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Toray Group’s Vision

A net zero emissions world, where 
greenhouse gas emissions are 
completely offset by absorption

A world where resources are 
sustainably managed

A world with a restored natural 
environment, with clean water and 
air for everyone

A world where everyone enjoys 
good health and hygiene

1
2
3
4

Accelerating measures 
to counter climate 

change

Realizing sustainable, 
recycling-based use 

of resources and 
production

Providing 
clean water and air

Contributing to better 
medical care and 

hygiene for people 
worldwide

Toray G
roup’s innovative technologies and 

advanced m
aterials

Toray Group Initiatives Four Perspectives of the World as Envisioned in 2050

Toray Group established its Long-Term Corporate vision, TORAY VISION 2030, as a milestone for 
realizing the four perspectives of the world envisioned for 2050 as clarified in the Toray Group 
Sustainability Vision. Moreover, in March 2023, it announced the Medium-Term Management 
Program, Project AP-G 2025, which defines the issues to be addressed over the three-year period 
from FY 2023 to FY 2025. Since then, the Group has been moving forward with these efforts.

Toray Group 
Sustainability 

Vision

More specifically, Toray Group’s mission is to provide the necessary solutions to the challenges fac-
ing the world in terms of both development and sustainability, including the issues of an ever-in-
creasing global population, aging populations, climate change, water shortages, and resource 
depletion, through its innovative technologies and advanced materials. This means that the Group 
must not only ensure that its growth does not have a negative impact on global sustainability, but 
must also work closely with its business partners worldwide to help realize the co-creation of new 
value. As the basis for TORAY VISION 2030, Toray Group Sustainability Vision outlines the future di-
rection of Toray Group and its contribution to addressing global issues, including the goals of the 
Paris Agreement and the United Nations Sustainable Development Goals (SDGs).

Long-Term Corporate Vision, TORAY VISION 2030

Medium-Term Management Program, Project AP-G 2025

The Toray Group’s long-term strategies aim to achieve the 
numerical targets for FY 2030 as the milestones for realiz-
ing the Toray Group Sustainability Vision. The coming busi-
ness climate, however, is expected to see significant changes 
in population distribution, environmental issues, technolog-
ical innovation, and other areas, where developments in the 

industrial structure and social systems will create business 
opportunities alongside the risk of contraction in existing 
businesses. The Toray Group therefore aims to accurate-
ly ascertain changes in industrial trends and to achieve 
sound, sustainable growth while pursuing business model 
transformation.

Under the Medium-Term Management Program, AP-G 2025, 
covering the three-year period from FY 2023 to FY 2025, Toray 
has raised five basic strategies, namely sustainable growth, 
ultimate value creation, product and operational excellence, 
enhancement of People-centric management, and risk man-
agement and governance. In addition, the Company will work 
to expand its growth fields of Sustainability Innovation (SI) 
Business and Digital Innovation (DI) Business, while pursu-
ing business advancement and high-added-value creation as 
well as enhancing quality strength and cost competitiveness. 
Furthermore, in order to create a new growth trajectory, it 
will expand high-growth, high-profitability businesses while 

implementing structural reforms in low-growth, low-profit-
ability businesses.
	 During FY 2024, the global economy saw that the U.S. 
was strong and Europe continued to recover, but recovery 
in China remained at a standstill. Japan continued its grad-
ual recovery. Against this backdrop, consolidated revenue 
increased by 4.0% year-on-year to 2,563.3 billion yen, while 
core operating income grew by 39.1% to 142.8 billion yen, 
with higher profits posted by all the segments. The core op-
erating income margin improved by 1.4 percentage points. 
Structural reforms and strategic pricing also contributed to 
the improved profitability.

Toray Group Sustainability Vision: FY 2030 Targets (All comparisons are with FY 2013)
FY 2013 Actual

(Baseline) (J-GAAP)
FY 2023 Actual

(IFRS)
FY 2024 Actual

(IFRS)
FY 2025 Target

(IFRS)
FY 2030 Target

(IFRS)

Supply of Sustainability Innovation products*1 562.4 billion yen 1,311.5 billion yen
(2.3-fold)

13,689 billion yen
(2.4-fold)

16,000 billion yen
(2.8-fold) 4.5-fold

CO2 emissions avoided in value chain*2 40 million tons 10.3-fold 11.3-fold 15.0-fold 25.0-fold

Water filtration throughput contribution by Toray’s water 
treatment membranes*3 27.23 million tons/day 2.7-fold 2.9-fold 2.9-fold 3.5-fold

Greenhouse gas 
emissions in 
production activities

Per unit of revenue across the 
Toray Group*4*6*7 356 tons/100 million yen 36% reduction 43% reduction 40% reduction 50% or more reduction

Greenhouse gas emissions of 
Toray Group in Japan*5*6*7 2.45 million tons 26% reduction 28% reduction 20% reduction 40% or more reduction

Water usage in 
production activities

Per unit of revenue across the 
Toray Group*7

14,693 tons/
100 million yen 35% reduction 38% reduction 40% reduction 50% or more reduction

