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Toward a Truly Sustainable Company

Since its establishment, Toray has voiced its strong belief that the Company is a public institution that 

serves society. Based on an awareness of chemistry-based manufacturing from the time of foundation 

at the lakeside of the Lake Biwa in Shiga Prefecture, we have nurtured the style of management which 

entails developing human resources and taking all possible measures to protect the environment. The 

management style can be considered as sustainability itself, and we inherited the style from our 

predecessors and passed it from generation to generation.

Amid a drastically changing business environment, Toray will pursue the innovation of the world with 

our innovative technologies and advanced materials. It is unchanged from the past and it will never be 

changed in the future. Together with our employees, we will continue to share Toray’s mission since its 

founding to nurture people while contributing to society and the environment through our business 

activities, and this in turn will drive corporate and human development. We will do our utmost toward a 

“truly sustainable company.”

In proceeding with the five basic strategies set under Medium-Term Management Program, Project 

AP-G 2025, we have decided management challenges and key management measures to further 

improve the effectiveness of workplace competency, which is Toray’s strength. Now we are proactively 

working on them. 
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Basic Strategies of 
Medium-Term Management Program, Project AP-G 2025

Seizing Profit Opportunities Strengthening the Management Foundation

Focusing management resources on Sustainability Innovation 

Business and Digital Innovation Business 

Strategy  1. Sustainable growth

Maximizing profitability by making the most of tangible and intangible 

assets, and by collaborating with external partners

Promoting cross-organizational cost reduction activities leveraging 

enhancement of quality strength and organizational strength, which 

are the sources of competitiveness

Preserving and further building upon the legacy of our corporate 

culture, which prioritizes developing people, while promoting individual 

career development, and improving job satisfaction

Ensuring sound organizational management by enhancing internal 

controls and improving management capabilities

Strategy 2. Ultimate value creation

Strategy 3. Product and operational excellence

Strategy 4. Enhancement of people-centric 

management

Strategy 5. Risk management and governance

Five Basic Strategies of Project AP-G 2025 

▌Toray Group will achieve sustainable growth driven by the Sustainability Innovation Business and the Digital Innovation Business

▌In addition to the five basic strategies, focus across our business operations on balancing profit, cash flow, and asset efficiency.
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Steps to TakeIdentified IssuesToray’s Vision

Short-term Medium-term Long-termStrengthening Foundations

Incorporate into Specific Management Measures 

and Issues

Optimal allocation of human 

resources and invested capital 

Enhancing cost competitiveness

human capital management

Creating innovation and 

enhancement of functional 

dimension

Strengthening competitiveness, 

expansion of businesses Extend Toray-style ROIC 

management

Capital investment management

Story of growth based on “competitiveness”

Reducing cost,

streamlining the organization

Promote strategic pricing

Extend supply chain 

Business management emphasizing human capital

Achieve both business expansion 

and financial soundness

Toray Management Challenges 

Reducing cross-shareholdings

Expand growth business fields

 (SI and DI businesses)

Accelerate utilization of 

digital/AI

Create new products and added value  

(R&D that can turn “0” into “1,” boost “1” to “10”)

◼ Achieving the Toray Group 

Sustainability Vision

(both in growth and social contribution）

◼ People-centric management

◼ Securing confidence from capital 

markets and stakeholders

◼ Sustainable growth and business expansion: Secure resources for future growth
• Improve current profitability (short-term) ⇒ Generate cash

• Achieve AP-G 2025 (medium-term) ⇒ Allocate management resources to priority strategic 

businesses

• Fulfill societal mission and expanding business (long-term) ⇒ Achieve results in capital 

investment and research

◼ Changes in global business environment ⇒ Move with sense of speed 

                                                                           (transcend organizational barriers)

◼ Intensified competition ⇒ Enhance competitiveness

◼ Establish priority management 

measures in line with a time frame

◼ Identify and address cross-business 

challenges

◼ Enhance effectiveness
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5 Enhancement of 

cost competitiveness

Basic strategies of

AP-G 2025 
5. Risk management and

    governance

1. Sustainable 

    growth

2. Ultimate 

    value creation
3.Product and 

   operational excellence

4. Enhancement of 

    people-centric management

Financial 

strategy

Given the changes in the business environment, we have re-organized and prioritized the basic strategies and specific measures of AP-G 2025 as 

“key management measures.” In addition, we have assigned the members of the board as persons in charge of execution to increase effectiveness.

Function-centric enhancement

41

1-A.

Advancement of businesses

President

1-B.

Business strategies based on 

competitiveness

(With a sense of speed)

General Manager of Corporate 

Strategic Planning Division

1-C.

