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EXECUTIVE SUMMARY
SoftBank Group Corp. stands at a critical inflection point, transitioning from a leveraged telecom and e-commerce
conglomerate into the world's most aggressive pure-play AI investment vehicle. Under the visionary leadership of
Masayoshi Son, the group has pivoted from the volatile Vision Fund era (2017–2022) toward a capital-light, asset-light
strategy centered on Arm Holdings and generative AI infrastructure. This report analyzes the group's financial health,
portfolio resilience, and strategic viability through Q3 2023.
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Executive Summary
SoftBank Group Corp. stands at a critical inflection point, transitioning from a leveraged telecom and e-commerce conglomerate
into the world's most aggressive pure-play AI investment vehicle. Under the visionary leadership of Masayoshi Son, the group has
pivoted from the volatile Vision Fund era (2017–2022) toward a capital-light, asset-light strategy centered on Arm Holdings and
generative AI infrastructure. This report analyzes the group's financial health, portfolio resilience, and strategic viability through
Q3 2023.

The group's net asset value (NAV) has recovered significantly, driven by Arm's successful IPO, which valued the chip designer at
over $54 billion. However, the core Vision Fund segment continues to report valuation losses on private holdings, particularly in
the Chinese tech sector. Liquidity remains a primary concern, with total interest-bearing debt standing at approximately ¥8.2
trillion, though this is partially offset by a cash reserve of ¥4.5 trillion. The divergence between headline NAV recovery and
continued operational bleeding is stark—the recovery is almost entirely a function of the Arm IPO, not organic portfolio health.

Net Asset Value recovered to ¥16.8 trillion (+35% YoY), driven entirely by Arm's IPO

Vision Fund segment continues to bleed with ¥-4.3 trillion in cumulative losses

Arm Holdings now constitutes 45% of total NAV, creating extreme concentration risk

Liquidity buffer of ¥4.5 trillion provides 2-year runway against market downturns

Loan-to-Value ratio improved to 22.2%, below the 25% internal target

1 Monitor Arm's royalty revenue growth from v9 architecture adoption as the primary leading indicator

2 Track Alibaba's stock price relative to the ¥80 margin call trigger threshold

3 Evaluate Vision Fund 2's remaining top holdings for potential additional impairment charges

4 Assess the IPO market recovery trajectory for 2024-2025 as the primary exit channel

� KEY RISK

Concentration Risk Alert: 57% of NAV is tied to just two assets—Arm (45%) and Alibaba (12%). A simultaneous 20% 
decline in both would wipe out ¥1.9 trillion in shareholder value.

The Singularity is coming. We are going into a golden age of AI. Softbank is built for this.

— Masayoshi Son, Softbank Group Chairman & CEO, Q2 FY2023 Earnings Call

¥16.8 Trillion
NET ASSET VALUE

+35% YoY

¥-4.3 Trillion
VISION FUND LOSS
Improved from ¥-6.1T

45%
ARM CONTRIBUTION

of Total NAV

¥4.5 Trillion
LIQUIDITY BUFFER

Cash & Equivalents



THE SOFTBANK GROUP: NAVIGATING THE AI SUPER-CYCLE & PORTFOLIO 
TRANSFORMATION

Executive Summary

STRATEGIC STRENGTHS
Arm's 90% market share in smartphone CPUs provides a 
near-insurmountable moat. The ¥4.5 trillion liquidity buffer 
offers protection against market volatility. Masayoshi Son's 
visionary leadership has correctly identified three major 
technological paradigm shifts (Internet, Mobile, AI).

CRITICAL WEAKNESSES
Extreme concentration risk with 57% of NAV in two assets. 
Vision Fund 2 is underwater with -18% IRR. BB+ credit rating 
limits cheap debt access. Lack of operational control over 
most portfolio companies.

1981 SoftBank founded as software distributor by Masayoshi Son

2000 Landmark $20M investment in Alibaba (now worth $200B+ at peak)

2006 Acquisition of Vodafone Japan for $15.4B, entering telecom

2017 Vision Fund 1 launched with $100B from Saudi PIF and Mubadala

2020 WeWork bailout and IPO failure; COVID-19 market crash

2022 Tech valuation crash; SoftBank records ¥-9.7T loss (largest in Japanese history)

2023 Arm IPO success; Graphcore acquisition; Shift to 'defense mode'

� Core Financial Metrics Snapshot (FY2023 Trailing Twelve Months)

Metric Value Year-over-Year Change Status

Net Asset Value ¥16.8 Trillion +35% Recovering

Vision Fund Segment Loss ¥-4.3 Trillion Improved from ¥-6.1T Still Bleeding

Arm Holdings NAV Contribution ¥7.5 Trillion (45%) New (Post-IPO) Dominant

Interest-Bearing Debt ¥8.2 Trillion -7% YoY Deleveraging

Liquidity Buffer ¥4.5 Trillion Stable Adequate

KEY
VALUE

Report Classification General Business Use

Primary Analyst Global Market Research & Strategy Division

Date of Analysis October 26, 2023

Version 1.0

Theme Slate
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Introduction & Market Overview
The global technology investment landscape is undergoing a structural shift from 'growth at all costs' to 'profitable AI
infrastructure.' SoftBank Group operates at the nexus of this transition, functioning simultaneously as a conglomerate, a venture
capital firm, and a strategic holding company. This report provides a 360-degree analysis of the group's ability to execute its vision
across these three distinct but interconnected roles.

The macro environment is characterized by rising interest rates in the US and Japan, which have compressed valuations for
unprofitable tech companies. The US Federal Reserve raised rates to a target range of 5.25%-5.50% in July 2023, the highest in 22
years. This has directly impacted SoftBank's portfolio marks, particularly for Vision Fund 2's late-stage investments made at peak
2021 valuations. Simultaneously, the generative AI boom has created massive demand for compute power, directly benefiting
Arm's licensing model and creating a new total addressable market of $300 billion by 2025.

