
Our Mid-Term Management Strategy “Accelerate 2025” announced on June 5, 

2020, was formulated in the midst of the spread of the Covid 19, we first decided 

to prioritize our  response to the pandemic and later set specific management 

goals while closely monitoring the developement of the situation.  

In the meantime, while responding to the pandemic and steadily working on the 

measures set forth in  Accelerate 2025, we further deepened discussions and 

mapped out specific management goals as Accelerate 2025-II.  
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Before talking about our concrete plans and strategies, I think there are many 

things we can make use of in the future by looking back at the path we have 

taken.  

In September 2019, we celebrated our 100th anniversary and formulated our 4th 

Long-Term vision in June 2020. 

Based on this idea, I’m going to clarify the path that our company should take in 

the next 5 years in our Mid-Term Management Strategy “Accelerate 2025” and 

“Accelerate 2025-II”. 
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When looking back at our history over the last 100 years. 

 

I once again recognized that, not surprisingly, society and our business partners 

were in great need in every episode in which Daicel made a strong showing.  

I think that responding to social needs is the starting point and basic stance for a 

company.  

 

At the same time, I feel it necessary to review this stance equally in our 

manufacturing, sales and research activities.  

I want us to value this self-awareness.  
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Next, I’ll talk about what I’ve learned from the past.  

 

What we have been constantly working on since our first long-term plan, 

formulated in 1989, is the creation of new business. To that end, we have worked 

out various measures and organizational structures, and taken on challenges. 

Among these activities, however, we have also found what we must use as a 

lesson for the future.  

 

The point is that spending money on what is not in our product line will not work. 

Only things that are connected to our product lines and technologies have 

succeeded as new business. 

On the other hand, most of the companies that have adopted a self-supported 

accounting system independently from Daicel are doing well. It’s not difficult to 

imagine that those companies succeeded in commercialization with a great deal 

of thought and determination.  

I realized again that, after all, in order to succeed, it is important to build a 

business model for the entire company, such as by narrowing down the target 

market, planning and evaluating technology suitable for a new business, and 

conducting businesses concurrently, not just by research and development. 
Learning from this history will serve as a compass for future strategies. 
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Tracing back our history, now we can see the following: 

• “Ability to meet social needs”, which is the origin of a company 

• A compass based on what we have learned from the past  

 

As a Mid-Term management strategy based on these premises, we have 

formulated a growth strategy by building Cross-Value Chains.  

  

And, when we announced our Mid-Term management strategy last year, we 

postponed the start by one year in order to prioritize immediately necessary 

efforts to respond to the Covid-19 pandemic situation.  

In the meantime, we also made Polyplastics a wholly owned subsidiary.  

By incorporating these two factors, we have worked to improve the accuracy of 

our Mid-Term management strategy. 

  

I would like to briefly go over the efforts we made in the past year.  
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Throughout FY2020, first, we strove for lean management to forge solid footing.  

• Thorough cost reduction  

• Withdrawal from unprofitable businesses  

• Reorganization of unprofitable bases  

• Workstyle reform 

Next, with an eye on society having to coexist with the Covid-19, we responded to the 

needs that should be given top priority. 

We planned to provide a vaccine administration device for clinical trial as a contribution 

to the fight against the Covid-19,  

and, even before the spread of the Covid-19, we had planned the following 

organizational changes based on the dramatic changes in supply chains accompanying 

the progress of AI and IoT. 

• Strengthening of corporate functions  

• Transition from company system to SBU system that focuses on market-in and 

customer-in 

We have judged that these measures are necessary even in the new order after the 

Covid-19 pandemic dies down, and we are working to establish them.  

Moreover,  

• Efforts to function as an issue-discovering company  

• Developing an autonomous production system  

• Making Polyplastics a wholly owned subsidiary to maximize effects  

• Promoting cooperation between multiple enterprises and academic institutions  

We have made such efforts in preparation for a life in coexistence with Covid-19. 

 

Among these, let me explain especially our cost reduction efforts.  
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In the past, even though we reduced costs, this has been offset by negative 

factors such as rising raw material prices and falling sales unit prices.  

This time, we have ensured cost reduction by responding to both high and low 

operations more effectively than ever before and producing results from 

technological innovation such as changes in manufacturing methods. 

In addition to these efforts, we will strive to realize cost reduction effects by 

optimizing the supply-demand balance and developing and putting high-value-

added products on the market to address falling sales unit prices.  