Geopolitical risks

General Manager of Corporate 

Strategic Planning Division

Enhancement of 

business competitiveness and 

business expansion

技術Ｃ所長

Creation of Innovation

3

3-A.

Management of output 

3-B.

Acceleration of business 

development 

(expansion from 1 to 10)

General Manager of 

Technology Center
4-A.

Strategic pricing

Executive Vice President,

Marketing & Sales

4-B.

Enhancement of purchasing function

General Manager of

Purchasing & Logistics Division

4-C.

Supply chain management

Executive Vice President,

Marketing & Sales

6 Human capital management 6-A.

Engagement

General manager of Human 

Resources Division
6-B.

Human resource portfolio

6-C.

Diversity

Dialogue with 

capital market

7

7-A.

Communication with 

investors and IR

President

5-B.

Structural reforms (simplification)
5-A.

Total cost reduction project

General Manager of 

Manufacturing Division

Toray’s Key Management Measures

Optimal allocation of forces and 

invested capital

2

2-A.

Management in four quadrant 

approach

2-B.

Improvement of return from capital 

expenditures

2-C.

Adopting ROIC as KPI
4-D.

Group governance, 

enhancement of risk management

General Manager of Corporate 

Strategic Planning Division

General Manager of Corporate 

Strategic Planning Division

General Manager of Corporate 

Strategic Planning Division

General Manager of Corporate 

Strategic Planning Division

General Manager of 

Technology Center

President

General manager of Human 

Resources Division

General manager of Human 

Resources Division
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Promotion of the Medium-Term Management Program, 

     Project AP-G 2025

I
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Segment

FY 2013 – FY 2023
FY 2023 – FY 2025

(AP-G 2025)

CAGR 

of Revenue

ROIC

of FY 2023

CAGR 

of Revenue

ROIC Target

of FY 2025

Fibers & Textiles +2.6% 6% +2.8% 7%

Performance 

Chemicals +2.2% 4% +8.3% 8%

Carbon Fiber 

Composite 

Materials
+9.9% 2% +12.9% 4%

Environment & 

Engineering +2.1% 8% +7.1% 9%

Life Science -1.1% -2% +7.2% 3%

Total +3.0% 2.8% +6.6% About 5%

1 5

2

3

4

6

7

8

9

10

11

Business fields that need improvement 

(Short to Medium-term)

Core growth business fields in each segment

(Medium to Long-term)

5

6

7

8

9

10

11

Toray’s Business Fields and Growth Potential

Large tow （Zoltek）

1

2

3

4

PP spunbond, polyester staple fiber

PET film

ABS resin (TPM)

Electronic & information materials:

Semiconductor and OLED-related materials 

Resins: PPS resin (xEV) 

Film: MLCC release film, ultrathin film for capacitor

Fibers & Textiles: Airbag textiles, 
ultra-microfiber nonwoven fabric, garments

Carbon fiber:

Aircraft and hydrogen tank applications 

Water treatment: Reverse osmosis (RO) membrane

Pharmaceutical 
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Low-growth and high-

profitability businesses

High-growth and high-

profitability businesses

Reallocation of management resources from the 

perspective of “competitiveness” (the third axis)
1.Thorough profitability improvement for loss-making 

business and companies.

2.For specific businesses and companies with large 

capital investment, implementation of the Projects to 

Improve Profits of Specified Businesses and 

Companies “Darwin Project (abbreviated as D Pro)”, 

which sets and executes short-term profit improvement 

measures as well as medium- and long-term tasks 

such as restructuring of production capacity.

3. Introduction and implementation of the “Rules on 

studying withdrawal/ downsizing.” 

Business Structure Reform Based on 
“Four Categories of Growth Potential and Profitability”

◼ For specific businesses and companies which have significant impact on the entire Group, implement Projects to Improve Profits of Specified 

Businesses and Companies

◼  Business advancement through business strategies that match “business characteristics” and “competitiveness”

Examples of businesses

◼ Capital investment

◼ Increasing market 
share

◼ Capital investment

◼ Enhancing
competitiveness

Low-growth and low-

profitability businesses

◼ Business structure 

reform

◼ Capital investment

◼ M&A

◼ PP spunbond 

◼ ABS resins

◼ U.S. and Europe film businesses

◼ Large tow carbon fiber

Growth potential

Profitability

(ROIC)

High-growth and low-

profitability businesses
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The Projects to Improve Profits of Specified Businesses and Companies (Darwin Project)

Business Structure Reform Based on "Four Categories of Growth Potential and Profitability"

The Projects to Improve Profits of Specified Businesses and Companies (aka: Darwin project) Project leader: President

Restore profitability of businesses/companies whose situation have changed significantly since current medium-term 

management program was formulated due to structural changes in markets, declining competitiveness due to increase in the

number of competitors, etc.