*1 (1) Products that accelerate measures to counter climate change; (2) products that facilitate sustainable, recycling-based use of resources and production; (3) products that help provide clean 
water and air and reduce environmental impact; and (4) products that help deliver better medical care and hygiene for people worldwide *2 Toray calculates the CO2 emissions reduced through-
out the value chain of products in accordance with the chemical sector guidelines of the Japan Chemical Industry Association, the International Council of Chemical Associations (ICCA), and the 
World Business Council for Sustainable Development (WBCSD). *3 Water treated annually with Toray water treatment membranes. It is calculated by multiplying the amount of fresh water that 
the Toray membranes can produce per day, including reverse osmosis (RO), ultrafiltration (UF) and membrane separation bioreactors (MBR), by the number of membrane elements sold. *4 With 
the use of renewable energies and other zero emission power sources rising worldwide, the Toray Group aims to employ zero-emission power sources at a rate equivalent to or better than the 
targets in each country by FY 2030. *5 In Japan, Toray works to surpass the reduction target set for the industrial sector by the Japanese government (absolute emissions reduced by 38%). This 
reduction target was included in the comprehensive plan (Cabinet decision on October 22, 2021) based on Japan’s Act on Promotion of Global Warming Countermeasures. *6 The calculation 
method has been changed to multiplying the degree of financial control Toray has over the individual subsidiary, in accordance with the GHG protocol, the international standard. *7 Calculations 
include data for companies that joined the Toray Group in FY 2014 or later.

Five Basic Strategies of Project AP-G 2025

Seizing Profit
Opportunities

1 Sustainable
growth

Focusing management resources on 
Sustainability Innovation Business and 
Digital Innovation Business

2 Ultimate value
creation

Maximizing profitability by making the 
most of tangible and intangible assets, and 
by collaborating with external partners

3
Product and
operational
excellence

Promoting cross-organizational cost 
reduction activities leveraging enhance-
ment of quality strength and organiza-
tional strength, which are the sources of 
competitiveness

Strengthening
the Management
Foundation

4
Enhancement of
people-centric
management

Preserving and further building upon the 
legacy of our corporate culture, which pri-
oritizes developing people, while promot-
ing individual career development, and 
improving job satisfaction

5 Risk management
and governance

Ensuring sound organizational manage-
ment by enhancing internal controls and 
improving management capabilities

Project AP-G 2025: Financial Target for FY 2025
FY 2023
Actual

FY 2023
Actual

FY 2025
Forecast

AP-G 2025
FY 2025 Target

Revenue 2,464.6 billion yen 2,563.3 billion yen 2,670.0 billion yen 2,800.0 billion yen

Core Operating 
Income 102.6 billion yen 142.8 billion yen 150.0 billion yen 180.0 billion yen

Core Operating 
Income Margin 4.2% 5.6% 6% 6%

ROIC* 2.8% 4.4% about 5% about 5%

ROE 1.3% 4.5% about 5% about 8%

Free Cash Flow 64.7 billion yen 191.8 billion yen Positive
(3-year total)

Positive
(3-year total)

D/E Ratio 0.55 0.49 about 0.6 0.7 or lower
(guideline)

* �Core Operating Income after Tax / Average Invested Capital (average of the balances at begin-
ning and end of the period)
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Five Basic Strategies of AP-G 2025

Basic Strategy 1
Sustainable Growth
Based on the Toray Group Sustainability Vision, the strategy 
of sustainable growth positions the Sustainability Innovation 
(SI) business and Digital Innovation (DI) business as growth 
areas in which Toray can leverage its strengths with an out-
look for greater profits. Here, the Company aims to expand 
revenue from these areas to account for around 60% of total 
revenue by FY 2025.

Growth
business

field
56%

0

1

2

3

4

Growth
business

field
55%

Gross profit margin
of all growth
business fields

Gross profit
margin of other
business fields

(FY) 2023 Actual 2025 Target
(AP-G 2025)

2024 Actual

(Trillion Yen)

Revenue from Growth Business Fields

Growth
business

field
59%

21%
23% 23%

14%
16% 15%

Revenue (Billion Yen)

(FY) 2023 Actual 2025 Target
(AP-G 2025)

1,311.5

2024 Actual

1,368.9
1,600.0

FY 2024

1.4
trillion yen

Accelerating measures
to counter climate change

Contributing to better medical
care and hygiene for people

Providing
clean water and air

Promoting resource recycling

54%

9%

13%

24%

Sustainability Innovation (SI) Business

©Boeing

In FY 2024, revenue from the SI Business rose 4.4% year-
on-year to 1,368.9 billion yen. Although recovery in demand 
for large tow carbon fibers for wind turbine blades was slower 
than expected, revenue from carbon fiber for aircraft, recycled 
films, and resins for the automobile applications increased. 
Revenue from the DI Business grew 16.9% year-on-year to 
211.9 billion yen. Rebounding from inventory adjustments in 
supply chains, demand in films for the electronic parts-related 
applications such as MLCCs increased, and demand for OLED-
related and circuit materials also recovered.