 

As an initiative to raise production efficiency, first of all, we drastically reviewed 

unprofitable businesses, which resulted in our withdrawal from the defense 

industry and reorganization of production bases in inflator business.  

Furthermore, we will have an outlook on the change of gas generant production 

method in order to realize its production at half the cost. 

We are also making a plan for an initiator production line of half the current cost, 

which includes a significant reduction in the number of parts by integrating the 

types of inflators and initiators, and an improvement of the line recycling rate 

during EOP(End of Production) by thorough implementation of modular design. 
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So far, I have told you about the current situation in which we are advancing 

efforts based on the lessons learned from history, with a solid understanding of 

what we should do while responding to changes in the business environment. 

 

Now, I would like to talk about the general picture of our company's Management 

Policy, including Sustainable Management Policy and Long-Term Vision, in order 

to clarify the position of the Mid-Term plan that will be explained. 
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This is the management policy of our company, DAICEL.  

 

On the top is the Basic Philosophy.  

 

“The company making lives better by co-creating value” 

This is the Basic Philosophy our company continues to uphold.  

 

And, in order to achieve the SDGs, we have positioned the “Sustainable 

Management Policy” directly under the Basic Philosophy.  

 

We will implement this Sustainable Management Policy in three ways -- Products, 

Processes and People.  

 

And, the strategies for achieving that policy are the Long-term Vision and Mid-

Term Management Strategy that we presented in June 2020. 
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Now, let me show you how the newly developed Sustainable Management Policy 

is related to the Long-term Vision and Mid-Term Management Strategy. 

It may be a bit extreme, but I think that conventional industry can be expressed 

like this. 

 

• for its own benefit  

• through economic activities based on unproducible resources  

• companies consume a large amount of energy while increasing CO2 emissions  

• and with products made from these activities, a society that ignores the future is 

formed. 
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In this way, “realization of a sustainable society” and “expansion of sustainable 

business” cannot be achieved at the same time.  
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So, we have decided to set “Contributing to the Construction of a Recycling-

oriented Society” as the ultimate goal of our Long-term Vision and Mid-Term 

Management Strategy. 
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To construct a recycling-oriented society, we need to drastically change the way 

to form a society.  

 

For that purpose, we will “shift four things.” 

14 



The first shift is the formation of the New Business Group.  

Creating a new society cannot be done by our company alone.  

And, it will never be achieved if we seek only our own profits. 

Beyond the barriers of companies and industries, as well as departments, we 

should all aspire, think and create for society and our planet. 

We will realize a new community in this way.  

 

The second shift is the realization of Biomass Product Trees.  

Rather than relying on finite resources, we need to use dormant forest resources 

and turn previously unrenewable forest resources into renewable ones in Japan.  

I think technology that enables recycling in that field needs to be utilized for the 

reuse of food waste and waste generated in the primary industries (agriculture, 

forestry and fisheries). 

I believe that is what we can and must aim for because we have been in the 

cellulose business for many years.  

 

The third shift is the implementation of “carbon offsets and energy offsets”. 

Being involved in the material industry, not only our products but also our 

development processes must be sustainable.  

In particular, the cellulose business process had a problem of consuming a large 

amount of energy. We want to take the initiative to move toward carbon neutral, 

starting from carbon offsets and energy offsets, and play a major role in realizing 

a sustainable society.  

 

15 



Lastly, we will provide happiness in four domains: Health, Security and Safety, 

Convenience and Comfort, and Environment. 

We will solve social issues and provide products and services that will continue to 

bring happiness to people.  

 

We at DAICEL will contribute to the construction of a recycle-oriented society 

through these activities. 
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This figure shows the path to our ultimate goal, which is what I have talked about 

so far. 

 

Firstly, DAICEL itself needs to accurately grasp social needs and enhance its 

ability to create business. To that end, we have changed our organizational 

structure from an Internal Company System to an SBU system which focuses on 

market-in and customer-in approaches. 

 

Next, we must instill that idea within the DAICEL Group. The important thing is 

whether we can have the same goal not only with DAICEL’s wholly owned 

subsidiaries but also with joint ventures of our partner companies that are tied up 

in a long-standing relationship of trust. Regarding the joint venture companies of 

the DAICEL Group, we confirmed this direction with all our partner companies. 

Based on that result, we made a major review of the future relationship and 

decided to make Polyplastics a wholly owned subsidiary.  

