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In November 2019, the Tokyo Gas Group announced its management vision, Compass 2030.
Amid the greatly changing current of the times, from decarbonization to digitalization, change and 
diversification of customer values and progress in energy deregulation, the Tokyo Gas Group aims 
to be a corporate group that continues to create value while becoming a leader in future energy 
systems by capitalizing on the strengths of the Group, which has revolutionized energy and taken 
on the challenge of realizing a sustainable society.

Top leader at the forefront of the transition
● Thoroughly use natural gas + develop practical CCUS*1

● Strengthen gas-fired thermal power as a balancer for renewable energy

Create a value chain for e-methane
● Form an alliance to achieve the low-cost, practical deployment of hydrogen and e-methane

Create a renewable energy value chain leveraging our Group’s unique strengths
● Establish a revenue model that covers areas from power source development and O&M*2 to renewable energy sales

Lead transition to “Net-Zero CO2”

Corporate culture that enhances the earning power of each business
● A holdings group structure that comprises internal companies and operating companies
● Major realignment of management structure on a Group-wide level
● Establish a business model that links our market volatility responsiveness to the stabilization of earnings

Human resources system that encourages the pursuit of challenges in ways that leverage diversity
● Employ and cultivate diverse human resources at each internal company and operating company

A financial strategy that promotes growth investment
● Step up investment in growth areas by selling/replacing assets and boldly revamping the cost structure

Transform the LNG value chain

Compass 2030 & Compass Transformation 23–25

Three challenges for achieving the Compass 2030 Vision

Energy industry’s digital marketing front-runner
● Nationwide operation as a digital marketer (TG Octopus Energy Co., Ltd.)

Evolve into the No. 1 player in customer satisfaction through value co-creation at the last mile*3

● Launch services in the Kanto area that provide solutions to each type of lifestyle need, then expand nationwide via alliances

Transform into a provider of solutions for community challenges
● �Provide nationwide and global solutions for decarbonization and strengthening resilience through 

coordination with government and local businesses

Establish a value co-creation ecosystem

  Compass Transformation 23–25

In our Medium-term Management Plan Compass Transformation 23–25, the Tokyo Gas Group 
has positioned the period from 2023 to 2025 as a time to transform our business model into 
one that contributes to a sustainable society and provides value to customers through solutions 
and businesses that go beyond our traditional focus on energy. During this period, the Group is 
driving a full-fledged shift toward portfolio management-based business operations. 
While balancing growth investment with greater efficiency, we are steadily making strategic 
investments across multiple domains with differing profit contribution timelines, such as GX, 
solutions, LNG trading, power, overseas operations, and real estate.
In addition, to generate the management resources required for growth investment, we are 
reviewing our assets and businesses from the perspective of profitability and capital efficiency.
Through these initiatives, we aim to achieve an ROE of 8% in FY2025.

 Business portfolio management for growth*4

Growth Area

Redistribution of resourcesRedistribution of resources
G

ro
w

th

Profitability (also consider the strategic fit to identify assets for divestment)

● Green transformation: 
Leverage capabilities to develop, procure, and retail renewables

● Solutions: 
Optimize processes and systems related to the energy facilities of 
our customer base

Seeds for medium- to long-term growth Drivers for short- to medium-term growth

● LNG trading: 
Utilize our facilities and optionality of contracts

● US business: 
Establish energy VC*5 based on the core of TGNR*6

● Electric power (VPP): 
Maximize the value of DERs/BESS*7, based on our 
operational expertise

● Real estate/solutions: 
Develop real estate and enhance value with smart energy 
solutions incorporating BCP and ESG needs

Divestment of non-core assets

● Identify assets for divestment by the end of this fiscal year
● Sale of Australian LNG project (2024/3)
● Sale of Mexican renewable business (2024/2)

● Retail (gas): 
9 million accounts, accelerate value engineering

● Gas distribution: 
Accelerate the installation of smart meters

● Retail (electric power): 
4 million accounts, install Kraken as the new CIS system

（Energy/Infrastructure)

Optimization of existing businesses

(Energy       GX/DX Solutions) (Energy       Peripheral Areas (global, solutions, real estate))

*1 CO2 recovery/use/storage  *2 Operation & maintenance  *3 Technical work performed at customers’ residences *4 Reposted from materials published on January 31, 2025   *5 Value chain

*6 TG Natural Resources   *7 Distributed Energy Resources / Battery Energy Storage System 
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As a concrete pathway toward achieving net-zero CO2 by 2050, set out in the Group’s management vision Compass 2030, the Tokyo Gas Group formulated the Carbon Neutrality Roadmap 2050 in 
March 2024. Beyond 2030, the Group will continue to pursue a responsible transition that balances a stable energy supply with decarbonization and will drive a seamless transition to a carbon-neutral 
society through three approaches.