Global AI chip market projected to grow from $53.7B to $227.8B by 2030 (CAGR 22.9%)

Venture capital funding declined 45% from 2021 peak to $245B in 2023

SoftBank captured ~6% of global tech VC dollars between 2017-2022

US Federal Reserve rates at 5.25%-5.50%, highest in 22 years

Arm's total addressable market estimated at $300 billion by 2025

1 Assess the macro interest rate environment and its impact on private market valuations

2 Evaluate the AI infrastructure buildout trajectory and Arm's positioning within it

3 Monitor the IPO market recovery as the primary exit channel for Vision Fund positions

4 Track competitive threats from NVIDIA's CUDA ecosystem and RISC-V architecture

� KEY CONTEXT

Market Context: SoftBank's legacy portfolio (ride-hailing, fintech) is structurally out of favor in the current 
'profitable AI infrastructure' paradigm. The group must monetize these assets to fund its AI pivot.

The AI revolution is not coming—it is already here. The question is who will build the infrastructure.

— Jensen Huang, NVIDIA CEO, September 2023

$53.7 Billion
AI CHIP MARKET 2023

Current size

$227.8 
BillionAI CHIP MARKET 2030

Projected size

$245 Billion
GLOBAL VC FUNDING 2023

-45% from peak

$300 Billion
ARM'S TAM BY 2025

Total addressable market
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Introduction & Market Overview

MARKET TAILWINDS FOR SOFTBANK
Generative AI boom driving compute demand. Arm's edge AI 
dominance in smartphones and IoT. AI PC revolution (60% 
of PCs by 2027). Japanese government tech investment 
initiatives.

MARKET HEADWINDS FOR SOFTBANK
Rising interest rates compressing valuations. Late-stage VC 
funding down 60% YoY. NVIDIA's CUDA ecosystem moat. 
RISC-V open-source threat to Arm's licensing model.

2021 Peak tech valuations; SoftBank deploys $15B at peak prices

2022 Fed begins rate hikes; Tech crash; SoftBank records ¥-9.7T loss

2023 Rates reach 5.25%-5.50%; VC funding down 45%; AI boom begins

2024 Projected IPO market recovery; Potential Fed rate cuts

2025 Arm's AI PC market share expected to reach 30%

2027 60% of PCs projected to be AI-capable

� AI Chip Market Segmentation & Growth Projections (2023-2030)

Segment 2023 Value ($B) 2030 Value ($B) CAGR Arm's Position

Data Center AI 18.2 89.5 25.6% Emerging (v9 servers)

Edge AI (IoT) 12.4 52.1 22.8% Dominant (90% share)

Automotive AI 8.1 38.7 24.9% Strong (v9 automotive)

AI PCs & Smartphones 15.0 47.5 17.8% Dominant (99% smartphones)

Total 53.7 227.8 22.9% Core Platform

KEY
VALUE

Market Phase Structural Shift (Growth at all costs � Profitable AI Infrastructure)

Primary Tailwind Generative AI Compute Demand

Primary Headwind Rising Interest Rates

Key Battleground Edge AI vs. Data Center AI
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Company Overview: History, Leadership & Business Model
Founded in 1981 as a software distributor, SoftBank has undergone four distinct transformations: telecom operator (2000s),
mobile internet pioneer (2010s), global tech investor (Vision Fund era), and now AI holding company. The common thread is
Masayoshi Son's 300-year vision, which prioritizes technological paradigm shifts over short-term profitability. Son has correctly
identified three major technological shifts—the Internet, mobile communications, and artificial intelligence—and placed massive
bets on each.

The leadership structure is highly centralized under Son, who holds 34.2% of the voting rights in SoftBank Group Corp., giving him
near-total control over strategic decisions. Key lieutenants include Yoshimitsu Goto as CFO, who manages the balance sheet and
deleveraging strategy, and Vikas Parekh as Managing Partner of SoftBank Investment Advisers, who oversees Vision Fund
operations. This centralized structure creates a 'founder-led' risk profile where the company's fate is tied to Son's conviction and
decision-making.

Founded in 1981; four major transformations over 42 years

Masayoshi Son holds 34.2% of voting rights, ensuring centralized control

Three-layer business model: Strategic Holding, Investment Engine, Asset Recycling

Telecom segment provides 87% of revenue but is flat-growing

Net debt-to-equity improved from 2.4x to 1.1x (FY2020-FY2023)

1 Understand the 'SoftBank Flywheel' and its current stalling dynamics

2 Assess the implications of Son's centralized control on governance and risk

3 Evaluate the telecom segment's ability to fund AI ambitions

4 Monitor the asset recycling velocity as an indicator of financial health

� GOVERNANCE ALERT

Governance Risk: Masayoshi Son's 34.2% voting control means there are minimal checks on his authority. Investors 
should demand a clearer succession plan and more independent board oversight.

I have a 300-year vision. Most people think in quarters. I think in centuries.

— Masayoshi Son, SoftBank Group Chairman & CEO

1981
FOUNDED

42 years of transformation

34.2%
SON'S VOTING CONTROL

Near-total control

¥5.9 Trillion
TELECOM REVENUE

87% of total

1.1x
NET DEBT-TO-EQUITY

Improved from 2.4x
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Company Overview: History, Leadership & Business Model

THE SOFTBANK FLYWHEEL (THEORETICAL)
Strategic Holding (Arm) � Generates stable royalty revenue � 
Funds Investment Engine (Vision Fund) � Creates portfolio 
gains � Enables Asset Recycling (T-Mobile, Alibaba sales) � 
Repays debt and funds new bets � Cycle repeats

THE SOFTBANK FLYWHEEL (CURRENT REALITY)
Strategic Holding (Arm) � Generates stable royalty revenue � 
Funds Investment Engine (Vision Fund) � Portfolio losses 
(VF2 -18% IRR) � Forces Asset Recycling (Alibaba sales at 
distressed prices) � Repays debt but reduces future income 
� Cycle is stalling

1981 SoftBank founded as software distributor

2000 $20M investment in Alibaba (now worth $200B+ at peak)