 

In the final stage, we will transform industrial value.  

Specifically, with regards to Cross-Value Chains, firstly we will realize vertically 

integrated value chains, work together to create value for our common customers 

and reap the benefits of the value chain, and finally establish co-creation 

schemes with other companies.  

 
I just talked about the three steps（our company→we spread it to our 

group→further spread to our external partners）. In order to form a co-creation  
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entity in this way and build a recycle-oriented society with co-creation as its core, 

it’s necessary to present a vision that can gain the understanding of a wider range 

of parties.  

One proposal for such a recycling-oriented society is the Biomass Value Chain.  

And, these are the three operations that we presented as the Mid-Term 

Management Strategy in June 2020.  
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Furthermore, to contribute to a recycle-oriented society, we need to incorporate 

Products, Processes and People into our Sustainable Management Policy.  

 

And, we have described actions necessary for enabling these three sustainable 

elements in OP-I, II and III, by classifying them into a Company-wide strategy, 

Business strategy and Functional strategy.  
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This map summarizes those actions.  

There are many elements, and we organized them in the order of OP-I, OP-II and 

OP-III from the perspective of Products, Processes and People as our DAICEL 

VISION 4.0. 

Our “Accelerate 2025” Mid-Term plan breaks down these elements into a 

Company-wide strategy, Business strategy, and Functional strategy.  
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Amongst all effective measures, these are the initiatives mainly for enabling 

Sustainable Products.  
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This chart puts together our strategies related with Sustainable Product.  

Under the SBU system adopted in April 2020, we classified our businesses into 

three market-in type and two product-out type ones. 

All businesses probably should be market-in by design, but we thought that we 

should not ignore the potential of our product lines to function as seeds while 

recognizing the importance of the needs-driven nature of the materials industry. 

 

Let me show you two outcomes of our ongoing initiatives from this perspective. 

• an example of trial development of new businesses based on the customer-in 

approach, and   

• another example of breaking a new ground by identifying market needs and 

discovering potential functions of existing products, in other words, free 

translation of functions.  
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First, this is an example of collaboration with Daikin Industries, trial development 

of new businesses based on the customer-in approach.  

 

Under the conventional internal company system, we used to solve our 

customer’s problem by focusing on resources of the company that was providing 

face-to-face services to the customer.  

In collaboration with Daikin, the contact was the cellulose department, but in 

solving that problem, all departments of DAICEL such as organic, films, and 

evaluation analysis that were indispensable to solve the problem worked 

together. As a result, we successfully developed new products that meet the 

needs of Daikin in a short period. 

 

These are examples of our two new products jointly developed with Daikin.  

Compared to solving an issue by one company alone, collaboration of two 

companies, namely Daikin as our customer and DAICEL as supplier gave us 

more options for solving the problem and minimized the resources that we 

invested.  

This is, I think, an example of responding to social needs together with 

companies connected in supply chain will provide further value than working 

alone.  
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Let’s move on to the example of how we discovered potential functions of existing 

products by identifying market needs. 

This is an example of utilizing technology related to inflators we manufacture for 

automobile airbags.  

We redefined the technology that has brought out these inflators as a “system that can 

generate optimal energy safely, reliably and instantly just once” and tentatively call it 

“One-Time Energy.” 

Our inflator is a product that has commercialized this “One-Time Energy” with a focus on 

the “cushion” function.  

Likewise, we can say that our emergency evacuation system is a product 

commercialized with a focus on the “time control” function. 

Assuming applicable markets based on the definition of the One-Time Energy, inflator’s 

functions are expected to expand to “Emergency,” “Shut down” and “Delivery.”  

To take an example, “Emergency” and “Shut down” functions were used to make the 

circuit breaker device mounted on electric vehicles.  

And, by adding “Delivery” function, the administration device for the Covid 19 

vaccination, Actranza™, is being developed. 

Through free translation of conventional functions available on the market, we can create 

new functions or values.  

We have positioned this as the New Business Creation that is based on our company’s 

product line.  

In Daikin’s case, which I introduced earlier, we also focused on the functions of existing 

products and expanded, or found new application for them. This has led to the early 

success of the project. 
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Next, amongst all of the effective measures,  

these are the initiatives mainly for enabling Sustainable Processes. 
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Through OP-I, II, III, 

we will evolve our processes so that they are planet- and people-friendly. 

