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Creating unique Asahi Kasei value through

maximum use of diverse intangible assets  

to transform our business portfolio  

without delay

Koshiro Kudo
President



No Growth Without Transformation

We adopted the key concept of “Be a Trailblazer” in our medium-term man-

agement plan (MTP) launched in April 2022. The heritage passed on since 

our founding is the “A-Spirit,” which the plan aims to spur among all 

employees. “A-Spirit” comprises ambitious motivation, a healthy sense of 

urgency, quick decisions, and a spirit of advancement, and represents the 

source of the transformative power that has brought about the Asahi Kasei 

Group’s growth. Our history of growth is a sequence of tackling challenges 

to create new value. I became concerned, however, that stable manage-

ment over many years and increased recognition of the Asahi Kasei Group 

in society has fostered a corporate culture that accepts the status quo. 

Celebrating our centenary, I harbored a sense of foreboding as I looked over 

our history from founding to present day.

 Why do I place such an emphasis on tackling challenges? Because just 

as we have thrived through the transformation of our business portfolio, we 

would cease to grow if we stop transforming. We must never forget this. 

Our growth will stagnate and eventually decline if we maintain the status 

quo instead of taking on new challenges. To continue to grow without falling 

into such circumstances, we must continuously push ourselves, never let-

ting up on our transformation. With this in mind, upon unveiling the MTP in 

fiscal 2022, we set forth the key concept of “Be a Trailblazer” to awaken the 

“A-Spirit” among all employees.

Continuing to Grow with People by Contributing to Life and Living through Innovation

If I were asked to describe Asahi Kasei, I would first share our Group 

Mission of contributing to life and living for people around the world. Our 

customers and society at large expect us to create new value while spurring 

innovation with our original technologies, to improve the quality of life and 

living for people around the world with such value, and to continuously con-

tribute to society through value creation. Our business activities are based 

on the belief that our growth is maintained by facilitating the development of 

society through the consistent pursuit of value that contributes to realizing 

the Group Vision of living in health and comfort and harmony with the natu-

ral environment. The two mutually reinforcing aspects of sustainability—

contributing to a sustainable society and achieving sustainable growth of 

corporate value—embodying our ideal for the future, refer exactly to this 

state. Transforming our business portfolio through repeated trial and error 

on the basis of this belief led to a three-sector management configuration—

Material, Homes, and Health Care—which enables us to seek steady 

growth into the future. Based on our experience of transformation, I am 

convinced such a configuration represents the most suitable form of man-

agement for Asahi Kasei today.

 With that said, managing a large number of businesses can lead to 

abstract aims among each of those businesses, so we must avoid losing 

sight of our goals. Meanwhile, accelerating the pace of innovation requires 

continuous investment and R&D, and ensuring and expanding a stable 

earnings base to fund such activities is indispensable. In the MTP, we have 

clarified the roles of the three sectors and established targets and measures 

to address these two challenges. The roles for each of the sectors are 

defined and built on their distinctive characteristics while focusing on 

5Asahi Kasei Report 2023Value Creation Growth StrategyAsahi Kasei’s Ideals
Strengthening of  

Corporate Governance
Strengthening Our 

Foundation for Growth Corporate Information



technological development and innovation based in the aforementioned 

belief. We will continue to improve the corporate value of the Asahi Kasei 

Group by steadfastly promoting growth strategies through the respective 

roles of the three sectors.

Material

The Material sector pursues the creation of 

new business models to improve profitability 

and capital efficiency through R&D and innova-

tion of materials technology that contributes to 

a sustainable society.

Homes

The Homes sector raises cash-generating 

capabilities by accelerating growth in Japan, 

North America, and Australia through continu-

ous efforts to underpin people’s safe and com-

fortable daily lives.

Health Care

The Health Care sector drives the Asahi Kasei 

Group’s profit growth through the provision of 

innovative pharmaceuticals and medical 

devices that satisfy unmet needs, in pursuit of 

its mission to improve and save patients’ lives.

Progress on the Medium-Term Management Plan

Fiscal 2022: a year in which we further firmly solidified our  
commitment to transformation
Fiscal 2022 was the first year of the new MTP, and we vigorously imple-

mented and worked on specific measures. From the perspective of busi-

ness portfolio transformation, publicly announced measures in fiscal 2022 

included the transfer of our photomask pellicles business and the establish-

ment of a joint venture for our spunbond nonwoven business. We also 

recorded an impairment loss on Polypore International, LP, following a 

change of strategy in our lithium-ion battery (LIB) separator business. 