It is not the strongest of the species that survives, not the most intelligent that survives. 

It is the one that is the most adaptable to change.

(*1) Companies included: Toray Advanced Materials Korea (TAK), Toray Polytech (Nantong)(TPN), Toray Polytech Jakarta (TPJ), Toray Polytech (Foshan)  (TPF), Toray International India (TID)

(*2) Companies included : Toray Industries, Indonesia Toray Synthetics (ITS), Penfibre (PFR), Toray Advanced Materials Korea (TAK)

Business Specified Business/Company 

Fibers & Textiles PP spunbond*1

Fibers & Textiles Polyester staple fiber*2

Resins, Chemicals Toray Plastics (Malaysia) （TPM）

Films Toray Plastics (America) (ＴＰＡ)

Films Toray Films Europe (TFE)

Films Penfibre (ＰＦＲ)

Carbon Fiber 

Composite Materials
Zoltek

Thorough 

understanding 

and analysis 

of current 

situation

Identification 

of challenges

 short-term issues, 

medium- to long-

term issues

Short-term issues

Medium- to long-term issues

Quick return to 

profitability by reducing 

costs, etc.

Setting and executing tasks 

such as business advancement 

and restructuring of production 

capacity

Charles Darwin’s concept:



Copyright © 2024 Toray Industries, Inc. 9

Results of Restructuring Designated Businesses/Companies
Business Structure Reform Based on "Four Categories of Growth Potential and Profitability"

Business/Company Up to FY 2023 Next Steps

Zoltek
(Large-tow carbon fiber)

◼ Reduction of total fixed cost in line with 

utilization rate

◼ Promote strengthening of global operations between Mexico and 

Hungary

◼ Expand applications beyond wind turbine blades, including industrial 

applications, etc. 

◼ Reduce utility costs by using renewable energy in Hungary

◼ Mexico plant expected to reach full operation in 4Q FY 2024, and 

become profitable in FY 2024, due to recovery in demand for wind 

power generation blade applications

PET film 

(U.S. and Europe)

◼ Ceased production at the PET film 

production facilities mainly for general-

purpose products

◼ Reduction of total fixed cost in line with 

utilization rate 

◼ Promoted strategic pricing

◼ Global supply of differentiated products

Convert from general-purpose products to added-value products (MLCC , 

release film applications, etc.)

◼ Optimize production capacity or retire assets in the U.S. and Europe

◼ TPA/TFE expected to be profitable in FY 2024

PP spunbond
◼ Reduction of fixed costs in line with 

review of the production capacity 

including shutdown of production lines

◼ Promote differentiation, develop new applications, optimize production 

scale

◼ Promote strategic pricing

◼ Aim to restore profitability from second half of FY 2024

Toray Plastics 

Malaysia
(ABS resin)

◼ Improved product mix

◼ Reduced fixed costs

◼ Restored profitability in second half of 

FY 2023

◼ Cultivate new customers by promoting circular economy

◼ Promote creating added-value products

◼ Switch to alternative materials

Battery separator film 

(other than designated 

companies)

◼ Retired production facilities ◼ Continued business structure reform

Improvement 

in core 

operating 

income from 

FY 2023: 

Forecasted to 

be tens of 

billions of yen
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◼ Optimal strategies for businesses 

with high competitiveness (quality, 

share, technology, supply chain, 

etc.) in the market 

◼ Promote Toray-style ROIC 

improvements that increase profits 

and expand business while 

maintaining financial soundness

◼ Improve profitability by 

differentiation for businesses that 

are high growth, but require large 

initial investments (carbon fiber, 

etc.)

◼ Expand high-profitability 

businesses (ex. Toray’s unique 

integrated business from fiber and 

textiles to garments) through 

asset-light strategy

ーStrengthening of Growth Business Fields Based on 
"Four Categories of Growth Potential and Profitability"ー

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

Cross-sectional collaboration 

Barriers to entry for competitors

Reduce costs

Regional strategies

Added-value creationCross-sectional collaboration

Barriers to entry for competitors

Carbon Fiber Composite Materials
Expand facilities 

Optimize production facilities operation plans by application

Implement differentiation strategy

Water 

TreatmentDI （such as Semi-

conductor-related) 

Automotive-

Related 

Utilize existing allocations

Expand sales regions

Toray’s Unique Integrated 

Business from Fiber and Textiles 

to Garments

Pricing strategies and steady cost reductions 

(promote across all businesses)