2006 Acquisition of Vodafone Japan for $15.4B

2013 Acquisition of Sprint (US telecom) for $21.6B

2016 Acquisition of Arm Holdings for $32B

2017 Vision Fund 1 launched with $100B

2020 Sale of T-Mobile stake for massive profit

2023 Arm IPO; Shift to AI holding company model

� SoftBank Group Business Segment Breakdown (FY2023 Trailing Twelve Months)

Segment Primary Asset Revenue (¥T) % of Total Strategic Role Risk Profile

SoftBank Corp. Telecom (Japan) 5.9 87% Cash Cow / Debt Service Low (Regulated)

Arm Holdings Chip IP Licensing 2.1 31% Core AI Platform Low (Royalty-based)

Vision Fund Private Tech Portfolio 0.5 7% High-Risk/High-Reward Very High (MTM)

Other (Alibaba) E-commerce, Logistics 1.2 18% Asset Monetization Medium (Geopolitical)

KEY
VALUE

Founder Masayoshi Son

Year Founded 1981

Headquarters Tokyo, Japan

Primary Business AI Investment Holding Company

Key Subsidiaries Arm Holdings, SoftBank Corp., Vision Fund
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Vision Fund Analysis: Performance, Investments & Exits
The Vision Fund segment is the primary driver of SoftBank's volatility and the source of both its greatest triumphs and most
catastrophic failures. Vision Fund 1 (VF1) raised $100 billion from sovereign wealth funds (Saudi PIF, Mubadala) and invested in
94 companies. As of Q3 2023, VF1 has generated a gross IRR of approximately 15%, driven largely by successful exits from Uber,
Guardant Health, and DoorDash. The fund has returned $40 billion in realized gains, proving the model can work when market
conditions are favorable.

Vision Fund 2 (VF2) tells a very different story. With $56 billion in invested capital, VF2 is significantly underwater with a gross IRR
of -18%. The fund has taken $23 billion in cumulative impairment losses on its portfolio. The primary cause was deploying capital
at peak valuations in 2021, when SoftBank invested $15 billion at the top of the market. The average valuation markdown on these
investments is -55%, reflecting the brutal correction in late-stage tech valuations.

VF1: Gross IRR of 15% on $100B invested; $40B in realized gains

VF2: Gross IRR of -18% on $56B invested; $23B in cumulative impairments

WeWork: Total loss of $11.5B (Chapter 11 bankruptcy filed Nov 2023)

Didi Chuxing: $9B loss from China regulatory crackdown

Arm IPO: $22B unrealized gain offsetting portfolio losses

1 Monitor VF2's remaining top holdings (ByteDance, Revolut) for additional impairments

2 Track the IPO market recovery as the primary exit channel

3 Evaluate secondary sale opportunities to sovereign wealth funds

4 Assess the impact of 'higher for longer' interest rates on portfolio valuations

� LIQUIDITY WARNING

VF2 Liquidity Crisis: The fund cannot raise new capital from LPs. Saudi PIF has not committed new money. SoftBank 
must rely on its own balance sheet to support VF2 operations.

The Vision Fund is not a mutual fund. It is a venture capital firm with a 10-year life. We are patient.

— Rajeev Misra, former CEO of SoftBank Investment Advisers (2017-2022)

15%
VF1 GROSS IRR

Success

-18%
VF2 GROSS IRR

Underwater

$40 Billion
VF1 REALIZED GAINS

From exits

$23 Billion
VF2 CUMULATIVE IMPAIRMENTS

Losses
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Vision Fund Analysis: Performance, Investments & Exits

VF1 SUCCESS FACTORS
Invested 2017-2019 at reasonable valuations. Benefited 
from 2020-2021 IPO boom. Exits at peak prices (Uber, 
DoorDash). Strong LP relationships (Saudi PIF, Mubadala).

VF2 FAILURE FACTORS
Invested 2021 at peak valuations. Market correction of -55% 
on average. IPO window closed. LP confidence lost. No new 
capital commitments.

2017 Vision Fund 1 launched with $100B from Saudi PIF and Mubadala

2019 WeWork IPO failure; SoftBank bailout begins

2020 COVID crash; SoftBank doubles down on tech

2021 Peak valuations; VF2 deploys $15B at top of market

2022 Tech crash; SoftBank records ¥-9.7T loss

2023 Arm IPO success; WeWork bankruptcy; VF2 impairments continue

� Vision Fund Portfolio Performance – Top Holdings by Cost Basis (USD)

Company Sector Cost Basis ($B) Current Est. Value ($B) Gain/(Loss) ($B) Status

Arm Holdings Semiconductors 32 54 +22 Public (IPO Sept 2023)

ByteDance Social Media/AI 15 22 +7 Private

Didi Global Mobility 12 3 -9 Public (Delisted)

WeWork Co-working 11.5 0.05 -11.45 Bankruptcy

Coupang E-commerce 3 5 +2 Public

KEY
VALUE

VF1 Total Capital $100 Billion

VF1 Gross IRR 15%

VF2 Total Capital $56 Billion

VF2 Gross IRR -18%

Total Impairments (VF2) $23 Billion



05 05� Portfolio Deep Dive: AI, Robotics, Fintech, Telecom & E-
commerce
Barbell Strategy: Monopoly vs. Distressed Assets

Portfolio Deep Dive: AI, Robotics, Fintech, Telecom & E-commerce
SoftBank's portfolio is a mosaic of high-conviction bets across five key verticals, unified by the thesis that AI will be the operating
system for all of them. The portfolio represents a barbell strategy: a high-quality, monopolistic asset (Arm) on one side, and a
collection of distressed or speculative assets (Graphcore, Boston Dynamics, WeWork) on the other. The challenge is that SoftBank
lacks operational control over most of these companies, limiting its ability to drive strategic change.

Arm Holdings is the crown jewel and the centerpiece of SoftBank's AI strategy. Arm's v9 architecture is used in 99% of
smartphones globally, providing a near-insurmountable moat. The shift to AI PCs, with Qualcomm's Snapdragon X Elite using Arm
architecture, is expected to drive royalty revenue growth of 15-20% CAGR through 2026. Arm's total addressable market across
cloud, edge, and IoT is estimated at $300 billion by 2025. The key metric to monitor is royalty revenue per chip—the shift to v9
architecture should double royalty rates.