Basic Strategy 2
Ultimate Value Creation
Under the strategy of ultimate value creation, Toray is advanc-
ing strategic pricing initiatives that offer an accurate under-
standing of Toray’s product excellence and added value, and 
that ensure appropriate consideration commensurate with 
value. It is not a simple price increase, but an initiative to have 
customers recognize the value of Toray’s products. Through 
the united efforts among sales and marketing, production, 
and R&D, the Company aims to improve core operating in-
come over 30 billion yen during the FY 2024-2025 period.
	 Specifically, the Company has introduced a tool that visual-
izes price differences for the same products across multiple 
divisions, enabling the Company to quickly address transac-
tions that require improvement. When the expected value of a 
product is not reflected in the price, the Company shares such 
information not only with sales and marketing but also with 
production and R&D to drive initiatives to strengthen compet-
itiveness, such as the development of high-added-value prod-
ucts and the fundamental improvement of productivity. The 
Company is also considering reviewing supply chains and tar-
get markets.
	 Thus far, its efforts have focused on (1) price corrections 

based on the product value, including passing on soaring raw 
material and fuel prices. Going forward, the Company will fo-
cus on (2) improving the product mix by shifting to high-add-
ed-value products as well as (3) achieving better pricing by 
creating new products and new value (innovation creation). 
For example, the Company developed Ecodear™ N510, a 
100% plant-based nylon, for use in bags by Yoshida & Co., 
Ltd., a company with a global fan base. The Company commu-
nicated the nylon’s value directly to consumers through joint 
promotions. As a result, the product is selling well despite its 
premium price .

Basic Strategy 3
Product and Operational Excellence
The Company aims for a total of 200 billion in cost reduc-
tions through its own efforts over the three years of AP-G 
2025. The cumulative reduction for the first two fiscal years, 
FY 2023–2024, was 146.1 billion yen, with a progress rate of 

(FY) 2023 Actual 2025 Target
(AP-G 2025)

181.3

2024 Actual

211.9

250.0

Electronic coating and
mounting materials

Semiconductor
manufacturing
and inspection

equipment

Release film for
semiconductor molds

Display
materials

Revenue (Billion Yen)

Digital Innovation (DI) Business

73%. In addition to reducing variable costs by consolidat-
ing procurement functions, the Company is enhancing the 
cost competitiveness of the entire Toray Group by sharing 
and implementing cross-organizational cost reduction ac-
tivities globally.

Basic Strategy 4
Enhancement of People-Centric 
Management
As a part of the enhancement of People-Centric Management 
strategy, Toray pursues “maximizing corporate value” and “en-
hancing employee well-being.” To this end, the Company fo-
cuses on three areas: Inclusion of Diverse Human Resources 
and Values, Creating Human Resources and Organizations 
that Adapt to Change, and Empathy with Toray Philosophy 
and Career Development with Rewarding and Engaging Work 
(engagement). The Company conducts an employee survey 
on engagement every fiscal year, and in FY 2024, scores im-
proved for the following items: “I am engaged in rewarding 
work,” “I am building a satisfying career,” and “I am proud to 
be a member of the Toray Group.”

Basic Strategy 5
Risk Management and Governance
To prepare for rapidly emerging risks and to respond swift-
ly to crises, the Company has established a dedicated or-
ganization that communicates closely with the Board of 
Directors and top management to promote risk manage-
ment as a part of the Company’s management strategies. 
While advancing and streamlining global management, in 
FY 2025, the Company will reduce the number of the Board 
members by two to a total of 10. This will facilitate deeper 
discussions from a wider perspective and enhance the ef-
fectiveness of the management that contributes to increas-
ing corporate value over the medium- to long-term.

Strategic Pricing

Price correction Improvement of product mix

■  Promote passing on cost increases to sales
prices outside the formula

■  Price optimization in conjunction with value and
sales volume

■  Offer fair prices in line with cost and technical
services

■  Scale down of low profitability applications, and
improvement of product mix through business
analysis by region and application

■  Expansion of new application through product
enhancement

■  Innovation creation and developing differentiated
products through collaboration with sales, marketing,
and R&D

■  Product value increase and price improvement by
reviewing supply chains and joint promotion

❶

High-added value pricing based
on product value

Optimize business scale
Convert to high-added-value products

Improve prices
by creating new value

Creating new products and new value

Improvement in
core operating income

30 billion yen or more
(FY 2024-2025)

❷ ❸

Target under AP-G 2025
■  Uses100％ plant-based nylon ■  Joint promotion with customers

Example of co-creation of a new market with customers (Yoshida & Co.)

