by app logins.

Mercari economic zone 

MAU: Approx. 23 million users*

❶ ❷
Minna Bank 

App

* Source: FY2026.6 Q1 Presentation Material, Mercari, Inc. 

❸
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Minna Bank: Overall Account Acquisitions (Daily Increase)

0

500

1,000

1,500

2,000

2,500

3,000

2025/4 2025/5 2025/6 2025/7 2025/8 2025/9 2025/10 2025/11 2025/12 2026/1

Launch of Mercari Bank: 
December 18

(Account acquisitions) 
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⚫ This document has been prepared solely for the purpose of providing information and does not constitute a solicitation for the 

purchase or sale of any specific securities. 

⚫ All or part of the matters contained in this document may be amended or changed without notice. 

⚫ Regarding statements about future earnings contained in this document, it should be noted that actual results could vary with 

respect to forecasts or targets as a consequence of changes in the business environment or other factors. 

⚫ Please note that this document may not be transcribed or reproduced, or transmitted to a third party, in whole or in part, 

without the consent of the Company.

For inquiries regarding this document, please contact 

Corporate Planning Group, Corporate Planning Division, Fukuoka Financial Group 

Phone: +81-92-723-2255 Email: ffg-ir@fukuoka-fg.com

Fukuoka Financial Group
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