
 

Hello everyone. My name is Takeuchi, the President of TOYOBO. Thank you very much for attending today's 
briefing on our medium-term management plan. I would also like to thank you for your continued support of 
our group. 

The medium-term management plan announced this time is positioned as the latter half of the Sustainable 
Vision 2030 announced in May 2022. While the 2025 Medium-term Management Plan was positioned as four 
years to remake and prepare, the 2030 Medium-term Management Plan is a plan to realize the results of 
growth investment and preparation. 

The heightened geopolitical risks including the current tense situation in Iran makes it very difficult to predict 
the outlook for the business environment. Despite these circumstances, as we have begun a new medium-
term management plan, we believe it is important to present our management's thoughts on how this 
company can contribute to society and how we can increase our earning power and corporate value, which is 
why we have reached today's briefing. 



 

 

 

Here are three points for a summary.  

Number one, review of 2025 Medium-term Management Plan. I will discuss how we applied our reflections to 
build the next medium-term management plan. 

Number two, our company’s ideal state and value creation story.  We have been communicating value 
creation story to this day, and we reworked it even more. Three priority areas have been newly defined this 
time. 

Number three, 2030 Medium-term Management Plan. Our financial goal is to swiftly attain ROE of over 8% by 
improving our financial structure and achieving profit growth. 



 

 

 

We will now begin our review of the 2025 Medium-term Management Plan. This is the overall positioning.  

Looking back on the background when we created Sustainability Vision 2030, on FY 3/21, there was a fire 
accident in Inuyama Plant, and  on FY 3/19, a fire accident in Tsuruga Research and Production Center, so 
there were major problems in terms of safety and disaster prevention. Moreover, we have found cases of 
improper quality in the resin and pharmaceutical related businesses. This meant that the very foundations of 
the manufacturing industry were shaken. Overall business performance was solid, but stalled except for 
Films. 

That was the background. Therefore, when I formulated the 2025 Medium-term Management Plan in FY 
3/22, the four years of the Plan were designated as the four years to remake and prepare in order to become 
a sustainable and resilient company. 



 

 

 

The profit items are forecasted not to meet the initial target for FY 3/26. The Company made capital 
investment aggressively, where depreciation and amortization have been less than JPY30.0 billion and 
operating cash flow has been around JPY30.0 billion. So, our financial position has deteriorated more than 
initially prepared. 

  



 

 

 

When reviewing these four years, after a significant drop in performance in FY 3/23 and FY 3/24, we are on a 
recovery trend in FY 3/25 and FY 3/26. EBITDA, one of our earning powers, has been steadily improving. On 
the other hand, ROE and ROIC have fallen sharply along with the decline in business performance and are still 
in the process of improvement. The current situation is that we have not reached the 8% ROE required by the 
market. 

  



 

 

 

Looking into the details, the largest deviation was in Life Science. 

  



 

 

 

Performance deviated across all segments.   

In Films, polarizer protective films for LCDs performed better than initially expected. Although demand for 
mold releasing film for MLCC increased, it was not as much as we had initially expected. 

Packaging film did well until FY 3/22. However, market conditions worsened, and the new equipment did not 
start up as expected. 

Regarding Life Science, in FY 3/22, COVID-19 was spreading, hence our pandemic related products saw a large 
sales increase. In FY 3/26, that impact was no longer significant. Additionally, aggressive investments in 
enzyme-related and dialysis-related businesses have not started up as planned, and depreciation and 
amortization has increased. 

Environmental and Functional Materials, mainly TOYOBO MC, has made steady progress in the development 
of its infrastructure since the Company was established. However, “Vylon” and Aquatic Membrane, which 
were aiming to expand overseas sales, did not expand as much as expected, and VOC recovery equipment 
dropped due to the slowdown in the EV market. The profitability of Nonwoven materials deteriorated due to 
intensifying competition from China. In addition, stand-alone costs increased from the original estimate due 
to the establishment of the new company. 



 

 

 

Many factors of this discrepancy including changes in the business environment were summarized into two. 

One of the issues is the delay in identifying and addressing environmental changes. 