Although our photomask pellicles business held a strong industry position 

and enjoyed sufficiently high profitability, we decided to transfer it to a com-

pany capable of further leveraging the potential of the business from a best-

owner perspective. While the impairment loss on Polypore entailed a painful 

outcome, we set forth a strategy for the future of the separator business by 

establishing a clear strategic position of focusing resources on Hipore™ 

wet-process LIB separators, which have the potential for significant growth 

in the automotive market going forward. As I will expand on shortly, we also 

established an internal team to advance full-fledged discussions on the 

direction of future structural transformation of petrochemical chain-related 

businesses. At the same time, we proactively implemented M&A and invest-

ment focused on the “10 Growth Gears” (GG10) businesses that are to 

drive our future growth. To give an example, we obtained a new growth 

driver in the bioprocess business through the acquisition of Bionova 

Scientific, LLC, a contract development and manufacturing organization 

(CDMO) for next-generation antibody drugs, which are expected to enjoy 

significant growth into the future. We also began increasing production 

capacity for Pimel™ photosensitive polyimide to address growing demand 

of cutting-edge semiconductor applications in the Digital Solutions busi-

ness, which comprises the electronic components and electronic materials 

businesses. Furthermore, in our North American housing business, we were 

able to expand our business model—which is currently beginning to bear 

fruit centered on Arizona—by acquiring Focus Companies, a construction 

work supplier in Nevada.

 Meanwhile, we focused efforts on strengthening our business platform, 

including intangible assets, such as human resources, core technologies, 

and know-how. Having put forth the maximum use of intangible assets as a 
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key area for transformation in the MTP, I am glad to see that awareness for 

leveraging intangible assets has spread considerably within Asahi Kasei. For 

example, by using IP landscaping when deciding whether to establish a joint 

venture for our spunbond nonwoven business, we found that a combination 

of the businesses would yield competitive advantages. Many cases of use 

for our intangible assets have emerged, such as the construction of a new, 

data-driven business model for smart electrolyzers in the ion-exchange 

membrane chlor-alkali electrolysis process, which employs digital technol-

ogy. In particular, we are seeing concrete results in relation to digital trans-

formation (DX). These include the selection of Asahi Kasei as DX Stock for 

the third consecutive year by the Ministry of Economy, Trade and Industry 

(METI), and a profit contribution of ¥2.8 billion from projects manifested in 

fiscal 2022 alone.

 Despite such progress in steadily implementing medium-term measures, 

operating income in fiscal 2022 came to ¥128.4 billion, significantly lower 

than the forecast of ¥210.5 billion announced along with fiscal 2021 results 

in May 2022. The impact of the deteriorating operating environment, includ-

ing in petrochemical-related Basic Materials and the separator business was 

extremely significant, while our inability to adequately anticipate accelerating 

changes in the operating environment is a shortcoming that we must 

address. With that said, I believe we were right to have a sense of urgency 

from the outset over the need to transform our business portfolio without 

delay, centered on the Material sector, a stance we have maintained since 

the unveiling of the MTP. Fiscal 2022 renewed my strong conviction that we 

must take the lead in transforming of our own accord, rather than following 

others, to address irreversible changes occurring throughout the world.

Raising productivity: our foremost challenge
If I may digress slightly, raising productivity has been identified as the great-

est challenge facing Japan today, where human capital is in short supply 

due to serious population decline. Japan cannot expect to address this 

social issue unless companies work proactively to raise their own productiv-

ity. Although discussions on raising productivity tend to focus on improving 

the operational efficiency of each employee, the key is to efficiently allocate 

finite management resources to achieve maximum results. In this light, rais-

ing productivity is a quintessential management issue. Low productivity sig-

nifies that management resources, including already scarce human 

resources, are not being properly allocated to high value-creating fields or 

future growth fields. I believe that organizational leaders must continuously 

ask themselves if they are allocating management resources optimally from 

a medium- to long-term perspective.