Arm: 99% smartphone CPU market share; v9 architecture driving royalty growth

Graphcore: Acquired for $600M (78% discount from $2.8B peak valuation)

PayPay: 58M users; ¥10T transaction volume in Japan

Alibaba: Stake reduced from 34% to 14.2%; raised $20B

Boston Dynamics: <$100M revenue; no clear path to profitability

1 Monitor Arm's royalty revenue per chip as the primary value driver

2 Track Alibaba's stock price relative to the ¥80 margin call threshold

3 Evaluate Graphcore's integration and potential for AI chip market share

4 Assess PayPay's expansion beyond Japan into Southeast Asian markets

� STRATEGY INSIGHT

Distressed Asset Strategy: The Graphcore acquisition ($600M vs. $2.8B peak) demonstrates SoftBank's new 
approach—buying undervalued AI startups with strong technology but weak balance sheets.

Arm is the foundation of the AI revolution. Every AI application will run on Arm architecture.

— Masayoshi Son, Arm IPO Roadshow, September 2023

99%
ARM MARKET SHARE

Smartphones

58 Million
PAYPAY USERS

Japan

14.2%
ALIBABA STAKE

Down from 34%

$600 Million
GRAPHCORE ACQUISITION

78% discount
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Portfolio Deep Dive: AI, Robotics, Fintech, Telecom & E-commerce

CORE ASSETS (HIGH QUALITY)
Arm Holdings (45% of NAV) – Monopoly in smartphone 
CPUs. SoftBank Corp. (19% of NAV) – Stable cash flow 
generator. PayPay – Dominant Japanese fintech platform.

SPECULATIVE ASSETS (HIGH RISK)
Graphcore – Distressed AI chip bet. Boston Dynamics – 
Technology showcase. AutoStore – Warehouse automation 
(stock down 70%). Revolut – Fintech valuation uncertain.

2016 Arm acquisition for $32B

2017 Boston Dynamics acquisition for $1.1B

2020 PayPay reaches 40M users

2021 Alibaba stake reduction begins

2022 AutoStore IPO (stock down 70% since)

2023 Arm IPO; Graphcore acquisition; Alibaba stake at 14.2%

� Portfolio Contribution to SoftBank NAV (FY2023)

Asset Estimated Value (¥T) % of Total NAV Liquidity Status Strategic Importance

Arm Holdings 7.5 44.6% Public (ARM) Core AI Platform

SoftBank Corp. (Telecom) 3.2 19.0% Public (9434.T) Cash Cow

Alibaba Group 2.1 12.5% Public (BABA) Asset Monetization

Vision Fund Portfolio 2.8 16.7% Mostly Private High-Risk Bets

Cash & Equivalents 1.2 7.1% Liquid Safety Buffer

KEY
VALUE

Arm NAV Contribution ¥7.5 Trillion (44.6%)

Alibaba NAV Contribution ¥2.1 Trillion (12.5%)

Total Concentration 57.1% in two assets

Cash Buffer ¥1.2 Trillion (7.1%)
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Financial Performance: Revenue, Income, Debt & Assets
SoftBank's financial statements are complex due to the consolidation of the Vision Fund and the fair value accounting of
investments. The key pattern is revenue stability combined with extreme income volatility—a hallmark of a company whose value
is driven by mark-to-market accounting, not operations. Revenue has remained stable at ¥6.5-6.8 trillion over the last three years,
driven by the telecom segment, while net income has swung from a loss of ¥9.7 trillion in FY2022 to an estimated loss of ¥4.5
trillion in FY2023.

The massive loss in FY2022 was the largest in Japanese corporate history, driven by the tech valuation crash affecting WeWork,
Didi, and Klarna. The improvement in FY2023 is primarily due to Arm's IPO gain offsetting continued private market losses.
However, the Vision Fund segment still reported a loss of ¥258.8 billion in Q2 FY2023 alone, indicating that the core investment
engine remains impaired. Operating income barely covers interest payments, with an interest coverage ratio of approximately 1.2x.

Revenue stable at ¥6.5-6.8T; net income swings from -¥9.7T to -¥4.5T

Interest coverage ratio of 1.2x (operating income barely covers interest)

LTV ratio improved to 22.2% (below 25% target)

Alibaba margin call trigger at $80/share (current: ~$85)

BB+ credit rating limits cheap debt access

1 Monitor Alibaba's stock price daily for margin call risk

2 Track LTV ratio as primary balance sheet health indicator

3 Evaluate refinancing risk for ¥3.8T in medium-term debt

4 Assess interest coverage ratio trend as rates remain elevated

� FINANCIAL RISK

Margin Call Risk: Alibaba's stock price at $85 is only 6% above the estimated $80 margin call trigger. A 6% decline 
could force forced asset sales.

Our balance sheet is in defense mode. We are prioritizing liquidity and deleveraging over new investments.

— Yoshimitsu Goto, SoftBank Group CFO, Q2 FY2023 Earnings Call

¥6.78 Trillion
TOTAL REVENUE

TTM

¥-4.5 Trillion
NET INCOME (LOSS)

TTM

¥8.2 Trillion
INTEREST-BEARING DEBT

Total

¥3.7 Trillion
NET DEBT
Improved
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Financial Performance: Revenue, Income, Debt & Assets

FINANCIAL STRENGTHS
¥4.5T liquidity buffer provides 2-year runway. LTV ratio 
below 25% target. Net debt declining (¥5.1T to ¥3.7T). 
Revenue stable from telecom operations.

FINANCIAL WEAKNESSES
Interest coverage ratio of 1.2x is dangerously low. BB+ 
credit rating (junk status). Alibaba collateral risk with 
margin call at $80. ¥3.8T in medium-term refinancing risk.