Carbon Neutrality Roadmap 2050

  Three approaches to realizing a carbon-neutral society

The perspective of the best mix: Decarbonize both gas and electricity

For gas, we are introducing e-methane, and for electricity, we are expanding renewable energy. While 
ensuring a stable supply, we promote the decarbonization of the gas and electricity supplied to customers.

The perspective of demand/supply sides: Partner with customers

We are expanding the adoption of distributed resources such as solar power, storage batteries, 
and Ene-Farm, and by combining these with our own assets, we aim to optimize energy use 
together with our customers.

The perspective of real-world innovation deployment: Optimize social benefits

At present, it is not clear which technologies, such as e-methane, hydrogen, or CCS, will be 
adopted and expanded. While maintaining multiple options, we will flexibly deploy innovations in 
society based on the S+3E framework, Japan’s core energy policy, which aims to simultaneously 
achieve stable supply, economic efficiency, and environmental suitability, all under the overarching 
premise of ensuring safety and adapting to changing circumstances.

  The concrete path to achieving net-zero CO2

For gas, we will advance the high-efficiency use of natural gas and reduce greenhouse gas 
emissions across the entire supply chain. From 2030, we will begin introducing e-methane, working 
to reduce costs and expand adoption, while also mobilizing all available measures, including the 
expansion of biogas, hydrogen, and highly reliable methods of offsetting.
For electricity, in addition to expanding renewable energy such as solar and offshore wind, we will 
advance the decarbonization of thermal power plants—which play a role in balancing renewable 
energy—by transitioning them to zero-emission facilities in line with replacements and upgrades.
For hydrogen, which serves as both a feedstock for e-methane and as fuel for zero-emission 
thermal power plants, we will advance the development of production and utilization technologies 
aimed at cost reduction, while also promoting utilization tailored to regional characteristics. Through 
these initiatives, we aim to reduce greenhouse gas emissions across the entire supply chain, 
including upstream activities, by 60% by 2040 compared with FY2022 levels, achieve a 50% 
carbon neutrality rate for both gas and electricity, and further increase this ratio thereafter, with the 
ultimate goal of realizing CO2 net zero by 2050.

Lead a seamless transition to a carbon-neutral society Realize a carbon-neutral society

CO2

Vi
si

on
M

ai
n 

ac
tio

ns G
as

E
le

ct
ri

ci
ty

Carbon 
neutrality

emissions (vs. FY2022)

Carbon neutrality in gas supplied 
domestically
Carbon neutrality in electricity 
supplied domestically

In addition to making sophisticated use of natural gas, work to reduce greenhouse gas emissions across the supply chain (high-efficiency equipment, smart energy, Carbon Offset City Gas)

Develop technologies for 
producing and using hydrogen

Pursue hydrogen utilization tailored to each area’s characteristics 
(e.g., renewable energy water electrolysis, utilize in areas around power plants)

20%
reduction

Begin

30%

Advance e-methane
(projects for demonstrating technologies 
and large-scale production)

Further expand deployment
(wider use of innovative methanation 
 technologies)

Begin deployment
(1% in 2030)

Lower costs and expand deployment
(aim for at least 10x expansion in the 2030s)

Expand onsite hydrogen production
(e.g., turquoise hydrogen)

Explore technologies for achieving 
net-zero CO2 emissions from 
thermal power plants

Begin partial deployment aligned with progress in plant replacement
(e.g., e-methane, hydrogen, CCS)

Achieve net-zero emissions

2050

N
e

t-
Z

e
ro

50%

Expand renewable energy 
transaction volume

Launch offshore wind power generation, make sophisticated use of 
distributed resources (expand use of PV, storage batteries, etc., pursue DX)

Further expand offshore wind power

Expand highly reliable methods of offsetting (utilize J-Credits, JCM, satellite data, etc.) BECCS, DACCS, etc. 