Price correction and passing on increases in
raw material and fuel prices to sales prices

Improvement of product mix, and
converting to high-added-value products Creating new products and new value

Total Cost Down Project

Cumulative cost reduction of
200 billion yen over 3 years

Variable cost reduction activities

Reduction in FY 2023-2024 93.7 billion yen

Effect target 125 billion yen/ 3 years

Fixed cost reduction activities

Reduction in FY 2023-2024 44.9 billion yen

Effect target 60 billion yen/ 3 years

Production process innovations

Reduction in FY 2023-2024 7.6 billion yen

Effect target 15 billion yen/ 3 years

(Billion yen)

200.0

71.1

146.1

FY 2023
Actual

FY 2023-2025
2-year target

FY 2023-2025
2-year actual

Toray Group’s Vision
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Promotion of ROIC Management 

Due in part to changes in the external environment, the 
Company’s investments over the past 10 years have not gen-
erated commensurate returns, and its ROIC remained at 
4.4% for FY 2024. In dialogue with the capital markets, dou-
ble-digit ROIC are expected, and the Company recognizes 
this as a major factor behind its low PBR.
	 Therefore, in AP-G 2025, Toray prioritized improving ROIC 
by increasing core operating income and managing invest-
ed capital efficiently, and each business division is formulat-
ing its own business strategy. Meanwhile, corporate divisions 
determine which businesses require capital investment, and 
which should make money with a light-asset model, work-
ing to achieve well-balanced capital allocation tailored to 
each business’s characteristics. With growth strategies and 
structural reforms as the Company’s two wheels, from the 
perspectives of growth and profitability, it is promoting initia-
tives such as innovation creation, strategic pricing, structur-
al reform of low-growth and low-profitability businesses, and 
“Darwin Project*.
* �Darwin Project: A profitability improvement project to adapt to change and restore 

earning capability.

Reallocating Management Resources from 
the Perspective of Competitiveness
As part of the Company’s business portfolio reform, the 
Company classifies its businesses into four quadrants along 
the two axes of growth potential and profitability (ROIC). For 
businesses and companies in the low-profitability quadrants, 
particularly those with large amounts of invested capital, the 
Company has launched Darwin Project led by the President 
to examine and implement measures for improvement. For 
example, in the Fibers and Textile business, the Company 
has built its supply chains within the Group utilizing pro-
duction sites in Japan, Southeast Asia, and East Asia, but is 
now restructuring its production sites after carefully assess-
ing its competitiveness by product type and by customer. 

Additionally, for low-growth, low-profitability businesses with 
small to medium amounts of invested capital, the Company is 
considering structural reforms, withdrawal, and downsizing.
	 On the other hand, the Company is prioritizing the alloca-
tion of funds and personnel to competitive growth businesses 
in areas where greater profitability is expected. The Company 
is also continuing to invest capital in high-growth businesses 
such as the carbon fiber business whose profits are currently 
sluggish, while working to improve profitability.

Darwin Project
Businesses and companies whose profitability has significant-
ly declined due to drastic changes in the business environment 
fall under Darwin Project. For those businesses and compa-
nies, the Company identifies challenges based on an under-
standing of the current situation and analysis and implements 
measures for short-, and medium- to long-term, respectively. 
In FY 2024, under Darwin Project, the Company implement-
ed cost reduction and optimizing production capacity among 
global production sites. As a result, the businesses of ZOLTEK 
(large tow carbon fibers), the U.S. film subsidiary, TPM (ABS 
resins), and polyester staple fiber all returned to profitability, 
raising profits by approximately 20 billion yen. In FY 2025, the 
Company expects a further improvement in profit of approxi-
mately 10 billion yen by returning the PP spunbond business 
and European film subsidiary to profitability.

Restructuring the Production System
As a specific example of fundamental business restructuring, 
the Company plans to cease domestic production of tereph-
thalic acid (TPA), a raw material for polyester fibers and films 
during FY 2026 and shift to external procurement. This de-
cision was made after comprehensively reviewing mainte-
nance and renewal costs for aging production facilities against 
the costs and risks of external procurement. Additionally, in 

Growth potential

Profitability (ROIC)

Structural Reform for Low-Growth and Low-Profitability Businesses

In addition to above initiatives, deliberating and implementing other structure reforms

■ Partial overseas transfer of nylon polymerization
■ Integrating plants of spinning company in Japan, and selling 

the former factory sites
■ Liquidation of a uniform company in Japan
■ Restructuring of kimono business
■ Downsizing of nylon production facilities in Southeast Asia 

and ceasing production of some general-purpose products
■ Restructuring of production capacity of polyester raw 

materials
■ Restructuring of battery separator films business

■ PP spunbond:
■ Polyester

staple fiber:

■ U.S. and Europe film
businesses

Optimize production capacity

Shutdown of PET polymerization
facilities in Japan, Republic of Korea,
and Southeast Asia, cease production
of some general-purpose products

Optimize production capacity

Already implemented or implementing 
withdrawal / downsizing

Progress of Darwin Project

Low-growth and low-
profitability businesses

■ Capital investment
■ M&A

■ Capital investment
■ Enhancing 

competitiveness

■ Capital investment
■ Increasing market share

■ Structural reform

High-growth and low-
profitability businesses

Low-growth and high-
profitability businesses

High-growth and high-
profitability businesses

2020(FY) 2021 2022 2023 2024

3.3%
4.6%

2.7% 2.8%

4.4％

0.9

0.7
0.8

0.7

0.9

Improve ROIC
= Improve
PBR over 1x

ROIC* PBR *Core operating income after tax / average invested capital
(average of the balances at beginning and end of the period)