The price of raw materials and fuels has been rising at a furious pace. The cost increase factor was about 
JPY28.0 billion in FY 3/22 and FY 3/23. It took us five years to get it back. We did not update prices quickly 
enough, resulting in lower profits overall. 

Currently, we are proceeding with the direction to approach pricing activity as a company-wide effort. 

In addition, Packaging film that we initially anticipated growth potential and Nonwoven materials for which 
we initially saw stable earnings, have fallen into the category of businesses requiring improvement due to 
deteriorating market conditions and intensifying competition in China, respectively. The three businesses that 
were originally envisioned, are steadily improving. We have taken action on Packaging film and Nonwoven 
materials including measures to address fixed costs, and we are finally on track to return to profitability 
overall. 

 



 

 

 

The other of the issues is a delay in the launch of large-scale growth investment.  

The overall medium-term management plan was affected by a 1.2- to 1.3-fold increased capital expenditures 
than initially anticipated. Investment was so concentrated that it exceeded the overall capability of the 
Company’s execution structure, as it invested over JPY50.0 billion while depreciation and amortization was 
less than JPY30.0 billion. 

In addition, we reflected on the lack of follow-up on progress and are currently in the process of 
reestablishing this area. 

We have also reflected on the need to make our investment decision-making process more rigorously going 
forward, including the evaluation of market trends and our technological capabilities. 



 

 

 

Of the four measures, we are making steady progress on one, three, and four, generally as planned. In 
particular, I recognize that the level of safety, disaster prevention, and quality assurance has improved 
significantly compared to when I took office as president. 

With regard to the reorganization of the business portfolio, there were some things we were able to do and 
some things we were not able to do. 

One of the things we were able to do was to turn around the Textiles business, which was originally a 
business requiring improvement, as well as to put the Airbag fabrics and Pharmaceuticals businesses on a 
path to profitability. In addition, the infrastructure of TOYOBO MC has been developed, which is generally in 
line with the plan. 

However, due to delays in the launch of capital investments, the businesses focusing expansion did not 
generate as much profit as initially expected, and earnings from Packaging film and Nonwoven materials 
deteriorated. 

 



 

 

 

Regarding business portfolio, the horizontal axis represents profitability, the vertical axis represents growth 
potential, and the intersection represents the hurdle rate. At the beginning of FY 3/22, only three projects 
were below the hurdle rate. However, in the FY 3/26 forecast, about half of all businesses are below the 
hurdle rate, and the businesses focusing on expansion decreased. 

 

  



 

 

 

See page 15 for slightly more detailed information. Here we provide a breakdown of each business segment, 
the specific business, and the percentage of capital employed. With regard to priority expansion and stable 
earnings exceeding the hurdle rate, only about half of them, 27% and 23% respectively, exceeded the hurdle 
rate in the current period, and conversely, the ratio of businesses requiring improvement is increasing. 

Here we provide a breakdown by business portfolio, showing the specific businesses, the percentage of 
capital employed, and ROCE. With regard to businesses focusing on expansion and stable earning businesses 
exceeding the hurdle rate, in the FY 3/26 forecast, only about half of the businesses exceed the hurdle rate, 
with capital employed ratios of 27% and 23%, respectively. Conversely, the ratio of businesses that do not 
exceed the hurdle rate is increasing. 

 

  



 

 

 

In summary, the business portfolio reorganization did not proceed as planned, and as a result, ROE fell 
significantly short of the original plan, leading to a deterioration in the financial structure. This is the key issue 
we need to address in the next medium-term management plan. 

In the capital markets, there is a very strong demand to ROE of over 8%. In the new medium-term 
management plan, the key question is how to increase ROE. Accordingly, we have reorganized our business 
portfolio to clarify which businesses we need to grow and which businesses present challenges. We also 
recognize the importance of steadily executing the initiatives we have undertaken. We will place greater 
emphasis on asset efficiency and asset turnover within the Company, and will be more thorough in improving 
asset efficiency and working capital management.  

Overall, we will further strengthen our one-team management approach. 



 

 

 

Let's move on to the ideal state and the value-creation story. Our corporate philosophy is based on a motto 
set by Mr. Eichi Shibusawa. Now we have further reorganized the vision into a value-creation story. 