50%

60% reduction

2030 2040Accelerate Transition

Compass 2030 & Compass 
Transformation 23–25

19

Carbon Neutrality  
Roadmap 2050

20

Growth Story For the Next 
Medium-term Management Plan
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Financial Strategy 25
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Actively tackle social issues
・Resilience of infrastructure
・Carbon neutrality
・Digitization of society

Effects of strengthening the customer base

Domestic customer base

Historical trend of customer base (millions)

Creating value by expanding businesses and connecting them with each other

Domestic and overseas energy assets
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Electricity for 
corporate customers

Electricity for 
households

Renewable 
energy‒related

LNG power 
generation

LNG 
procurement

LNG 
terminals

Gas for 
households

Gas for corporate 
customers

Overseas

Rental 
housing

OverseasRental 
buildings

Large-scale 
development

Real estate

Solutions for corporate and 
household customers

Solutions

Electricity

Gas

Renewable 
energy‒related

LNG 
infrastructure‒related

Shale gas‒related 
(including M&T*1 business)

■ Gas ■ Electricity ■ Gas transmission (number of connected meters)

In
pu

ts

 co
ntrib

uting to the creation of new value

Strengthening the customer b
ase

B
u

si
n

e
ss

 c
o

n
n

e
c

ti
o

n
sLNG trading

Leading a sustainable society

Value creation

Society 
and 

customers

Strengthen the 
customer base 
by expanding 
the product 
lineup, 
marketing, and 
sales areas

LNG 
infrastructure

Maximizing operational 
capabilities cultivated as 
an energy provider for our 

customer base and assets to 
achieve sustainable growth

*1 Marketing and trading business

P.18Tokyo Gas Strengths

  Growth Story For the Next Medium-term Management Plan

The Group’s first strength is its strong domestic customer base. Centered on the Tokyo 
metropolitan area, one of the world’s largest markets, we have continued to increase customer 
accounts even after the full liberalization of the electricity and gas retail markets. Going forward, we 
will further strengthen this customer base̶our core strength̶by expanding our products, sales 
methods, and service areas. 
Another key strength is our domestic and overseas energy assets, built primarily through the gas 
business. Leveraging our gas infrastructure and customer base, we have expanded our business 

Growth Story For the Next Medium-term Management Plan

domains to electricity, solutions, urban business, and overseas operations, creating synergies 
across businesses. Our future strategies are a continuation of this approach. 
To enhance corporate value, our top priority is to transform the business portfolio and improve the 
profitability and asset value of each business by concentrating management resources in areas 
where we can fully leverage our strengths and operational capabilities developed as an energy 
provider. Building on this foundation, we will pursue disciplined growth investments, expand 
into adjacent business domains, and connect our businesses to achieve sustainable growth. In 
addition, we will proactively address social challenges such as strengthening existing infrastructure, 
achieving carbon neutrality, and advancing digitalization, thereby taking a leading role in creating a 
sustainable society.

Building on the Compass 2030 Vision, and as we enter the final year of the current Medium-term Management Plan, which marks an important milestone, we announced on March 26, 2025, a growth 
story toward 2030 that will serve as the basis for growth investments in the next Medium-term Management Plan.

Compass 2030 & Compass 
Transformation 23–25

19

Carbon Neutrality  
Roadmap 2050

20

Growth Story For the Next 
Medium-term Management Plan

21

Business Growth Story 22

Financial Strategy 25
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  Strengthening the Energy Solutions segment and creating new sources of revenue

In the Energy Solutions business, we aim to increase profitability per customer through the provision of optimized services and the expansion of service menus, leveraging digital technologies. At the 
same time, we will strengthen our customer base by broadening our product offerings and service areas. In addition, by utilizing gas and electricity assets, we will generate new revenue through LNG 
trading and the electricity market. 

Business Growth Story (Energy Solutions)

 Increase profit per customer × expand customer base

 Profit and scale

 New revenue leveraging the optionality of our assets

Operating profit Cumulative CAPEX for 2026−2028 ¥700 bn~¥115 bn/year*1

(Average for 2020–2024)

¥130 bn/year

(For FY2025–FY2030)

Cross/upselling solutions
Launch of IGNITURE (2023)

Price optimization 
through DX

Introduction of the 
Kraken system (2023)

Smart Energy Network / VPP
Kraken Flex (2023)

Expand energy services 
outside the Tokyo area

ResilienceOptimizationDecarbonization

Create new opportunities by interconnecting customers

E
le

ct
ric

ity
G

as
S

ol
ut
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ns

 

Europe (London)
Office established (2023)

Asia (Singapore)
Established TGET (2024)

Tokyo HQ U.S. (Houston)

5.1 million kW of capacity by 2030
Chiba Sodegaura power station FID (2023)

kWh (wholesale market)

kW (capacity market)