 This issue also applies directly to the Asahi Kasei Group. Return on 

invested capital (ROIC) indicates the level of productivity relative to capital 

invested by shareholders and creditors. With profit growth stagnating 

against an increase in invested capital in recent years, our ROIC in fiscal 

2022 was 4.0%, lower than our cost of capital. Fundamentally strengthen-

ing our profit structure is an urgent necessity. As a first step toward achiev-

ing this goal, we established the Build-up to Trailblaze (BT) Project in fiscal 

2023. In addition to streamlining measures that have an immediate effect, 

the project aims to reduce SG&A expenses by ¥20 billion per year by adopt-

ing measures designed to raise productivity, including rethinking our work-

styles and organization. We must also advance business portfolio 

transformation from the perspective of productivity—whether we are allocat-

ing management resources properly to businesses with future growth 

potential—if we are to manage management resources efficiently over the 

medium to long term.

Transforming our business portfolio without delay
Asahi Kasei promotes the transformation of its business portfolio from a 

two-pronged approach: increasing the profits of GG10 and advancing struc-

tural transformation focused on petrochemical chain-related businesses.

 Looking first at our growth strategy, we established GG10 along with the 

MTP in fiscal 2022, However, I believe that lumping together 10 businesses 

with different time frames, scales, and growth directions has made GG10 

difficult for both internal and external stakeholders to understand. Reflecting 

on this, we have classified GG10 businesses into three major categories 
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beginning in fiscal 2023, clearly defining our vision for allocating resources 

according to business direction.

 We have positioned four businesses—critical care, global specialty 

pharma, and bioprocess in the Health Care sector, and Digital Solutions in 

the Material sector—as first priority areas. With a focus on globally competi-

tive businesses, we will prioritize the investment of management resources 

in various businesses in the Health Care sector with the aim of achieving 

growth over the medium term. At the same time, we intend to reap steady 

results from the sleep apnea diagnosis and treatment device businesses, 

bio-CDMO businesses, and other businesses that we have already acquired 

through M&A and designated as growth drivers. We will also invest proac-

tively, including in pursuit of inorganic growth, in Digital Solutions. In three 

businesses in the Material sector—hydrogen-related, CO2 chemistry, and 

energy storage including separators, which are growth potential areas—we 

will make upfront investments aimed at future growth. We have also desig-

nated another three businesses—car interior material in the Material sector, 

and environmental homes and construction materials and North American 

and Australian homes in the Homes sector—as earnings base expansion 

areas for boosting our cash-generating capabilities. We will make invest-

ments based on careful assessment of the ability to maintain steady earn-

ings generation and to expand the scale of earnings. In particular, we are 

leveraging the know-how and expertise developed in the homes business in 

Japan to establish new business models in the North American and 

Australian homes business in accordance with the attributes of each region, 

and will bolster the earnings base of this business by expanding areas of 

operation. For GG10, we are making investments of ¥600 billion in total over 

the three years from fiscal 2022 to fiscal 2024, as initially planned. Through 

these investments, we aim to enable GG10 to generate operating income 

totaling ¥150 billion in fiscal 2024, accounting for more than 50% of the 

profits from our businesses. Although not all of the capital expenditure and 

M&A focused on GG10 in recent years will  necessarily produce results by 

fiscal 2024, I am confident that these efforts will be a major driver of growth 

over the medium to long term from fiscal 2025 onward.

 GG10 businesses designated as growth potential areas, such as the 

hydrogen-related, CO2 chemistry, and separator businesses, must be man-

aged under strategies that are fundamentally different from those adopted 

in the past. By focusing on niche domains, we have raised earnings by 

leveraging our strong technological capabilities. In short, our niche strategy 

has been successful, resulting in our growth to date. However, I believe 

that these businesses must shift to a strategy of scaling up operations 

through continuous investment over the long term in cooperation with a 

wide range of partners. Businesses classified as growth potential areas are 

already attracting attention around the world, with technologies and prod-

ucts essential to addressing environmental issues. While these businesses 

can be expected to continuously spur innovation and achieve growth, our 

independent operation is insufficient; we need to work in concert with a 

variety of other companies. Given that heavy capital expenditure will be 

required, I believe we must consider all funding options, including subsi-

dies, the use of capital of other companies, and joint ventures. Such 

endeavors represent a new challenge for us, since we have traditionally 

operated in niche domains, but we aim to steadily increase the profitability 

of businesses classified as growth potential areas and developing them to 

contribute to the world.