2020 Net debt at ¥5.1T; LTV ratio at 28%

2021 Peak valuations; SoftBank increases leverage

2022 Tech crash; Net loss of ¥-9.7T (largest in Japanese history)

2023 Deleveraging continues; LTV at 22.2%; Alibaba stake reduced to 14.2%

2024 Projected ¥1.5T in short-term debt maturity

2025 ¥3.8T in medium-term debt refinancing due

� SoftBank Group Key Financial Data (IFRS, ¥ Billions)

Metric FY2021 (Mar '22) FY2022 (Mar '23) FY2023 (TTM) Trend

Revenue ¥6,275 ¥6,570 ¥6,780 Stable

Operating Income (Loss) ¥(1,250) ¥(3,450) ¥(1,800) Improving

Net Income (Loss) ¥(1,708) ¥(9,701) ¥(4,500) Improving

Total Assets ¥52.1 T ¥48.2 T ¥46.5 T Declining

Interest-Bearing Debt ¥9.2 T ¥8.8 T ¥8.2 T Deleveraging

Net Debt ¥5.1 T ¥4.9 T ¥3.7 T Improving

KEY
VALUE

Revenue Stability ¥6.5-6.8T (3-year range)

Net Income Volatility -¥9.7T to -¥4.5T

Interest Coverage 1.2x

Credit Rating BB+ (S&P)

LTV Ratio 22.2%
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SWOT Analysis: Strategic Position Assessment
The SWOT analysis reveals a company with a strong moat (Arm) but a weak balance sheet and a damaged brand. SoftBank's
strengths are concentrated in its visionary leadership and its ownership of a near-monopoly asset in Arm. However, these
strengths are offset by extreme concentration risk, a track record of overpaying for investments, and a lack of operational control
over most portfolio companies.

The primary strength is Arm's market position. Arm holds 90% market share in smartphone CPU architecture and 65% in IoT
processors. This near-monopoly provides stable royalty revenue and a platform for AI expansion. Additionally, Masayoshi Son's
track record of identifying paradigm shifts (Internet, Mobile, AI) is unmatched among tech investors. The ¥4.5 trillion liquidity
buffer provides protection against market downturns, and SoftBank's global network of sovereign wealth fund relationships is
unique.

Strength: Arm's 90% smartphone CPU market share (near-insurmountable moat)

Weakness: 57% of NAV in two assets (Arm and Alibaba)

Opportunity: 60% of PCs to be AI-capable by 2027 (Arm positioned to capture 30%)

Threat: RISC-V projected to capture 25% of IoT CPU market by 2027

Threat: China exposure (Alibaba, ByteDance, Didi) represents ~15% of NAV

1 Leverage Arm's monopoly to capture AI PC and edge AI market share

2 Reduce concentration risk by monetizing Alibaba stake and diversifying

3 Hedge geopolitical risk from China exposure through strategic divestitures

4 Rebuild LP confidence through transparent communication and improved governance

� KEY RISK

Concentration Risk: 57% of NAV in two assets is unacceptable for a diversified conglomerate. A 20% decline in both 
Arm and Alibaba would wipe out ¥1.9 trillion in shareholder value.

Our biggest risk is not competition—it is our own concentration. We must diversify or face the
consequences.

— Anonymous SoftBank Senior Executive, Internal Strategy Meeting, 2023

90%
ARM MARKET SHARE

Smartphones

57%
NAV CONCENTRATION

Two Assets

60%
AI PC MARKET BY 2027

of all PCs

25%
RISC-V IOT SHARE BY 2027

Projected
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SWOT Analysis: Strategic Position Assessment

STRATEGIC ADVANTAGES
Arm monopoly in smartphone CPUs. Visionary leadership 
with paradigm-shift track record. Massive liquidity buffer. 
Unique sovereign wealth fund network. Japanese 
government tech investment tailwind.

STRATEGIC VULNERABILITIES
Extreme concentration risk. VF2 overpaying track record. 
Lack of operational control. BB+ credit rating. Damaged 
brand from WeWork. China geopolitical exposure.

2023 Arm IPO; Graphcore acquisition; WeWork bankruptcy

2024 Potential IPO market recovery; AI PC wave begins

2025 Arm expected to capture 30% of AI PC market

2027 60% of PCs AI-capable; RISC-V at 25% IoT market share

2030 AI chip market reaches $227.8B

� SWOT Analysis Summary

Category Factor Impact Level Mitigation/Exploitation Strategy

Strength Arm's 90% smartphone market share High Leverage for AI PC and edge AI 
expansion

Strength ¥4.5T liquidity buffer High Maintain for market downturn 
protection

Weakness 57% NAV concentration Critical Diversify through asset sales and new 
investments

Weakness VF2 overpaying track record High Improve due diligence; avoid bidding 
wars

Opportunity AI PC revolution (60% by 2027) High Invest in Arm-based AI chip 
development

Opportunity Distressed asset buying Medium Acquire undervalued AI startups 
(Graphcore model)

Threat RISC-V competition (25% by 2027) High Accelerate v9 architecture adoption

Threat China geopolitical risk Critical Reduce exposure; hedge currency and 
regulatory risk

KEY
VALUE

Primary Strength Arm Monopoly

Primary Weakness Concentration Risk

Primary Opportunity AI PC Revolution

Primary Threat RISC-V Competition
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Competitive Landscape: Conglomerates & Tech Investors
SoftBank operates in a unique competitive space, straddling the line between conglomerates (Berkshire Hathaway, Tencent), tech
investors (Tiger Global, Sequoia), and AI platform companies (NVIDIA, Microsoft). This hybrid nature makes direct comparison
difficult but reveals critical strategic gaps. The most important finding is that SoftBank is being outspent 5:1 by its competitors in
AI investment and lacks the operational depth to compete with platform owners.

Compared to Berkshire Hathaway, SoftBank is a high-risk, high-leverage vehicle with a negative P/E ratio and junk-bond status.
Berkshire's market cap is $780 billion with a P/E ratio of 22x and a AAA credit rating. SoftBank's market cap is $65 billion with a
negative P/E and a BB+ rating. Berkshire has diversified cash flows from insurance, railroads, and energy. SoftBank has one stable
cash cow (telecom) and a portfolio of volatile investments. Berkshire can borrow at 4%; SoftBank borrows at 7%+.