ΔkW (supply/demand balancing market)

LNG trading using existing assets and contracts

Power supply and adjustment capacity to earn in multiple electricity markets

Roundtable: Expanding Digital Customer Engagement and Value Offering P.39

Tokyo Gas Engineering Solutions Corporation P.33

Profits from Gas/Electricity/Solutions, excluding sliding time lag (Solutions excluding Urban Development).
*1 Excludes FY2022 due to increased commodity price volatility

Growth Story For the Next Medium-term Management Plan
Compass 2030 & Compass 
Transformation 23–25

19
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21
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Improve our real estate value 

Capital recycle

Acquire/hold real 
state for the gas 
business

Contribute through 
profits and cash flow

● Contribute to long-term community/urban development

● Maintain government/public services during emergencies

● Employ our private REIT (acquired an asset management 
firm in 2023)

● Plan to divest about 100 billion yen through FY2025‒FY2028
● Below is the decision matrix for holding/divesting (Execute 

divestments at an appropriate time, considering market conditions)

Premise

Utilize generated cash considering optimal Group cash allocation

Decisions are made on the premise that all shareholders will benefit from the long-term economic value of the real estate.

Synergy ● Regional symbiosis and integration with the energy business
● Importance for maintaining regional resilience and stable supply
● Need for profit/cash flow for overall Group portfolio and growth investments

Economics ● Returns consistent with normal real estate businesses
● Value creation opportunities in the medium to long term

Operating profit Cumulative CAPEX for 2026−2028 ¥100 bn~¥17 bn/year

(Average for 2020–2024)

¥30 bn/year

(For FY2025–FY2030)

 Profit and scale

 Value enhancement cycle for Urban Development

  Enhancing Urban Development value through capital recycling

The Urban Development segment originated from landholdings for the gas business. Going forward, by integrating real estate and energy systems in development and operation, we aim to increase the value 
of owned properties while providing cities and communities with benefits such as environmental performance and resilience. As part of near-term asset divestment, including those planned for FY2025, sales of 
approximately 100 billion yen are expected by FY2028.

Business Growth Story (Urban Development)
Growth Story For the Next Medium-term Management Plan

Compass 2030 & Compass 
Transformation 23–25

19

Carbon Neutrality  
Roadmap 2050

20

Growth Story For the Next 
Medium-term Management Plan

21

Business Growth Story 22

Financial Strategy 25



Tokyo Gas Group Integrated Report 202524

Contents

C
E

O
’s

 M
es

sa
g

e
S

ou
rc

es
 o

f C
or

p
or

at
e 

Va
lu

e 
E

nh
an

ce
m

en
t

Fo
un

da
tio

n 
Su

pp
or

tin
g 

C
or

po
ra

te
 V

al
ue

 
En

ha
nc

em
en

t 
(C

or
po

ra
te

 G
ov

er
na

nc
e)

M
ed

iu
m

- 
to

 L
on

g-
Te

rm
 V

al
ue

 C
re

at
io

n 
(E

nh
an

ci
ng

 P
/E

 R
at

io
)

D
at

a
C

F
O
’s

 M
es

sa
g

e:
 

F
in

an
ci

al
 C

ap
ita

l 
S

tr
at

eg
y

B
us

in
es

s 
S

tr
at

eg
y 

(Im
p

ro
vi

ng
 R

O
A

) 

Vision for Enhancing Corporate Value

In
tr

o
d

uc
tio

n
V

is
io

n 
fo

r 
E

nh
an

ci
ng

 
C

o
rp

o
ra

te
 V

al
ue

2017 2018 2019 2020 2021 2022 2023 2024 2025 2026 2027

■ Production volume　　　HH historical prices　　　HH futures prices

Shale 
gas 

business

Related energy businesses

Marketing and trading business
Gas liquefaction at LNG terminals

(e.g., gas power plants, supply to industrial customers)

Investment in ARM, 
a gas marketing and trading company (2024)

LNG procurement / 
sales for Europe

LNG procurement / 
sales for Japan and Asia

Upstream

Midstream and 
downstream

10

9

8

7

6

5

4

3

2

1

0

（$/MMbtu）
1,250

1,000

750

500

250

0

（MMcfe/d）

Average historical 
production cost

2024 unit cost results 
(reduced by RC acquisition)

Acquisition of RockCliff 
（End of 2023）

Hedging utilized according to 
market conditions

 Profit and scale (Shale business stand-alone)

Operating profit Cumulative CAPEX for 2026−2028 $1.9 bn~$90 mn/year 
(average for 2020–2024)

$450 mn/year

(for FY2025–FY2030)

Building on past shale investment experience, Tokyo Gas acquired a minority stake in TGNR in 2017, accumulated expertise, acquired a majority stake in 2020, and has continued business expansion since.