 

We’ll start with making efforts to reduce assets and shorten lead time within our 

company. Then, we will work to reduce energy, logistics and inventories within 

our group.  

However, even within the same group, it’s difficult to optimize things if they are 

not connected in the supply chain. 

Because, even within the same group, if we are not connected in the flow of 

products, our efforts in logistics and inventory reduction are not likely to succeed. 

It will be even more difficult to optimize energy. 

Suffice it to say, it may be easier to optimize logistics, inventory reduction and 

energy together with departments of other companies connected in the flow of 

goods than adjacent departments within our group that are not connected in the 

flow of goods. 

 

When we say “offset”, as in energy offset and carbon offset, the source should 

match the consumption area. 

Considering the possibility of give-and-take combinations, it is best to find the 

optimum solution in the widest possible range. 

 

We propose constructing a Biomass Value Chain as a way to make sustainable 

social contributions in the Cross-Value Chains (New Business Group) realized in 

OP-I, II and III. 

24 



The Biomass Value Chain is based on the “Biomass Product Trees” that we, or the 

chemical industry, can create at the previous stage. It’s a mechanism to achieve 

an enduring industrial ecosystem by combining these efforts and further linking, 

co-creating, and circulating the primary and secondary industries. 
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I’m going to start with the conceptual diagram of the Biomass Product Trees that 

we envision.  

The conventional petrochemical product trees were very efficient and have 

produced a wide variety of products. However, they have some issues such as 

waste of limited resources, high energy consumption, and large amounts of CO2 

emissions.  

On the other hand, in the biomass product trees on which we have been working 

so far, we have achieved biodegradability based on naturally derived raw 

materials. However, in terms of energy consumption, cost and function, it’s no 

match for petrochemical products. 

So, we aim to achieve new Biomass Product Trees that fully use constituents of 

wood, which is a natural resource, with an established mild dissolution process, 

and provides functions comparable to petrochemical and metal products.  

Furthermore, we are going to make a forecast for the technological development, 

such as waste utilization and reuse taking advantage of the reverse reaction of 

converting carbon dioxide (CO2) to carbon monoxide (CO), as we aim to realize 

a recycling-type product cycle by carbon offsetting. 
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Next, as a sublimation of this idea, we’d like to propose the concept of “Biomass Value 

Chain.”  

 

This value chain starts from the material industry, which is a secondary industry, realizing 

Biomass Product Trees with their own technologies. 

In that case, we use the whole tree aiming to achieve an energy-less process that 

enables direct reaction and chemical combination. 

 

This process not only makes full use of forest resources, but also recycles and utilizes 

used paper and waste. 

If this technology cannot only increase the yield rate of the forestry industry, but also 

utilize waste from agriculture and fisheries, it should be possible to establish a co-

creation cycle between the primary and secondary industries. 

 

If it increases the added value of the newly created agriculture, forestry and fishery 

industries, it should help reduce the cost of regenerating mountains and forests, 

strengthen the competitiveness of agriculture and fisheries, and eventually restore the 

natural environment of Japan.  

The restoration of devastated forests recovers the water retention of mountains. It keeps 

rivers at a certain water level even during droughts, and maintains a regular flow of 

nutritious river water into the sea. This will not only improve flood control, but will also 

lead to the regeneration of marine resources, won’t it? 

 

We wish to create a society in which such industrial systems and ecosystems can 

coexist under the banner of a recycling society. 
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Lastly, these are the initiatives mainly for enabling Sustainable People. 
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We will accept diversity and develop an environment in which each one of us can 

achieve worthwhile goals.  

  

Firstly, we need to have a common vision that we can sympathize with. It must be 

the Long-term Vision and Mid-Term Management Strategy. 

 

On this basis, there are many different ways to do it. It can be changed according 

to the nature of business or region. 

  

By changing to a market-in organization, our company has transformed into an 

autonomous self-propelled organization in which each SBU thinks and acts 

independently.  

Also, we must stop calling Japan “Mother” and the bases in other countries 

“Local.” 

 

Diversity & Inclusion – which means anyone of any background can work with 

enthusiasm. Career – which is achieved by developing expertise to shine in a 

specialty area, and Challenge & Rewards – taking on challenges without fear of 

failure. 