Management with ROIC as a high-level concept

Growth strategy Structural reform

Toray-style ROIC management

• Creating innovation
• Strategic pricing

• Structural reform for
low-growth and low-profitability
businesses

• Darwin Project

“Four Categories of growth potential and profitability”

polyester staple fiber business, by promoting global opera-
tions and high-value-added products, the Company will shut 
down direct continuous polymerization and spinning facilities 
in Japan, which are suited for mass production of single prod-
uct types, during FY 2025. The Company has also begun to 
scale down operations in the Republic of Korea and Malaysia. 
Furthermore, while Toray is promoting business restructuring 
for battery separator films at each production site, the busi-
ness environment remains challenging due to factors such as 
slowdown in the EV market. The Company is considering all 
options, including business downsizing and withdrawal.

Business Expansion in Growth Fields
Growth Potential and Profitability by Business 
Field
Comparing the revenue growth rate and ROIC by segment 
during the AP-G 2025 period, the Fibers and Textiles seg-
ment’s projected revenue growth rate for FY 2022–2025 is 
1.9%, while its ROIC rose to 8.2% in FY 2024. With revenue 
on the scale of 1 trillion yen, the Fibers & Textiles Business 
serves as a stable source of profit that supports growth in-
vestments for the entire Toray Group.
	 The Company has already invested in the Performance 
Chemicals segment as a growth and expansion business. As 
inventory adjustment in the semiconductor and display mar-
kets has been resolved, the Company expects its ROIC to in-
crease to 8% in FY 2025 as capacity utilization rates rise.

Results of Restructuring Designated Businesses /
Companies
Business/Company Up to FY 2024

Zoltek
(Large-tow carbon 
fiber)

• �Reduction of total fixed cost in line with utiliza-
tion rate

• �Strengthen global operation between Mexico 
and Hungary

• �Became profitable ahead of schedule in 2Q of 
FY 2024

Films businesses
(U.S. and Europe)

• �Ceased production at the PET film production 
facilities mainly for general-purpose products

• �Reduction of fixed cost by reviewing production 
capacity

• �Promoted strategic pricing
• �A subsidiary in the U.S. became profitable in 2Q 

of FY 2024

PP spunbond

• �Reduction of fixed costs in line with review of the 
production capacity including shutdown of pro-
duction lines

• �Promoted differentiation, develop new applica-
tions, optimize production scale

• �Promoted strategic pricing

Toray Plastics
Malaysia
(ABS resin)

• �Improve product mix
• �Reduction of fixed costs
• �Restored profitability in the second half of FY 

2023

Polyester staple 
fiber

• �Implemented global production transfer for 
shutdown of polymerization facilities

• �Became profitable ahead of schedule in 2Q of 
FY 2024

Impact on 
the business 
performance

Improvement in core operating income in FY 
2024: about 20 billion yen (compared with FY 
2023)

Polyester
fiber and film

Shift of terephthalic acid (TPA) procurement route

Production restructuring for polyester staple fiber

TAK, PFR
Downsizing of
polymerization

facilities

Ehime Plant
Ceasing of
continuous

polymerization
facilities

Shiga, Mishima,
Okazaki, Gifu,

Ishikawa Plants

External
company

Tokai Plant
Toray

PET
Chip

PET
Chip

TPA
Production

TPA
Procurement

Procurement route by FY 2026 New procurement route

Toray Group’s Vision
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	 Although the Company positions the Carbon Fiber 
Composite Materials segment as its most important growth 
business, its ROIC is low due to sluggish facility operation de-
spite significant capital investments. However, as some ap-
plications are expected to be highly profitable, the Company 
aims to improve ROIC through application-specific strategies 
going forward.
	 The Environment & Engineering segment is achieving high 
profitability and high growth, centered on reverse osmosis 
(RO) membranes for the water treatment business, and the 
Company anticipates a double-digit ROIC in FY 2025.

Toray’s Business Fields and Growth Potential

Business fields that need improvement
(short- to medium-term)
1  Non-woven fabric (PP spunbond), fiber
2  Films business in the U.S. and Europe
3  Battery separator films
4  Pharmaceutical / medical business

Core growth business fields
(medium- to long-term)
5  �Fibers & Textiles: airbag applications, ultra-microfi-

ber non-woven fabric with suede texture, products 
from fiber to textiles and further to garments

6  �Resins: PPS resins (xEV)
7  �Films: electronic parts-related films, OPP films for 

automobile
8  �Electronic & information materials: electronic coat-

ing materials for semiconductors
9  �Carbon Fiber: aerospace applications, pressure 

vessel applications
10  �Water treatment membrane (reverse osmosis (RO) 

membrane)

Segment
ROIC CAGR

of Revenue

FY 2023
(Actual )

FY 2024
(Actual )

FY 2025
(Forecast ) 2022-2025

Fibers & Textiles 6.3% 8.2% 9% 1.9%  1  5

Performance 
Chemicals 3.6% 6.7% 8% 2.3%  2  3

 6  7  8

Carbon Fiber 
Composite Materials 1.7% 3.0% 3% 3.9%  9

Environment &
Engineering 8.3% 9.7% 10% 8.0%  10

Life Science -2.2% -1.4% 0% 0.8%  4

Total 2.8% 4.4% 5% 2.4%

Growth potential

Profitability
(ROIC)

Toray’s High-Growth, High-Profitability Businesses (Conceptual Diagram*)

* The size of the circles are images of the size of the current sales.