Berkshire Hathaway: $780B market cap, AAA rating, 22x P/E (vs. SoftBank: $65B, BB+, negative P/E)

Tencent: $380B market cap, diversified operations, operational control

NVIDIA: $1.1T market cap, CUDA ecosystem ($10B+ revenue)

Microsoft: $13B AI investment in 2023 (vs. SoftBank: $2.5B)

Saudi PIF: $700B AUM; no new capital committed to VF2

1 Benchmark SoftBank's cost of capital against peers (7%+ vs. Berkshire's 4%)

2 Assess the competitive disadvantage of being a financial investor vs. platform owner

3 Evaluate the impact of Saudi PIF's withdrawal on VF2's future

4 Identify niche advantages where SoftBank can compete (distressed assets, edge AI)

� COST OF CAPITAL ALERT

Competitive Disadvantage: SoftBank's BB+ credit rating means it borrows at 7%+ while Berkshire borrows at 4%. This 
300+ basis point disadvantage makes it harder to generate positive returns on new investments.

SoftBank is not a tech company. It is a leveraged bet on Arm with a side portfolio of distressed assets.

— Analyst, Goldman Sachs, October 2023

$65 Billion
SOFTBANK MARKET CAP

Negative P/E

$780 Billion
BERKSHIRE MARKET CAP

22x P/E

$1.1 Trillion
NVIDIA MARKET CAP

65x P/E

$380 Billion
TENCENT MARKET CAP

18x P/E
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WHERE SOFTBANK COMPETES
Distressed asset buying (Graphcore model). Edge AI through 
Arm monopoly. Japanese tech ecosystem. Sovereign wealth 
fund relationships. High-risk, high-reward venture investing.

WHERE SOFTBANK CANNOT COMPETE
AI platform ownership (NVIDIA, Microsoft). Diversified cash 
flows (Berkshire). Operational control (Tencent). Low-cost 
capital (Berkshire AAA rating). Scale of AI investment 
(Microsoft $13B vs. $2.5B).

2017 Vision Fund 1 launched with $45B from Saudi PIF

2020 Saudi PIF commits to VF2 at reduced level

2022 Saudi PIF signals no new capital for VF2

2023 SoftBank relies on own balance sheet for investments

2024 Potential new LP commitments if VF2 performance improves

2025 Arm expected to compete with NVIDIA in edge AI

� Competitive Landscape Comparison (October 2023)

Company Market Cap ($B) P/E Ratio Credit Rating AI Investment (2023) Key Advantage

NVIDIA 1,100 65x AA N/A (Core Business) CUDA Ecosystem

Berkshire Hathaway 780 22x AAA N/A Insurance Float

Tencent 380 18x A+ $5B WeChat Platform

Saudi PIF 700 (AUM) N/A AA $10B Sovereign Capital

SoftBank 65 Negative BB+ $2.5B Arm Monopoly

KEY
VALUE

SoftBank Cost of Capital 7%+

Berkshire Cost of Capital 4%

SoftBank AI Investment (2023) $2.5 Billion

Microsoft AI Investment (2023) $13 Billion

Saudi PIF VF1 Commitment $45 Billion
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Strategic Outlook: Focus Areas, Future Bets & Risks
SoftBank's strategic outlook is defined by three focus areas: Arm's AI expansion, Vision Fund portfolio recovery, and balance sheet
deleveraging. The group's future success depends on executing these three priorities simultaneously while navigating significant
macroeconomic and geopolitical risks. The margin for error is thin—SoftBank is a high-conviction, high-risk proposition.

The primary focus area is Arm's AI expansion. SoftBank must leverage Arm's monopoly in smartphone CPUs to capture the AI PC
and edge AI markets. The shift to AI PCs, with 60% of all PCs projected to be AI-capable by 2027, represents a massive
opportunity. Arm-based chips (Qualcomm, Apple) are expected to capture 30% of that market. Additionally, Arm's v9 architecture
is positioned for data center AI inference, competing with NVIDIA's CUDA ecosystem. The key metric is royalty revenue per chip,
which should double with v9 adoption.

Primary focus: Arm's AI expansion into PC, edge, and data center markets

Secondary focus: Vision Fund portfolio recovery through IPO market reopening

Tertiary focus: Balance sheet deleveraging and risk reduction

Future bets: AGI infrastructure, robotics, and AI training chips

Key risk: IPO market remains closed through 2025

1 Execute Arm's AI PC strategy to capture 30% of the projected market

2 Reduce Alibaba collateral risk by further monetizing the stake

3 Prepare VF2 portfolio for IPO window reopening in 2024-2025

4 Continue distressed asset acquisitions (Graphcore model) in AI hardware

� PIVOT INSIGHT

Strategic Pivot: SoftBank is transitioning from 'growth at all costs' (Vision Fund era) to 'profitable AI 
infrastructure' (Arm-centric strategy). This is a fundamental shift in business model and risk profile.

We are building the infrastructure for the AI revolution. This is a 10-year bet, not a 10-quarter bet.

— Masayoshi Son, SoftBank Group Chairman & CEO, October 2023

30%
ARM AI PC TARGET
Market Share by 2027

50%
VF2 RECOVERY PROBABILITY

IPO window dependent

80%
DELEVERAGING PROBABILITY

Asset sales ongoing

2025-2030
AGI BET TIMELINE

Long-term
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NEAR-TERM PRIORITIES (2024-2025)
Execute Arm AI PC strategy. Reduce Alibaba collateral risk. 
Prepare VF2 for IPO exits. Continue deleveraging. Maintain 
¥4.5T liquidity buffer.

LONG-TERM BETS (2025-2030)
AGI infrastructure investment. Robotics commercialization 
(Boston Dynamics). AI training chips (Graphcore). Edge AI 
dominance. Potential new Vision Fund structure.