 In addition to growth strategies, we are steadily implementing and inte-

grating the reform of strategic restructuring businesses and fundamental 

business structure transformation as a business portfolio transformation 

measure. Beginning with businesses in the Exit category—including the 

aforementioned business transfer—we are advancing structural transfor-

mation with the aim of implementation by fiscal 2024 for businesses that 

had net sales totaling over ¥100 billion or more in fiscal 2021. The biggest 

issue we face in advancing fundamental business structure transformation 

is how to reorganize petrochemical chain-related businesses, which have 

net sales of approximately ¥600 billion. Looking back, we closed our 

naphtha cracker in the Mizushima area of Okayama Prefecture in fiscal 

2016 and switched to joint operation of a cracker with another company 

considering the future supply and demand balance in Japan. In addition to 
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optimizing the balance between supply and demand, petrochemical chain-

related businesses are facing the challenge of achieving carbon neutrality. 

For this reason, we are examining the direction of such businesses to 

determine whether making investments required to achieve carbon neu-

trality and bearing costs such as carbon taxes will allow them to make suf-

ficient profits.

 There are three major directions for structural transformation. The first is 

to explore and promote the potential for developing and adding value to 

technologies in relation to carbon neutrality. In addition to building an 

appropriate balance between the supply and demand of petrochemical 

products, we must confront environmental issues head-on. With a focus on 

our technologies to mitigate environmental impact, such as technology to 

produce basic feedstocks from bioethanol, we need to explore all possible 

solutions. To this end, we will proactively conduct verification trials aimed at 

commercializing such technologies to establish them as the key to reorga-

nization of the petrochemical industry in Japan. In addition to possibility, we 

are considering operating businesses jointly with other companies or exit-

ing from businesses as our second and third options. I would like to 

emphasize here that simply detaching petrochemical chain-related busi-

nesses from the Asahi Kasei Group would not solve this issue. I believe that 

companies involved in the petrochemical industry must advance verification 

trials of outstanding technologies that contribute to achieving carbon neu-

trality while establishing cooperative relationships that allow them to bring 

such technologies to capitalize on each other’s strengths, to optimize the 

balance between supply and demand, and to achieve carbon neutrality. We 

will finalize the direction of each business and steadily implement actions in 

sequence by the end of fiscal 2024 as we continue to work toward struc-

tural transformation.

Strengthening our business platform to accelerate business 
portfolio transformation
In addition to pursuing growth by capturing business opportunities that have 

already come to light, to sustainably advance the transformation of our 

business portfolio we also need to turn ideas into new businesses by lever-

aging our sophisticated and diverse technologies for potential business 

opportunities. When we announced our MTP, I said that we would acceler-

ate such transformation with an emphasis on the three elements of speed, 

asset-light, and high value-added. This is based on my belief that quickly 

commercializing technologies and business ideas is indispensable to accel-

erating transformation.

 The way we use our intangible assets is key to commercializing technol-

ogies and ideas and offering them to society. It also shapes Asahi Kasei’s 

unique identity. Despite having such an abundance of sophisticated intangi-

ble assets, though, we struggle to bring them to commercialization. To me, 

this indicates that we have not made full use of our intangible assets at the 

business development and business building stages. Based on this analy-

sis, we have begun developing businesses in fiscal 2023 centered on tech-

nology to leverage the Asahi Kasei Group’s intangible assets with an 

emphasis on the elements of speed and asset-light. This approach will 

make maximum use of core technologies that have yet to be commercial-

ized but can contribute to society. They can also contribute to earnings 

through a business model whereby Asahi Kasei provides core technologies 

and receives license fees and royalties from clients that develop them into 

products. Making extensive use of digital technology, we will also build and 

promote the use of several frameworks to visualize and integrate our 

intangible assets.

 Since I worked in the textile industry for many years, I will use a weaving 

analogy. If the business operations of a company are the warp, intangible 

assets would be the weft. Interweaving the two creates new fabric, in other 

words new value. For the Asahi Kasei Group, which manages a diverse 

array of businesses, nurturing an organizational culture that allows us to 

move freely while strengthening vertical and horizontal coordination is inte-

gral to spurring innovation and bringing about transformation. Using terms 

such as integrate and connect, we have long promoted horizontal practices 

to achieve close communication and cooperation between sectors as well 

as internally and externally. Today, the results of such efforts are emerging, 
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strengthening the Asahi Kasei Group laterally. However, I feel that issues 

remain to be addressed vertically, in terms of sharing information within 

organizations. Only by nurturing an organizational culture that allows all 

employees to think, speak, and act uninhibitedly, without being hampered 

by superior-subordinate relationships, are we able to unlock their spirit of 

taking on challenges. While I believe that the Asahi Kasei Group’s organiza-

tion is open, as typified by the culture of referring to one another by name as 

opposed to by title, I wonder if we have really nurtured an environment in 

which all employees can speak openly with each other. In fiscal 2023, we 

will again reform the environment and vision for our organization and work 

on improvement measures.