Pricing strategies and constant cost reductions (promote across all businesses)

Toray’s Unique Integrated
Business from Fiber to

Textiles and Further to Garments
Utilize existing allocations

Expand sales regions

Automotive-Related
Airbag applications, automotive OPP films,

PPS resins, ultra-microfiber non-woven
fabric with suede texture
Cross-sectional collaboration

Create Barriers to entry at an early stage
Reduce costs

DI (such as
semiconductor-related)
  Electronic coating materials,
electronic parts-related films

Cross-sectional collaboration
Barriers to entry for competitors

Carbon Fiber Composite Materials
Aerospace and pressure vessel applications

Expand facilities
Optimize production facilities operation plans by application

Implement differentiation strategy

Water Treatment
Membrane

Regional strategies
Added-value creation

Hydrogen
Commercialization

Toray Group’s Vision

Strengthening the Financial Foundation Which Supports Growth

Maintaining Financial Soundness and 
Capital Allocation
As for capital allocation, along with assuming an operating 
cash inflow of 760 billion yen over the three-year period from 
FY 2023 to FY 2025, investment cash outflow is expected to 
reach a total of 720 billion yen, consisting of capital invest-
ments valued at 500 billion yen (355.2 billion yen in AP-G 2022, 
the previous Medium-Term Management Program) and R&D 
expenditures at 220 billion yen (193.8 billion yen in AP-G 2022). 
This capital allocation aims to achieve a positive free cash flow, 
thereby stabilizing and increasing shareholder returns.

	 Having set the dividend payout ratio to 30% or more, the 
Company aims to increase the dividend amount through prof-
it growth based on a policy of maintaining stable and contin-
uous dividends. Furthermore, the Group revised the D/E ratio 
guideline downward from around 0.8 to 0.7 or lower to support 
sound, sustainable growth based on a strong financial founda-
tion. In FY 2025, Toray assumes capital investments of 180 billion 
yen (down 38.7 billion yen year-on-year), primarily for polypro-
pylene films and carbon fiber; depreciation and amortization of 
135 billion yen (up 2.9 billion yen year-on-year); and R&D expen-
ditures of 84 billion yen (up 9.6 billion yen year-on-year).

Interest-Bearing Liabilities, Owner’s Equity and
Debt-to-Equity Ratio (D/E Ratio)

(Billion yen)

Cash Flows

(Billion yen)

(FY) 2020

113.7
81.1 42.5 64.7

191.8

2021 2022 2023 2024 (FY) 2020

0.79
0.67

0.62

2021 2022 2023

0.55
0.49

2024

-200

-100

0

100

200

300

0

600

1,200

1,800

0.0

0.3

0.6

0.9

Interest-bearing liabilities (left axis) Owner’s equity (left axis)
D/E ratio (right axis)

Cash flows from operating activities
Cash flows from investing activities Free cash flow

(Billion yen)

(FY) 2023

211.3

2024

98.3

2025

11.4%

5.4%

Balance of cross-shareholdings
Ratio to total equity

Sales of
109.8 billion yen in

cross-shareholdings

Additional
sales

Reduction of Cross-Shareholdings and Share Buybacks

Total of repurchased
shares
(as of September 30, 2025)
• Total repurchase price

of shares: 

 97.1 billion yen

• Total number of shares 
repurchased: 

 99.6 million shares

Reducing Cross-Shareholdings for 
Share Buybacks
To accelerate capital efficiency improvements, in May 2024, the 
Company announced a policy to reduce its cross-sharehold-
ings by 50% (approximately 100 billion yen) over the three-year 
period from FY 2024 to FY 2026, bringing their ratio to total 
equity to about 5%, and to use all proceeds from the sales to 
share buybacks as part of shareholder returns. In response, in 
FY 2024, the Company sold cross-shareholdings equivalent to 
109.8 billion yen, bringing the ratio to total equity to 5.4% and 
achieving its goal two years ahead of schedule. The Company 
will continue to sell cross-shareholdings in FY 2025, and all pro-
ceeds exceeding 100 billion yen from the sales including addi-
tional sales will also be used to share buybacks.

Strengthening Growth Areas Based on the 
Four Categories of Growth and Profitability
The Company is promoting optimal business strategies for 
businesses that have high market competitiveness (in terms 
of quality, share, technology, supply chain, etc.) For business-
es like carbon fiber, which have high growth potential but 
require large initial investments, the Company will improve 
profitability through differentiation. For stable businesses 
such as Toray’s unique integrated business from fiber to tex-
tiles further to garments, the Company will expand them while 
maintaining high profitability through an asset-light strategy.