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

Growth 

potential

Profitability （ROIC)

Hydrogen
commercialization
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Production Capacity of Toray Group

Core operating income of the 
Carbon Fiber Composite Materials segment (billion yen)

Business Strategies and Challenges of the Carbon Fiber Composite Materials Business –Basic Policies for Expansion – 

Strengthening the Management Foundation -Business Structure Reform Based on “Four Categories of Growth Potential and Profitability”

◼ Contribution to realization of the carbon neutral society by 

providing high-quality products

◼ Business expansion by enhancement of production capacities 

at the global production sites

Demand forecast by application

FY 2022 

Actual

FY 2023 

Actual

FY 2024 

Forecast

Target of 

AP-G 2025

15.9 13.2 21.0 36.0

Business Environment 

Applications that are expected to expand in demand 
from 2026 onwards

4-fold

（90,000t）

Hydrogen

tank

10-fold

（2,000t）

UAM

2.3-fold

（1 trillion $）
3,000t

Space

(Rocket)

Next 

generation 

aircraft

1.3-fold

（92,000t）

Offshore wind 

power 

generation

Basic Policies

Carbon fiber demand scale

In 2030, compared to 2025

Space industry 

market size

In 2040 compared 

to 2025

Carbon fiber 

demand scale

around 2030

0

20

40

60

80

2022 2023 2024 2025 2026

レギュラートウ炭素繊維

ラージトウ炭素繊維

63.8
71.0 71.0

63.8 63.8

U.S. & South Korea:   

+6,200 tons

France:

+1,000 tons
(K tons)

128 117 132 
161 

0

50

100

150

200

250

2022 2023 2024 2025

他産業

風力発電翼

圧力容器

スポーツ

航空宇宙

CAGR
（2023－2025）

(K tons)

17%

16%

23%

18%

7%

12%

(*) Based on the Morgan Stanley's Projection https://www.morganstanley.com/ideas/investing-in-space

(CY)(CY)

■ Other industries

■ Wind turbine blade

■ Pressure Vessel

■ Sports

■ Aerospace

■ Regular tow carbon fiber

■ Large tow carbon fiber
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Expand applications by developing new 

products of carbon fiber

Expand business by combining high-

strength carbon fiber and prepreg
Quick restoring profitability and 

restructuring through Darwin Project

Strategies and Challenges of the Carbon Fiber Composite Materials Business: Applications and Product Strategies

Business Structure Reform Based on "Four Categories of Growth Potential and Profitability“ － Expansion of Growth Fields －

Aircraft applications Industrial Applications Strategies for large-tow carbon fiber 

Ensure stable supply to U.S. and 

European customers
Supply 

Stability

Develop high-strength, high-grade 

products

Solutions 

Development 

Capability

◼Reduce variable costs through strategic 

purchasing and improving utility intensity

◼Reduce fixed costs through production 

innovation

Cost 

Reduction

(1) Expand business for compressed natural 

gas/compressed hydrogen gas applications

(2) Strengthen competitiveness of product 

quality of carbon fiber and prepreg

(3) Improve productivity of facilities and reduce 

costs through process engineering capacity

Develop innovative processes and 

utilize DX

Cost 

Reduction

◼ Establish Toray as global de facto 

standard

◼ Optimal solutions based on years of  

accumulated data

◼ Develop differentiated products

Quality 

Reliability

◼ Diverse composite materials technologies

◼ Development capacity from carbon fiber  

to prepreg and composites

Solution 

development

capacity 

(1) Short-term: Ensure to capture recovering 

demand for commercial aircraft

(2) Medium-term: Develop and expand for UAM 

and space applications 

(3) Long-term: Promote development for next-

generation aircraft

High-strength 

carbon fiber

Thermoset

Thermoplastic

Regular tow

(1) Capture demand for wind turbine blade applications, 

with expected recovery from 2025 onward

(2) Expand global operations by leveraging cost 

competitiveness of plant in Mexico

(3) Reduce costs at plant in Hungary

(4) Develop high-quality grade for offshore wind power 

generation and long turbine blades

(5) Develop new applications other than wind turbine 

blade, and collaboration among prepreg 

manufacturers based in Europe
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Strategies and Challenges of the Carbon Fiber Composite Materials Business: Regional Strategies

◼ Leveraging strengths of having bases in each region, implement application strategies unique to each region (economic security and 

energy policy in each country and major customers) 

◼ Global operation with optimized combination of production at consumer regions and production at suitable regions