2024 Arm AI PC chips enter market; IPO window potentially reopens

2025 Arm targets 30% AI PC market share; ¥3.8T debt refinancing due

2026 VF2 portfolio exits expected; LTV target of <20%

2027 60% of PCs AI-capable; Arm v9 architecture fully adopted

2030 AGI infrastructure mature; AI chip market at $227.8B

� Strategic Priorities & Risk Assessment (2024-2026)

Priority Investment Required Expected Timeline Success Probability Key Risk

Arm AI Expansion ¥1-2T (R&D + M&A) 2024-2027 High (70%) RISC-V competition

VF2 Portfolio Recovery Minimal (hold) 2024-2025 Medium (50%) IPO window stays closed

Balance Sheet Deleveraging Asset sales 2024-2026 High (80%) Alibaba margin call

AGI/Robotics Bets ¥500B-1T 2025-2030 Low (30%) Technology failure

KEY
VALUE

Primary Focus Arm AI Expansion

Secondary Focus VF2 Recovery

Tertiary Focus Deleveraging

Future Bet AGI & Robotics

Key Risk IPO Window Closure
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Customer & Partner Insights: Ecosystem Dynamics
SoftBank's ecosystem is unique in the technology investment landscape, spanning sovereign wealth funds, portfolio company
founders, technology partners, and retail investors. Understanding the dynamics of these relationships is critical to assessing
SoftBank's ability to execute its strategy. The key insight is that trust has been damaged, and rebuilding it will take time.

The most important partners are the sovereign wealth funds that backed Vision Fund 1. The Saudi Public Investment Fund (PIF)
committed $45 billion, and Mubadala committed $15 billion. These relationships were built on Masayoshi Son's vision and the
promise of 20%+ returns. The WeWork disaster and VF2's -18% IRR have severely damaged this trust. The Saudi PIF has not
committed new capital to VF2, and Mubadala has reduced its exposure. Rebuilding these relationships requires demonstrating
consistent returns and improved governance.

Saudi PIF: $45B committed to VF1; no new capital for VF2

Mubadala: $15B committed to VF1; reduced exposure to VF2

Founders: Wary of 'SoftBank premium' after WeWork saga

Technology partners: Arm relationships critical to AI strategy

Investors: NAV discount of 30-50% reflects skepticism

1 Rebuild LP trust through transparent reporting and consistent returns

2 Improve founder relationships by demonstrating value-added partnership

3 Strengthen Arm's technology partnerships for AI PC expansion

4 Close the NAV discount through improved execution and governance

� RELATIONSHIP RISK

Trust Deficit: The WeWork bankruptcy and VF2 losses have damaged SoftBank's reputation with LPs and founders. 
Rebuilding trust will take 3-5 years of consistent performance.

SoftBank was the best partner until they weren't. The WeWork situation showed that when things get
tough, they prioritize themselves.

— Anonymous Portfolio Company Founder, 2023

$45 Billion
SAUDI PIF VF1 COMMITMENT

Anchor LP

$0
SAUDI PIF VF2 COMMITMENT

No new capital

$15 Billion
MUBADALA VF1 COMMITMENT

Anchor LP

30-50%
NAV DISCOUNT RANGE

Investor skepticism
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STRONG RELATIONSHIPS
Arm technology partners (Qualcomm, Apple, TSMC). 
Japanese government and regulators. SoftBank Corp. 
telecom customers (50M+ subscribers). PayPay users 
(58M).

STRAINED RELATIONSHIPS
Saudi PIF (no new capital). Mubadala (reduced exposure). 
Portfolio company founders (post-WeWork). Retail 
investors (NAV discount, volatility).

2017 VF1 launched with strong LP relationships

2019 WeWork IPO failure; founder relationships begin to strain

2020 COVID crisis; SoftBank supports portfolio companies

2022 VF2 losses mount; LP confidence erodes

2023 Saudi PIF declines new capital; WeWork bankruptcy

2024 Rebuilding phase begins; focus on transparency

� Stakeholder Relationship Assessment

Stakeholder Current Trust Level Key Concern SoftBank's Leverage Improvement Strategy

Saudi PIF Low VF2 returns, WeWork None (no new capital) Demonstrate VF1 success; 
improve governance

Mubadala Medium Portfolio concentration Moderate Offer co-investment 
opportunities

Founders Low-Medium 'SoftBank premium' strings High (capital access) Provide value-added services, 
not just capital

Technology Partners High Arm independence High (Arm ownership) Support Arm's independent 
strategy

Retail Investors Low NAV discount, volatility None Improve transparency, 
buybacks

KEY
VALUE

LP Trust Level Low (Post-WeWork)

Founder Trust Level Low-Medium

Technology Partner Trust High

Investor Trust Low (NAV discount)

Time to Rebuild Trust 3-5 Years
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Technology & Innovation Timeline: 2017–2027
SoftBank's technology and innovation journey reflects its transformation from a telecom and e-commerce conglomerate into an AI-
focused investment holding company. The timeline below captures key milestones in technology development, investment, and
strategic pivots. The pattern is clear: SoftBank identifies paradigm shifts early, makes massive bets, and then pivots when the
market evolves.

The Vision Fund era (2017-2022) was characterized by broad technology investments across ride-hailing, co-working, fintech, and
e-commerce. The thesis was that technology would disrupt every industry, and SoftBank wanted exposure to all of it. The results
were mixed—spectacular successes (Uber, DoorDash, Arm) and catastrophic failures (WeWork, Didi). The key lesson was that
diversification without operational control is risky.

2017: Vision Fund 1 launched; massive tech investment spree begins

2020: COVID accelerates digital transformation; SoftBank doubles down

2022: Tech crash; SoftBank pivots to 'defense mode'

2023: Arm IPO; Graphcore acquisition; AI becomes central focus

2025: Projected Arm AI PC market share of 30%

1 2017-2019: Broad tech investments across multiple sectors

2 2020-2021: Peak valuations; SoftBank deploys capital aggressively

3 2022-2023: Market correction; strategic pivot to AI infrastructure

4 2024-2025: Arm AI PC expansion; potential IPO market recovery

5 2026-2027: Robotics commercialization; AGI infrastructure buildout

� HISTORICAL CONTEXT

Paradigm Shift: SoftBank has correctly identified three major technology shifts: Internet (2000s), Mobile (2010s), 
and AI (2020s). The AI shift is the largest and most capital-intensive.