AP-G 2025

Capital Allocation (FY 2023-2025)

Business investment

CF from Investing 
Activities

720 billion yen

CF from Operating 
Activities*1

760 billion yen

*1: Before deduction of R&D expenditure

Cash in Cash out

Added in the 
announcement of 
financial results for 
March 31, FY 2024

Shareholder 
returns

Shareholder returns 
(sharea buybacks)

Interest-bearing 
liabilities

Sales of cross 
shareholdings

Capital investment 500 billion yen
Including investments for growth 
business fields: 270 billion yen

R&D expenses 220 billion yen
Including investments for growth 
business fields: 180 billion yen

Shareholder returns 
policy

• �While maintaining stable continuous divi-
dends, aiming to increase dividends based 
on earnings growth

• Dividend payout ratio of 30% or more
• �Use all proceeds from the sales of cross 

shareholdings for share buybacks
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Promoting Growth Strategies and Structural 
Reform in the Same Degree
The Board of Directors recognizes that the primary reason for 
its persistently low PBR is its low rate of return (ROIC). Therefore, 
to improve its economic value, the Company believes it is cru-
cial to improve core operating income and the core operating 
income margin while curbing increases in invested capital. In 
the next Medium-Term Management Program, the Company 
will make even greater efforts to promote both growth strate-
gies and structural reform in the same degree.

Policy on Business Portfolio and Structural 
Reform
As for its business portfolio, similar to the four-quadrant anal-
ysis, the Company continues to use the axes of “growth poten-
tial” and “profitability” from a financial perspective. However, 
the Company classifies its businesses into Core Growth 
Businesses, Stable Profit Businesses, Structural Reform 
Businesses, and Next-Generation Businesses. Adding the per-
spectives of “competitiveness” and “time axis,” the Company 
assesses how long each business can maintain its competitive 
advantage and whether it has the potential to establish Toray’s 
value creation model, which is its win-
ning pattern, to determine manage-
ment resource allocations accordingly.
	 For Structural Reform Businesses 
in particular, the Company will close-
ly examine their potential to transition 
into Core Growth Businesses or Stable 
Profit Businesses by making them sub-
ject to Darwin Project or implementing 
additional measures. For businesses 
deemed difficult to improve and for 
which the Company determines Toray 
is not the best owner, the Company will 
consider withdrawal or divestment. It 
will decide on the course of action for 

businesses targeted for Structural Reform Businesses within 
the term of next Medium-Term Management Program.

Maximizing Profits in Core Growth and 
Stable Profit Businesses
In the next Medium-Term Management Program, among the 
main businesses plotted in the matrix below, the Company will 
maximize profits in its Core Growth Businesses, which drive 
sales and profit growth, and its Stable Profit Businesses, which 
generates stable earnings. Next-Generation Businesses are 
those that the Company expects to transition into core busi-
nesses in the future. The market environment and prod-
uct competitiveness depend on applications and regions, 
but Toray will improve its overall ROIC and achieve sustain-
able growth and expansion by promoting application- and re-
gion-specific strategies tailored to their characteristics.

The Two Wheels: 
“Growth Strategies” and “Structural Reform”

In order to realize a “Truly Sustainable Company,” investments must be 
screened and a good balance between business expansion and profitability 

improvement must be achieved
▼

In the next Medium-Term Management Program, challenges in both 
“growth strategies” and “structural reform” will be set in the same degree

Growth strategies 
(current)

Growth strategies 
(beyond 2030) Structural reform

1  �Ensure the effect of capi-
tal investment (Clarification 
of competitiveness, risk or 
opportunity)

2  �Ensure to maximize profit at 
the existing production facili-
ties (improvement in product 
mix, productivity, etc.)

3  �High-added-value creation for 
existing products (innovation 
creation)

1  �Growth strategy from a long-
term perspective (toward 
FY 2030)

2  �Essential competitiveness 
(high-added- value or cost), 
and pursuing “winning 
patterns”

3  �Response to fundamental 
changes in external and mar-
ket environment

1  �Consider downsizing/con-
solidating/withdrawing 
from the business based 
on the profit commen-
surate with the invested 
capital

2  �Verifying and reviewing 
the business model

▼
Achieving the targeted core operating income, 

core operating margin, and ROIC

Toray Group’s Vision

Following the Management Briefing in 2024, the Company 
held another briefing in May 2025. At this briefing, the 
Company explained its strengths and value creation mod-
el, the progress of AP-G 2025, its approach to the next 
Medium-Term Management Program, and its sharehold-
er return policy. The Company also engaged in a candid 
exchange of opinions with the attendees.

Profit Growth Expected for the Third 
Consecutive Year
	 In FY 2025, the final year of AP-G 2025, the Company antic-
ipates core operating income will be approximately 30 billion 
yen less than the target set when the Company announced 
the program, due to factors including a slower recovery in the 
automobile market and the impact of the U.S. tariff policies. 
However, through Darwin Project and strategic pricing initia-
tives, the Company aims to achieve a third consecutive year of 
growth in core operating income. Toray will also flexibly adapt to 
the rapidly changing environment, review its business strategies 
as needed, and promote ROIC management as the Company 
moves toward the next Medium-Term Management Program.