(1) Expand high-added value products for commercial aircrafts, centrifuge for 

energy production, satellites, and high-end automobiles

(2) Expand pressure vessel applications (CNG and CHG)

(3) Improve efficiency through collaboration among intermediate material 

manufacturers, and expansion of market share 

AmericasEurope

Asia

Toray group’s bases

Business Structure Reform Based on "Four Categories of Growth Potential and Profitability“ － Expansion of Growth Fields －

(1) For commercial aircraft, capture the recovery demand

(2) Expand pressure vessel applications (CNG, CHG) 

(3) Expand wind turbine blade applications

(4) Extend supply chains by promoting collaboration among carbon fiber 

and prepreg manufacturers and proceeding with high-added-value 

creation

(1) Expansion of pressure vessel applications (CNG, CHG) 

(2) Expansion of aircraft applications in Japan

(3) Expand prepreg in sports applications 

(4) Expand composite business such as PC chassis, medical applications and electrode materials 

for fuel cells

(5) Expand sales of industrial applications for market in India 
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◼ Establish an asset-light strategy, integrated supply chain by strategic use of OEM, with Toray’s technologies and 

development capabilities

◼ Expanding profitability in the entire supply chain by providing optimal solutions to customer needs

Expansion of Toray’s Integrated Fibers & Textiles Business by Supply Chain Management 

Toray’s manufacturing field

ASEAN and India:

Expand high-added-value textile business

Bangladesh

South

Korea

China

◼ Vietnam PTHL: Established production 

            base of knit fabrics

◼ Thailand TTT : Established production  

            base of textiles

◼ India  Business development through 

 alliances with leading local 

 partners

OEM Field

Technical 

Support

Advancement and extension of supply chain in Asia

Japan

Filament & Staple fibers

Textile

Sewing

SewingTextile

Indonesia  Thailand

Vietnam Malaysia

India

Expansion of automobile and environment 

fields in industrial applications

◼ Japan, China, Thailand, India:

Collaboration of 4 production bases for airbag textiles

◼ China:

TSD: Dying of microfiber fabric with a suede texture 

ASEAN

Technical 

Support

Textile

Textile

Textile

Sewing

SewingTextile

Sewing

Textile

Filament & 
staple fibers

Filament 
& staple 
fibers

Filament 
& staple 
fibers

Filament & 
staple fibers
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Water Treatment Business Development

Wastewater Reuse Ultrapure Water for SemiconductorsSeawater Desalination

Business Structure Reform Based on "Four Categories of Growth Potential and Profitability“ － Expansion of Growth Fields －

RO Membrane

Business

Basic Policy 

⚫ Achieve No.1 global market share by 2025

Promote global business development in growth fields, maintain No.1 position in seawater desalination,

and enhance presence in U.S. and China

Maintaining De Facto Standard Growth Business Field

Basic Strategies Basic Strategies Basic Strategies

Main Issues Main Issues Main Issues

Growth Business Field

Continue 

construction of large-

scale seawater 

desalination plants 

worldwide

・Maintain Toray’s position as de facto industry 

standard

・Capture replacement demand by strengthening 

technical services

◼ Expanding supply capacity in response to increased 

demand

◼ Thoroughly reduce costs

◼ Developing new products with excellent pressure 

resistance and durability

◼ Strengthening local technical service function

Market 

expanding

10%/year

More advanced 

semiconductors

⇒Ultra pure water

(Enhanced silica 

removal performance)

◼ Stable and continuous supply of 

high-added-value products

◼ Strengthen partnerships with 

leading engineering companies 

and end users in the world

◼ Maintain No.1 position in seawater 

desalination by establishing Toray as 

de facto standard

◼ Establish stable supply system

◼ Capture replacement demand at early 

stage by enhancing technical services

◼  Further promote localization

Changing wastewater into new water resources with 

the integrated membrane system (IMS: UF membranes 

+ RO membranes, MBR + RO membranes)

◼ Create added value and strengthen 

profitability by providing total membrane 

solutions leveraging strengths as full line-up 

membrane manufacturer

◼ Accelerate global business expansion 

through focused allocation of resources

◼ Developing new products for reusing wastewater

◼ Accumulating IMS knowhow and advocating tech 

support

◼ Responding to regionally dispersed demand

◼ Strengthening ability to disseminate info through 

dedicated website

Emphasizing added value through global expansion 

of new high-performance products

◼ Intensive promotion of products with better silica 

removal performance

◼ Developing energy-saving products that maintain 

removal performance

◼ Promoting mass production and cost reduction
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Sales volume

Strategic Pricing

 In addition to product excellence, Toray competitiveness originates from the added value provided by its supply and operational capacities