  



 

 

 

The vision remains unchanged; however, we have designated Advanced materials, Healthcare, and 
Environmental and energy as priority areas where TOYOBO can demonstrate its strengths. 

We have communicated our value creation story in the integrated report, but this time, Management team 
gathered to discuss it again, based on how our successful businesses have been created. 

Under our corporate philosophy, we leverage our core technologies in Polymer and Biotechnology, together 
with the strength of our People and organizations as part of TOYOBO’s culture. Then co-create and 
collaborate with customers and partners. Then create value by delivering the required performance. We 
recognize that this is our value-creation story.  

As a result, both our people and the Group grow and develop, and we aim to continue driving this value 
creation cycle. 

At the same time, we are launching a new brand slogan. This slogan encourages our employees to take pride 
in their work and engage positively, and also represents our promise to society. 



 

 

 

This is a framework of value creation story. 

  



 

 

 

Let me now move on to the 2030 Medium-term Management Plan. We have formulated the plan based on 
the review of the 2025 Medium-term Management Plan and the reorganized value creation story. In terms of 
its positioning, while the 2025 Medium-term Management Plan was four years to remake and prepare, this 
plan is aimed at achieving growth. We do not intend to end on FY 3/31, and we will also make strategic moves 
as groundwork for the period beyond that. 

  



 

 

 

This is recognition of business environment in formulating this plan. Even before the situation in Iran 
worsened, we recognized that uncertainty was increasing, and the current situation is even more uncertain 
than we had anticipated. As changes in the environment always occur, we need to be prepared for 
unforeseen circumstances and downside risk. 

  



 

 

 

We shift our management targets from scale to efficiency, with an awareness of ROE, and improve our 
financial structure. By improving our financial structure while achieving profit growth, we aim to attain ROE of 
over 8% as early as possible. 

We have set seven key indicators. Even though these are rate-based targets, the most important priority is to 
avoid serious incidents related to safety and disaster prevention, quality, and compliance. 

To attain ROE of over 8%, we will increase ROIC to a level that covers our cost of capital. Within the Company, 
we have set a hurdle rate of 8% for ROA by business, and each business is working daily to clear this hurdle. 

In order to increase ROIC and ROA by business, we will place strong emphasis on the operating profit of each 
business. When focusing on scale, there is a tendency to maintain businesses even with low profit. 

As a result, through business portfolio reforms and improved asset turnover, we will reduce total assets and 
improve the D/E ratio. As for business portfolio, we will increase the ratio of priority businesses with growth 
potential that exceeds the hurdle rate to more than half of the total. 

In addition, employee engagement metrics that support these initiatives are positioned as important 
indicators from the perspective of human capital. 

 



 

 

 

To achieve this, we have three measures. The basic premises are safety and disaster prevention, quality, and 
compliance, which are to be thorough and not to forget. 

The measures are listed here: business portfolio reforms, laying the groundwork for the future, and 
foundation establishment and strengthening. 

  



 

 

 

As for the business portfolio toward FY 3/29 we will reduce the number of challenged businesses and 
increase the number of priority businesses. In particular, we will focus on improving earnings from Packaging 
film and rebuilding Biotechnology and Medical material businesses. 

  



 

 

 

In terms of the ratio of capital employed, businesses that clear the hurdle rate currently account for a total of 
50%, at 27% and 23%, respectively. We aim to increase this ratio to 95% in FY 3/29. 

In addition, we have newly added solution casting, parts for pharmaceuticals manufacturing process, and 
biomanufacturing as areas for development, with the expectation that they will contribute to earnings from 
FY 3/31. 

We are also considering inorganic measures and best-owner options. While these have not been factored 
into the numerical plan, we would like you to understand that we do not rule them out as options. 

 



 

 

 

Now, let me continue with the direction of the three main businesses. First, Films accounts for approximately 
40% of TOYOBO’s total sales and is positioned as a core business to achieve sustainable growth. 

To achieve this, we will steadily convert the impact of nearly JPY40.0 billion in capital investment into profits, 
while improving the profitability of Packaging film and advancing portfolio reform. In addition to price pass 
through, we are focusing on environmentally friendly films and applications outside the food field. To support 
this, we will operate Industrial film and Packaging film under an integrated management as Films. 