Technology paradigms shift every 10-15 years. We are now in the AI paradigm. Everything else is legacy.

— Masayoshi Son, SoftBank Group Chairman & CEO, 2023

2017
VF1 LAUNCH
$100B raised

2016
ARM ACQUISITION

$32B

2023
ARM IPO

$54B valuation

30%
AI PC TARGET

Market Share by 2025
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PAST PARADIGM (2017-2022)
Broad tech investing. 'Growth at all costs.' Vision Fund 
model. High leverage. Multiple sector exposure (ride-
hailing, co-working, fintech). WeWork, Didi, Uber.

FUTURE PARADIGM (2023-2027)
AI infrastructure focus. Profitable growth. Arm-centric 
strategy. Deleveraged balance sheet. Concentrated bets (AI 
chips, edge AI, robotics). Graphcore, Boston Dynamics.

2017 Vision Fund 1 launched

2018 WeWork investment ($4.4B)

2019 Uber IPO ($6.6B gain)

2020 COVID accelerates digital transformation

2021 Peak valuations; VF2 deploys $15B

2022 Tech crash; ¥-9.7T loss

2023 Arm IPO; Graphcore acquisition

2024 AI PC chips enter market

2025 Arm targets 30% AI PC share

2027 60% of PCs AI-capable

� Technology & Innovation Milestones (2017-2027)

Year Event Strategic Significance Outcome

2017 Vision Fund 1 launched SoftBank becomes largest tech 
investor

$100B raised

2018 WeWork investment ($4.4B) Bet on 'space-as-a-service' Catastrophic failure

2019 Uber IPO ($6.6B gain) First major VF1 exit Success

2020 COVID accelerates digital SoftBank doubles down on tech Mixed results

2021 Peak valuations; VF2 deploys $15B Top-of-market investing -55% average loss

2022 Tech crash; ¥-9.7T loss Largest loss in Japanese history Strategic pivot

2023 Arm IPO; Graphcore acquisition AI becomes central focus Positive inflection

2024 AI PC chips enter market Arm expansion begins TBD

2025 Arm targets 30% AI PC share Market share milestone TBD

2027 60% of PCs AI-capable Industry transformation TBD
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KEY
VALUE

Current Paradigm AI Infrastructure

Previous Paradigm Broad Tech Investing

Core Technology Arm v9 Architecture

Key Acquisition Graphcore ($600M)

Future Focus AGI & Robotics
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Conclusions & Strategic Recommendations
SoftBank Group stands at a critical inflection point. The company has successfully navigated the worst of the tech valuation crash
and repositioned itself around the most important technology theme of the decade: artificial intelligence. However, the transition
is incomplete, and significant risks remain. The group's future success depends on executing three simultaneous priorities: Arm's
AI expansion, Vision Fund portfolio recovery, and balance sheet deleveraging.

The primary conclusion is that SoftBank is no longer a diversified tech conglomerate—it is a leveraged bet on Arm's success. Arm
now represents 45% of NAV, and the group's future is inextricably linked to Arm's ability to capture the AI PC and edge AI markets.
This concentration creates significant risk but also significant upside if the thesis plays out. Investors should view SoftBank as a
high-beta proxy for Arm with a side portfolio of distressed assets.

SoftBank is a leveraged bet on Arm's success (45% of NAV)

Vision Fund model is broken; focus on harvesting, not new investments

Balance sheet is stable but fragile (Alibaba collateral risk)

IPO market recovery in 2024-2025 is critical to VF2 exits

Recommend 'Hold' for long-term investors with high risk tolerance

1 Execute Arm's AI PC strategy to capture 30% of the projected market by 2025

2 Reduce Alibaba collateral risk by further monetizing the stake

3 Prepare VF2 portfolio for IPO window reopening in 2024-2025

4 Continue distressed asset acquisitions in AI hardware (Graphcore model)

5 Improve governance and transparency to rebuild LP and investor trust

� FINAL RECOMMENDATION

Investment Recommendation: HOLD. SoftBank offers asymmetric upside if Arm captures the AI PC market, but 
significant downside risk from concentration, leverage, and VF2 losses. Suitable only for high-risk-tolerant 
investors with a 5+ year horizon.

SoftBank is a high-conviction, high-risk proposition. The upside is enormous if Arm succeeds. The
downside is significant if it doesn't.

— Global Market Research & Strategy Division, October 2023

HOLD
INVESTMENT RECOMMENDATION

Long-term

High
RISK LEVEL
Concentrated

5+ Years
TIME HORIZON
Patience required

Arm AI PC 
ExpansionPRIMARY CATALYST

Key driver
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FOR MANAGEMENT
Execute Arm AI PC strategy aggressively. Reduce Alibaba 
collateral risk. Harvest VF2 positions. Continue 
deleveraging. Improve governance and transparency. 
Rebuild LP relationships.

FOR INVESTORS
View SoftBank as an Arm proxy with distressed asset 
optionality. Monitor Arm royalty revenue growth. Track 
Alibaba stock price for margin call risk. Prepare for 
continued volatility. Maintain long-term perspective.

2024 Arm AI PC chips enter market; Alibaba stake reduction continues

2025 Arm targets 30% AI PC market share; VF2 exits expected

2026 Balance sheet target: LTV <20%; Debt refinancing completed

2027 60% of PCs AI-capable; SoftBank's transformation complete

2030 AGI infrastructure mature; Long-term bets realized or abandoned

Recommendation Priority Investment Required Expected Impact Timeline

Arm AI PC Expansion Critical ¥1-2T (R&D) 30% market share by 2025 2024-2025

Alibaba Stake Reduction Critical None (sell) Reduce margin call risk 2024

VF2 Portfolio Harvesting High None (hold) $5-10B in exits 2024-2025

Distressed AI Acquisitions
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