 Ensure accurate understanding of Toray's product excellence and added value, secure appropriate compensation commensurate with value

 Strategies for high-added-value creation that interconnect with creation of innovation

◼ Training on pricing-related data analysis

◼ Workplace pricing education

• Share best practices internally and externally

• Knowledge shared by outside specialists

• Calculating fair prices for PET film

• Verifying resin material pricing models

• Building prepreg pricing analysis model

Tool for visualizing pricing variations for the same 

product

Improve organizational capacity and awareness 

for implementing value-based pricing

Improve Workplace Competency 

on Pricing

Develop system infrastructure to quickly 

respond to issues

Establish Data Infrastructure 

to Support Implementation

Implement cross-company management and 

follow up to achieve targets

Develop Mechanisms 

to Manage Implementation

Establish uniform calculation rules and 

monitoring mechanism for effective pricing

Improvement by

pricing-related self-efforts

Improvement 

by non-pricing 

measures 

B
e
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Fiscal Year Product User
Appli-

cation
・・・

Increase sales 

volume

Raising prices

Improve variable 

costs, etc.

Create new products 

and new prices

Examples of Training Themes on Data Analysis

Recognize what is considered value to customers

⇒ Create high-value-added products through 

collaboration among production, sales, and R&D

◼ Establish innovation cycle that leads to high-

added-value solutions
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Strengthening the Procurement Function

Consolidate proportional cost reduction measures for all Group companies with large purchasing volumes and share best practices at each 

business base

Strengthen internal collaboration at the head office, and develop products with diversified raw material sources, including imports, by engineering 

technologies. Global expansion 

→ Strengthen global BCP and accelerate proportional cost reductions

Coordinated purchasing at base/region level + centralized purchasing by the head office of main raw materials (AN, MEG, N66)Past

Future

Intraregional cooperation from 2021, making full use of 

DX

U.S.A.

Centralized purchasing by TAK for the 

major raw materials required for affiliates 

in Korea, China, Indonesia and India

Korea

◼ Promoted intraregional cooperation in East and South China from 

2010

◼ Development of new suppliers as the volume of raw materials for 

production has increased significantly.

◼ Expanded local procurement in China. 

China

◼ Centralized purchasing of major items from 13 plants by Purchasing 

& Logistics Division

◼ Centralized purchasing focused on common raw materials (MEG, AN, 

N66)

◼ Diversify raw material sources through collaboration between 

Manufacturing and Purchasing & Logistics Division

◼ Shift from intraregional to global collaboration

Consolidate BCP and proportional cost reduction activities in each region
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Strengthening Competitiveness

Cumulative cost reduction of 

200 billion yen over 3 years

Total cost down project

Reduction in FY 2023

                               45.7 billion yen
Effect target 125.0 billion yen/ 3 years

(Billion yen)

200.0

71.1

2023年度上期実績 2025年度累計目標

▌Promote cross-organizational cost reduction activities that leverage the Group’s collective strengths

▌Roll out a mechanism for sharing information on inter-organizational activities and cost-reduction initiatives group-wide  

Also, enhance efforts to control costs and improve yields at affiliates outside Japan in particular

Strengthening competitivenessBasic strategies 3

Variable cost reduction activities

Fixed cost reduction activities

Reduction in FY 2023

                               21.9 billion yen
Effect target 60.0 billion yen/ 3 years

Production process innovations

Reduction FY 2023

                               3.4 billion yen
Effect target 15.0 billion yen/ 3 years

FY 2023 

Actual

FY 2023-2025 

3-year target



Copyright © 2024 Toray Industries, Inc. 19

161.2 151.4 157.7

211.3

12.2%

10.1% 9.6%
11.4%

0

100

200

300

20年度 21年度 22年度 23年度 26年度

残高

資本合計に対する比率

50% (about 100 billion yen) reduction in 3 years from FY 2024 to FY 2026

Ratio to total equity 
is forecasted to be 

about 5%

Reduction of Cross-shareholdings

To accelerate capital efficiency improvement, reduce cross-shareholdings by half

All the proceeds from sales of cross-shareholdings 

will be used for shareholder returns (share buybacks)

(Billion yen)

About 5%

Ratio to total equity

Balance of Cross-shareholdings

FY 2020 FY 2021 FY 2022 FY 2023 FY 2026
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Interest-bearing 

liabilities

Shareholder 

returns 

760.0
billion yen

720.0
billion yen

Capital Allocation

As an addition to the capital allocation under AP-G 2025, we will reduce cross-shareholdings and 

implement shareholder returns (share buybacks) with proceeds from the sales

Business investment

*1: Before deduction of R&D expenditure

Capital

investment 

◼ While maintaining stable continuous dividends, aiming to 

increase dividends based on earnings growth

◼ Dividend payout ratio of 30% or more

◼ Use all proceeds from the sale of cross-

shareholdings for share buybacks

CF from Operating Activities*1

Sales of cross-

shareholdings 

Cash in Cash out

Shareholder returns 

(share buybacks)