In terms of focusing on growth markets, we aim to become a category leader in high performance industrial 
applications, including the semiconductor market. 



 

 

 

More details are provided on page 48. Traditionally, films for back-end process have been mainly PET films; 
however, we are exploring the potential of developing “XENOMAX”, PEN film, and high rigidity OPP films. We 
aim to grow this business from the current level of approximately JPY28.0 billion to over JPY45.0 billion by FY 
3/31. 

  



 

 

 

Specifically, we are investing in capacity expansion for polarizer protective films for LCDs that is currently 
supporting our earnings. The equipment is scheduled to launch in the first half of FY 3/27, and when 
comparing FY 3/26 with FY 3/28, we expect production capacity to increase by 1.3 times. 

Mold releasing film for MLCC aims to further increase global market share, which currently stands at 
approximately 25%, and aims at target annual growth of 10%, exceeding overall market growth. 

  



 

 

 

Next is Life Science. Earnings have declined significantly compared with initial expectations. We will firmly 
reflect investment of nearly JPY20.0 billion in profits and realize its effects, while capturing the expected 
market expansion in overseas emerging countries.  

To do so, we have reevaluated the value proposition areas. We have organized the areas aligned with the 
patient journey, which represents the process of people’s engagement with healthcare. The gray zone 
represents areas where we have already developed our business, while the pink zone represents areas we 
will expand going forward. 

For example, in Medical materials, we have already shipped samples in other fields beyond traditional 
artificial kidney hollow fiber. In Biotechnology, we will provide raw materials for manufacturing nucleic acid 
medicines. Furthermore, we are exploring new business opportunities unique to TOYOBO, such as the fusion 
of biotechnology and membrane technology. 



 

 

 

Specifically, in Biotechnology, in the previous medium-term management plan, we adopted a strategy of 
providing one-stop solutions covering the entire infectious disease related area. However, now we have 
concluded that our strength lies in raw materials, and we are therefore revising our strategy and shifting 
resources to strengthen it. 

In Medical materials, in addition to expanding into new areas, our proprietary CTA membranes in the dialysis 
field have been receiving increasingly positive evaluations. We will develop this business both domestically 
and internationally, and will make proactive investments to capture market expansion and growth in 
cooperation with our business partner. 



 

 

 

Next is Environmental and Functional Materials, mainly led by TOYOBO MC. Over the past three years, we 
have steadily improved our infrastructure, and going forward, we will deliver the results of the reforms we 
have promoted and implement growth measures. 

This business, which previously consisted of more than 10 individual businesses, has now been reorganized 
into three business areas: electrical materials, environment, and mobility. 

In the electrical materials area, while our presence is still limited, we have a range of distinctive technologies 
and low-dielectric materials. By utilizing alliances and inorganic measures, we aim to connect these strengths 
to actual business and expand the scale of this area. 

In the environmental area, we have been developing businesses related to water and air purification and 
resource recovery. As our overseas groundwork has progressed, we will now move into the harvesting phase. 

The same applies to the mobility area, where there are various business opportunities through direct 
dialogue with OEM automakers. For example, we are currently working with an OEM manufacturer to 
develop recyclable leather seats with reticular seats, in response to demand in Europe. 

 



 

 

 

Page 33 is specific information. This concludes the strategies for each of our businesses. 

  



 

 

 

Next is Laying the groundwork for the future. I would like to explain how we will bring our value creation story 
into concrete action. 

The center of this diagram consists of our core technologies, Polymer and Biotechnology, which are currently 
deployed in our present businesses shown in light blue. We will expand these businesses across the three 
priority areas. 

While technology itself is interesting, we recognize that turning it into a business is challenging. The key 
points this time is to strengthen the marketing function from an early stage and integrate it with customer 
development.  

In terms of R&D resources, we will keep them to less than 3% to 4% of sales. 



 

 

 

These are specific efforts. Actual contribution to earnings will take until about FY 3/36, but we have an 
extremely unique lineup. 

  



 

 

 

Next, foundation establishment starts with human capital. We have organized what kind of input we should 
provide in order to increase engagement. 