Toray’s Vision
Toward a “Truly Sustainable Company”
–Virtuous Cycle of Value –
Toray believes that creating a “virtuous cycle of value” is 

essential to become a “truly sustainable company” it envi-
sions. Starting from its corporate philosophy, the Company 
creates new value and provides both economic and social 
value to its stakeholders. Only after its values are assessed 
and appreciated by its stakeholders, the Company can secure 
management resources. Toray believes that the Group needs 
to maintain and further enhance this virtuous cycle to be a 
“Truly Sustainable Company.”

Toray’s Winning Pattern = Toray’s Value 
Creation Model
Toray’s value creation model begins with an approach of ex-
cavating or developing new markets, either as the industry 
leader or alongside other leading companies, through the 
early development of cutting-edge materials. After pioneer-
ing those markets, the Company uses its strengths in R&D, 

sales and marketing, and production engi-
neering as value creation engines to build a 
global value chain with high barriers to en-
try. This generates high-added-value and 
switching costs that competitors cannot eas-
ily follow. Even when the market matures, the 
Company continues to enhance added-value 
over the long-term to maintain value and, by 
extension, pricing. Examples of the achieve-
ment by the value creation model include joint 
development of high-performance fibers with 
client companies and the long-term adoption 
of carbon fiber composites for aircraft.

Toray Group Stakeholders

Contributing to society through the
creation of new value with innovative

ideas, technologies and products

Corporate Brand

EmployeesShareholders
Investors

Reputation Building

Customers
Consumers

Social
Administration

Suppliers

Corporate Philosophy

Transformation to 
high-profitability businesses

Contributing to society
through business activities

High-Quality, Stable Supply

Establishment of Value Chains

Solution Proposal

Development
Capability of
Cutting-Edge

Materials

Competitive Advantage Growth Story

Securing

Management Resources

< Funds,
Human Resources, etc.>

Value
Assessment

Value
Creation

Providing
Economic Value

Social Value

Time axis

Toray’s
Value
Creation
Model

Common
case

Added-value

Discover the solution for the 
new challenges in society, 
based on the material 
innovation and development 
capabilities that can shape the 
materials into products

With Toray as a leader, establish and 
expand new markets and business 
models. Meet the needs of leading 
companies in each industry

• Provide high-added-value to which other competitors cannot follow, 
utilizing the Group’s collective strengths, in addition to building barriers to 
entry (track record, supply chain management)

• Maintain value by continuing to add high functionality after launch of the 
product (pricing)

3Excavating the 
market in its infancy

Establishing value network and
maintaining high-profitability over the long-term

Co-creation
with innovation leaders

321

• Collaboration with major customers
• Maintain value by adding higher value

1 2

R&D R&D R&D

Sales &
Marketing

Production
Engineering

Sales &
Marketing

Production
Engineering

Sales &
Marketing

Production
Engineering

Grow
th potential

Added-value
Profitability

Time axis

Does the business have high earning / growth capabilities?

Can the business continue to be successful in the future?
Is the business in line with Toray’s Value Creation Model?

Financial Perspective (Growth Potential and Profitability)

Competitive Perspective

■ Rapid improvement of profitability
■ Determine future growth potential, and

determine whether or not the Company is 
the best owner

■ R&D investment for commercialization
■ Capital expenditure for mass production

(High-growth, upfront capital investment)
■ Capital expenditure and M&A for

further growth

Next Generation Business

Structural Reform Business Stable Profit Business
(Low-growth, high-profitability)

(High-growth, high-profitability)

Core Growth Business

■ Capital expenditure in line with
market growth and facility repair

(Low-growth, low-profitability)

R&D

2 1

3

Competitiveness stable /
value creation model established

Not in line with the value
creation model

Competitiveness
can change in the

future

Clarifying the positioning of each business, based on the 
“growth potential x profitability x competitiveness” in the future

: Top share     : Fibers & Textiles     : Performance Chemicals     : Carbon Fiber Composite Materials     : Environment and Engineering     : Life Science     : Others

*� Based on FY ���� forecast    *� Growth rate of sales in FY ����-����

Grow
th Potential *�

Profitability*�

Business Portfolio Under the Next Medium-Term Management Program

Next Generation Core Growth

Stable Profit

Structural Reform

Hydrogen-
related

Fibers Battery separator
film

Non-woven
fabric

Films business
in the U.S. and

Europe

Pharmaceutical/
Medical

Separation
membranes

Films for next
generation
batteries

Si Photonics

Airbag
applications

Electronic
partsrelated film

Pressure vessel
applications

Water treatment
membrane

Engineering
business

OPP films for
automobile

Electronic coating
materials for

semiconductor

Aerospace
applications

Wind turbine blade
applications

Sports
applications /

other industrial
applications

Ultra-microfiber
non-woven fabric
with suede texture
Integrated business
from fiber to textiles

and further to
garments

PPS resins

Nylon resins
PBT resins

Chemicals
business

ABS resins

Mitsuo Ohya
President

For the Next Medium-Term Management ProgramManagement Briefing