CF from Investing Activities 

Image of Capital Allocation (FY 2023-2025)

AP-G 2025 Target
◼ Free cash flow : Positive (3-year total) ◼ D/E ratio : 0.7 or lower

AP-G 2025 

New

R&D 

Expenses

500
billion yen

Including investments for growth 

business fields: 270 billion yen

Including investments for growth 

business fields: 180 billion yen
220

billion yen

Shareholder 

returns policy
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Breakdown of the Factors of Growth for Achieving the AP-G 2025 Target

Although there is no significant changes in the plan to increase core operating income through increases in  “difference in quantity” and “net 

change in price,” we will revise specific measures to promote as needed, including strategies for each business in response to changes in the 

business environment and strengthening of procurement functions. 

960 +7

+241 

-191 

+22 1,026 

+245 +80 1,350 

+350 

+220 

-120 

1,800 

0

500

1,000

1,500

2,000

2,500

2022実績 数量差 価格差 費用差他 邦貨換算差 2023実績 数量差

(固定費差と

ネット)

価格差 2024見通し 数量差

(固定費差と

ネット)

価格差 先行投資 2025目標

(Core operating income, 

billion yen)

1,800

1,800

(FY)

Among these, enhancing our ability to create value is +200 or more

(includes strategic pricing, strengthening of procurement function and 

innovation creation)

96.0 +0.7

+24.1

-19.1

+2.2 102.6

+24.0
+8.5 135.0

+35.0

+22.0

-12.0

180.0

2022 

Actual

Difference 

in quantity

Net 

change 

in price

Cost 

variance, 

etc.

Difference 

in translated 

yen amounts 

2023 

Actual

Difference in 
quantity
(net of 

difference in 
fixed costs)

250

200

150

100

50

0
Net change 

in price

2024 

Forecast

Difference in 
quantity

(net of difference 
in fixed costs)

Net 

change 

in price

Investment 

in advance

2025 

Target
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Progress of AP-G 2025

FY 2022 Actual FY 2023 Actual FY 2024 Forecast
AP-G 2025

FY 2025 Target

Revenue 2,489.3 2,464.6 2,620.0 2,800.0

Core operating 

income
96.0 102.6 135.0 180.0

Core operating 

margin
3.9% 4.2% 5% 6%

ROIC* 2.7% 2.8% Around 4% Around 5%

ROE 5.0% 1.3% Around 5% Around 8%

Free cash flow
237.3 

billion yen

(3-year total)

64.7 
billion yen

－
Positive

(3-year total)

D/E ratio 0.62 0.55 Around 0.6
0.7 or lower

(Guideline)

* ROIC = Core Operating Income after Tax / Average Invested Capital

Billion yen

Assumed exchange rate in AP-G 2025： ¥125 / US＄
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Expanding revenues from businesses related to Sustainability Innovation Business(*1) and 
Digital Innovation Business to about 60% of total

Toray Group’s growth business fields

Revenue of growth business fields 

20% 21%
23%

13% 14% 15%

-10%

0%

10%

20%

0

1

2

3

4

5

2022実績 2023実績 2025中経(FY) 2022

Actual

(Trillion yen)

Growth 

business 

fields 

54%

Growth 

business 

fields 

59%

Gross profit 

margin of all 

growth business 

fields

Gross profit 

margin of other 

growth business 

fields

2023実績

Growth 

business 

fields 

55%

(中経)

SI Business
Sustainability 

Innovation 
Business

(*1)

*1: Group of businesses or 

products that can help realize 

the Toray Group Sustainability 

Vision

Products that accelerate measures 

to counter climate change

Products that facilitate sustainable, 

recycling-based use of resources 

and production

Products that help provide clean 

water and air and reduce 

environmental impact

Products that help deliver better 

medical care and hygiene for people 

worldwide

DI Business
Digital Innovation 

Business

Materials, equipment, technologies, and 

services that help improve convenience 

and productivity by supporting the 

widespread adoption of digital technology

1

2

3

4

Growth Business Fields under AP-G 2025

2023 

 Actual

2025 

 Target
(AP-G 2025)
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Toray Group’s growth business fields

SI

Business

DI

Business

(FY)