Many companies are discussing how to enhance human capital, and what is distinctive about our approach is 
“1 on ALL.” Executives, managers, and general employees gather together and declare their goals for the 
current fiscal year. This helps to increase commitment and deepen understanding of what others are working 
on. 

In addition, management processes tend to become personalized, but by documenting and sharing how 
decisions are made, what processes are followed, and how budget management is carried out, we have 
introduced new initiatives since last year and will continue to implement them. 

We are seeing a strong sense of progress in scores related to ease of communication within our engagement 
score. 



 

 

 

Next, the second part of foundation establishment, TX. TX is a TOYOBO term and is generally referred to as 
DX. However, our objective is not digitalization itself, but for TOYOBO to change, with digital being one of the 
means to achieve that change. Our basic policy is to eliminate, consolidate, and connect, and we believe that 
digital can be used most effectively in connecting. 

Overall, investment related to digital has increased significantly. Over the past few years, we have focused on 
building the foundation and strengthening security, including the renewal of legacy systems. Going forward, 
the key will be the implementation of AI, using AI to transform work processes. 

For example, in manufacturing reform at Films plant, we have reduced troubles by organizing craftspeople’s 
know-how and large volumes of data. 

In terms of value-added creation, we have begun implementing initiatives to upgrade staff operations and to 
make better use of past R&D knowledge. In the area of risk management, cybersecurity has been 
strengthened over the past one to two years, and we will continue to further enhance these efforts. 



 

 

 

Safety and disaster prevention, quality are the basic premise of this medium-term management plan. We 
have made significant progress over the past few years in line with our roadmap, and going forward, we will 
take the actions described here to further enhance these initiatives. Quality assurance is promoted under a 
system of three lines of defense. 

  



 

 

 

Next is risk management. While geopolitical risks are currently emerging, we have completed a 
comprehensive visualization of risks such as natural disasters and information security, including where risks 
exist. The next step is how to address these risks organizationally to minimize risk. 

These are the details of the measures. 

  



 

 

 

At the beginning, I mentioned that we would stick to efficiency, and I provide the scale portion of the basis for 
the target.  The point is that capital investment has peaked out since major investments have run their 
course. 

  



 

 

 

This is a breakdown by segment. Note that inorganic and carve-outs are not included. 

  



 

 

 

The cash flow allocation to achieve targets. On the left is the forecasts of the previous medium-term 
management plan, restated on an annual basis. We made capital investment under significant decline of 
operating cash flow, resulting in increased external financing. This time, as capital investments have largely 
run their course, we believe that we will be able to improve our financial structure and secure funds for 
dividends going forward. 

  



 

 

 

Next, capital expenditure. As the previous medium-term management plan and the current plan cover four 
years and three years, respectively, the figures are converted to an annual basis for comparison. Capital 
expenditure will be reduced from the previous level of approximately JPY44.0 billion to around JPY35.0 
billion. 

This is mainly because growth investments will pause as major Films investments run their course. As shown 
in the pie chart, Films and Life Science accounted for the majority in the past, whereas going forward, Life 
Science and Environmental and Functional Materials will be the main focus. Maintenance investments can be 
reduced somewhat; however, fuel conversion will continue to require costs in order to address 
environmental issues. 



 

 

 

Next is policy on shareholders returns. We have not changed our basic policy. We continually provide a stable 
dividend in a comprehensive consideration of such factors as sustainable profit levels, retain of earnings for 
future investment, and improving the financial position, with a target total return ratio of 30%. Therefore, we 
would like to leave room to increase dividends by increasing net profit. 

  



 

 

 

Lastly, the current medium-term management plan is positioned to realize the results of growth investment 
and preparation in order to improve corporate value. By improving our financial structure and achieving 
profit growth, we aim to exceed ROE of over 8% as early as possible. While continuing thorough management 
with a consciousness of cost of capital stock price, we will aim to exceed a PBR of over 1.0x at an early stage. 

We will continue to promote the transformation of TOYOBO and are determined to deliver solid results. We 
sincerely appreciate your continued support. Thank you very much for your attention. 

 



 

 

 

 



 

 

 

 



 

 

 

 



 

 

 

 



 

 

 

 