Strengthening governance to enhance effectiveness
I believe that we made great progress in strengthening governance and 

risk management in fiscal 2022 by focusing efforts on enhancing their 

effectiveness. Holding in-depth discussions and drawing conclusions 

based on discussions is of the utmost importance to ensure proper, work-

ing governance. Although fiscal 2022 saw many changes in Management 

Council membership, its meetings facilitated free and open discussions 

taking into account overall optimization, which contributed to in-depth dis-

cussions at meetings of the Board of Directors. In addition, Rick Packer, 

Executive Officer for the Health Care Business Sector, became the first 

non-Japanese member of the Management Council in 2023. His 

participation in meetings has enabled more multi-faceted discussions. 

Moreover, following the General Meeting of Shareholders in fiscal 2023, 

the composition of the Board of Directors changed. Inside Directors are 

now centered on Executive Officers responsible for corporate functions, 

and a higher proportion of Outside Directors is expected to further 

enhance the effectiveness of the Board of Directors.

 In fiscal 2022, we revised risk management as a whole from two per-

spectives: clarification of the risk management framework and roles of 

involved parties, and enhancement of the risk management PDCA cycle. In 

my view, thoroughly pursuing and confirming the effectiveness of estab-

lished rules through an ongoing process of trial and error strengthens and 

refines risk management. Although confusion may result regardless of how 

well the infrastructure has been developed for addressing risk, we pursue 

enhanced risk management by making modifications each time an issue 

occurs. There is risk of a delay when everyone thinks that someone else will 

respond, so we are striving to raise awareness to ensure that all involved 

parties take ownership of risk response to improve its effectiveness. In view 

of fires, accidents, and other incidents in recent years, we endeavor in par-

ticular to deepen mutual understanding through dialogue between members 

of management, including myself, and employees on matters that are fun-

damental to what we do, such as workplace safety, quality assurance, and 

employee well-being.

Making Steady Progress Toward Increasing Corporate Value

At present, and since May 2022, Asahi Kasei’s price-to-book (P/B) ratio—

the ratio of our market capitalization to our net assets—remains less than 

one. I deeply regret not being able to receive a more appropriate evaluation 

in the stock market. In addition to improving our business results, we will do 

everything in our power to raise the expectations of shareholders and 

investors to increase corporate value. Since we are advancing business 

portfolio transformation without delay and accelerating initiatives designed 

to raise productivity, I am convinced of our ability to improve profitability and 

capital efficiency. We are considering all possible shareholder return options, 

including dividend increases and share buybacks. Going beyond mere 
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temporary improvement in return on equity (ROE), we aim to realize operat-

ing income of ¥200 billion, ROIC of 6%, and ROE of 9% or higher in fiscal 

2024 by continuously increasing our earnings power.

 I believe that we are underrated because many of our growth initiatives 

are still in progress, and have yet to be fully reflected in business results. 

Another factor is that the stock market fails to appreciate the Asahi Kasei 

Group’s potential. As I have stated, we are determined to tackle the 

challenge of transformation to accelerate growth. In terms of future outlook, 

in addition to the globally competitive critical care, global specialty pharma, 

and bioprocess businesses in the Health Care sector, we are investing pro-

actively in the growth of Digital Solutions and car interior material as niche 

and high value-added businesses, and businesses making a major social 

contribution, such as the energy storage (separator business) business and 

hydrogen-related business in the Material sector. I strongly believe that we 

have exceptionally high potential to increase our corporate value going for-

ward. Meanwhile, our inability to fully and precisely emphasize our growth 

prospects and future outlook to capital markets is something I consider to 

be a major challenge confronting me as President.

 We will implement our growth strategies with a greater sense of urgency 

to quickly achieve results that specifically demonstrate the Asahi Kasei 

Group’s growth prospects and potential. I believe that initiatives currently 

underway can demonstrate our future growth. By clearly defining points to 

emphasize, such as the way in which we will develop technologies and 

businesses that contribute to future growth, though they have yet to be 

reflected in business results, I will continue to provide straightforward expla-

nations to shareholders and investors as we strive to earn proper evaluation 

of the Group.

Koshiro Kudo

President
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