 Expanding production in concentrated areas to suppress production costs  Expand the business centered on the shale business

 Henry Hub (HH) prices and the Group’s production trends

  Business expansion in North America and beyond, centered on the shale gas business

The export volume of U.S. LNG is expected to increase from FY2025 onward, further highlighting the importance of the Haynesville region, where the Group’s shale assets are concentrated. The local 
management team, experienced in upstream operations, maintains high profitability by operating the fourth-largest production block in the region at low cost. To stabilize earnings, hedging is also employed. 
Expansion into midstream and downstream businesses within the United States, combined with coordination with LNG procurement and sales for Europe and Asia, will allow the Group to stabilize profits while 
continuing to grow the business.

Note: Reposted from materials published on March 26, 2025

Business Growth Story (Overseas)
Growth Story For the Next Medium-term Management Plan

Assumed Henry Hub price of $3.2/MMbtu

Compass 2030 & Compass 
Transformation 23–25

19

Carbon Neutrality  
Roadmap 2050

20

Growth Story For the Next 
Medium-term Management Plan

21

Business Growth Story 22

Financial Strategy 25
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Vision for Enhancing Corporate Value
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  Capital policy for sustainable corporate value enhancement

Under our capital policy, we will maintain appropriate leverage while ensuring capital adequacy and 
financial soundness to support ROE against medium-term business risks. From the perspective 
of equity control based on profit growth, we will continue to review our future capital policy and 
shareholder returns. By combining steady profit growth with agile share buybacks, we aim to 
enhance earnings per share (EPS) and implement progressive dividends.

  FY2026−FY2028 Capital Allocation Plan

On the cash inflow side, we expect to generate more than 1.2 trillion yen in operating cash flow, 
primarily from stable earnings in our core businesses, and to create more than 100 billion yen 
through asset divestment as part of improving asset efficiency and capital recycling. On the cash 
outflow side, we will appropriately utilize debt and, adhering to disciplined investment practices, 
make approximately 1.1 trillion yen in investments for growth and transformation while executing 
shareholder returns exceeding 200 billion yen. Strategic funds will be allocated primarily to growth 
investments, with any surplus funds returned appropriately, taking into account business conditions.

Pre-tax 
profit

Mid-year 
shareholders’
equity
(year-end)

ROE

Net D/E 
ratio

FY2025 projections Around 2030

Maintain an upward trend

0.8
(0.8)

Maintain an appropriate level of 
leverage (approx. 0.9)

EPS accretion and 
progressive dividend 

policy

8.1% 10%+

Maintained at 

AA rating levels

Examine the appropriate capital policy 
and shareholder returns

Control the equity base ensuring that profit 
growth outpaces equity base growth

¥182 bn

¥1,625 bn
(¥1,561 bn)

Cash-IN Cash-OUT

● Reduce cost of equity by 
maintaining an optimal 
capital structure and 
appropriate leverage

● Take appropriate risks 
when the opportunities 
arises

Appropriate 
debt

Business/
asset 

divestment

¥100 bn~

Operating 
cash flow

¥1.2 tn~

Investments

¥1.1 tn~

Shareholder 
returns

¥200 bn~

Strategic 
cash 

allowance
● Review the approach 

to shareholder returns 
from the perspective of 
controlling equity in line 
with profit growth

● Realize progressive 
dividends and execute agile 
buybacks to maintain an 
appropriate equity base

● Estimated total includes both 
buybacks and dividends

● Execute investments 
required to 
grow/revolutionize our 
various businesses

● Achieve returns that 
surpass the risk-adjusted 
hurdle rate through 
advanced and disciplined 
investment techniques

● In addition to core business 
investments, continue to 
seek strategic M&A 
opportunities to expand the 
product portfolio and drive 
inorganic growth

● Appropriately distribute to 
shareholder returns and 
growth investments based 
on the business environment

● Divest unprofitable 
businesses/assets (total of 
overseas and domestic, 
including real estate)

● Create stable cash flow 
from core businesses

Note: Estimated figures. To be confirmed with the Medium-term Management Plan.

Increase profits by improving business 
portfolio quality

Note: As of March 26, 2025
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