Based on these keywords, we will realize an autonomous self-propelled 

organization that can be directly connected to society, carry out workstyle reform, 

and newly establish a fair and simple evaluation system that would convince 

everyone.  
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In the following slides, I’ll be showing you our updated management indexes for 

this Mid-Term Management Strategy.  
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Here, we have performance targets for fiscal 2025 and the outlook for each fiscal 

year.  

As the operation of CO (acetic acid raw material) plant and 1,3BG (cosmetic raw 

material) plant that were under construction in our Aboshi Plant in Himeji City, 

Hyogo Prefecture starts, depreciation costs will increase from FY 2021 to FY 

2022, putting pressure on operating income. However, with the changes in 

EBITDA, funds generating capability will gradually increase.  
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Here you can see the main factors for the change in operating income. 
While sales volumes will increase in each business division, depreciation and other 
expenses will increase due to investments to increase production. However, under the 
policy of asset-light, we will minimize investments and secure profits by thoroughly 
implementing cost reduction measures such as improving productivity. 
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Here you can see our management indexes and shareholder returns.  
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Next, let’s look at an image of the balance sheet.  
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Now, here is our cash flow plan.  

We will return profits to our shareholders with a total return ratio of 40% or more, 

and will flexibly respond while considering the acquisition of treasury stock.  

34 



This is resource allocation.  

As shown in these graphs, going forward, we plan to allocate more resources to 

the “Next generation” business and “Growth” business in the portfolio 

classification.  
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This slide depicts a change in our portfolio under this performance plan. 

As shown in the charts on the right, we will increase the share of the “Next 

generation” business and “Growth” business.  
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In the next few slides, I’ll be showing you a summary of synergistic effects with 

Polyplastics, which became our wholly owned subsidiary in October last year.  
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This slide explains our purpose of having made Polyplastics a wholly owned 

subsidiary.  
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These are synergistic effects.  

Synergies calculated using EBITDA will add up to 20 billion yen by 2025. Various 

synergistic effects (in amounts) are as shown on the above.  

 

To speed up global operation, we will invest in debottlenecking and increase 

production as shown in the investment plan, and also promote sales expansion to 

the US and European market. 

 

Additionally, cost reduction synergies will accelerate the deployment of DAICEL 

production innovation, and the indirect departments of the head office will 

improve the efficiency through centralization and rotation of personnel. 

We will also pursue group synergies that include R&D. 
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We have calculated the synergies on the previous page as corporate value. 

  

Corporate value based on organic growth in a JV form 
=Target EBITDA for 2025 ×  EV/EBITDA  10 times 

≒ 250 billion yen.  

 

Corporate value of 100% synergies 
＝ Corporate value based on organic growth in a JV form 

＋100% synergies × EV/EBITDA  10 times 

≒ 450 billion yen.  

 

Corporate value at the time of acquisition of additional shares  

  (based on the announcement on July 20, 2020) 
＝Share value of 168.5 billion yen / 45%  

 + interest-bearing debt and non-business assets etc. 

≒ 420 billion yen. 

 

In addition, we will strive to increase our corporate value by restructuring our 

business centered on Polyplastics and creating synergies from fiscal 2026 and 

beyond.  
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From here on, I’d like to explain the business strategy for each segment.  
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I will explain the new SBU concept in the future. 

The medical healthcare area has not been consolidated as a business at this 

time.  

By acquiring a new platform business, we would like to consolidate existing 

technologies and products and greatly expand it as a medical healthcare 

business. 
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In the next few slides, I’ll be introducing strategies that we will focus on among 

functional strategies.  
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Let me start with production strategy.  

In Japan, currently there are seven plants. While taking advantage of the 

characteristics of these plants, we will strengthen cooperation with each SBU and 

proceed with production strategies along with two major goals.  

As the first goal, the plants strongly connected with the material provision type 

business will aim for the world’s highest level of productivity through further 

production innovation and utilization of digital technology.  

The second goal is that the plants strongly connected with value provision type 

business will realize flexible production that enables us to quickly respond to 

changes in customer needs. To this end, we are considering new initiatives such 

as building a downsized plant and production system that are quite different from 

the conventional ones. 
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Finally, I’m going to give a brief summary of the construction of digital 

architecture.  

We will unify the architecture within our company and form a virtual company that 

can expand the architecture to within our group and further to our partner 

companies. 

Along with realizing this, we will utilize AI to increase the speed of advancing 

various efforts and realize a next-generation digital architecture that can achieve 

both “efficiency” and “quick response and market creation” beyond organizational 

barriers.  
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