1,664 

(FY) 2022

Actual

2025

Target

(AP-G 2025)

2023

Actual

Products that accelerate measures 

to counter climate change

52%

Products that facilitate sustainable, recycling-

based use of resources and production

FY 2023

1,311.5

26%

14%

8%

Products that help provide clean water 

and air and reduce environmental impact

Products that help deliver better medical 

care and hygiene for people worldwide

Example

Billion
yen

1,800

Sustainability

Innovation

Digital

Innovation

2022

Actual

2025

Target

(AP-G 2025)

2023

Actual

Semiconductor 
inspection equipment

Release film for 
semiconductor molds

Electronic coating and 
mounting materials

Materials for
Display

1,600.0

250.0

Revenue
(Billion yen)

Example

Example

Example

1,282.8 1,311.5

166.4 181.3
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Major Business Activities in FY 2023

*: P2G is a technology to produce hydrogen by water electrolysis using electricity derived from renewable energy, etc. It is globally expected to help expand the introduction of renewable energy 

and reduce greenhouse gas emissions in order to realize a carbon-neutral society.

SI 

Business

DI

Business

▌Due to the increase in adoption of OLED displays for smartphones and TVs as well as increase in 

demand for power semiconductors in line with sophistication of automobiles, the Company is increasing 

production capacity of photosensitive and non-photosensitive polyimide (PI). In addition, the Company is 

working on expanding product lineup such as PI without N-Methyl-2-pyrrolidone (NMP).

▌ In February 2024, Yamanashi Prefecture and 10 companies including Toray that participate in the technology 

development, started on-site construction at Suntory Minami Alps Hakushu Water Plant and Suntory 

Hakushu Distillery in Hokuto City, Yamanashi Pref., to build the components of a large-scale Power-to-gas 

(P2G) system* as a total system for decarbonization of the site. The construction site has been selected for 

demonstration of energy demand shift and utilization technologies for a large-scale P2G system. 

▌Toray has received a reverse osmosis (RO) membrane order for the Yanbu 4 IWP desalination plant in the 

Kingdom of Saudi Arabia. Key factors in Toray obtaining this order was robust record in the Middle East 

established over the past 15 plus years, delivering lower capital investments and operating costs compared 

to the conventional evaporation method. With the production capacity of 450,000 cubic meters per day of 

potable water once it is completed, the plant will supply potable water to Madinah region and Makkah.

▌Toray launched Toray APOA2-iTQ in Japan on February 22, 2024. This in vitro kit aids with pancreatic cancer 

diagnostics. The kit measures substances different from existing tumor markers and is expected to detect 

pancreatic cancer at an early stage, which could not be detected by conventional markers.
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◼ Developed DEWEIGHTTM, a water-repellent stretch 

textile with comfort and an excellent waterdrop 

removal property, materializing it without per- and 

poly-fluoroalkyl substances (PFAS)

◼ The multi-roughness structure (unique uneven 

structure), which exists on the surface of high water-

repellent natural materials such as lotus leaves and 

bird feathers, is formed on the surface of the textile, 

utilizing our unique conjugate spinning technology, 

NANODESIGNTM

◼ Plan to promote applications of this textile from 

outerwear to bottomwear from Spring/Summer 2025

Topics: Technologies and Products

Created TORAYCATM T1200, which is the world’s highest 

strength carbon fiber with a tensile strength of 8.0 GPa, 

more than 10% higher than TORAYCATM T1100. The 

Company refined its proprietary nanoscale structural control 

technology to design and achieve an internal structure with 

high toughness. The Company plans to promote this 

product to wide range of applications including aircraft 

applications.

Successfully developed TORAYCATM M46X carbon fiber. 

This product is around 20% stronger than others in the 

TORAYCATM MX series while maintaining a high tensile 

modulus. Developing applications mainly for fishing rods, 

bicycles, and golf shafts, Toray plans to launch this product 

within FY 2024.

High tensile strength carbon fiber PFAS-free water-repellent textile

Ultra-high-strength carbon fiber 

TORAYCATM T1200

High tensile modulus and enhanced strength 

TORAYCATM M46X

◼ Developed a nanofiltration (NF) membrane to 

recover lithium from used automotive lithium-ion 

batteries that are expected to be generated in large 

quantities in the future and are currently largely 

disposed

◼ Around five-fold higher acid-resistance than 

conventional products, with 50% greater selective

ion separation property

◼ Significant CO2 emission reduction during the 

recovery process is expected, with the utilization of 

this membrane. The company will accelerate 

development of this product, targeting  

commercialization by FY 2027

Lithium recovery using 

separation membrane
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Sustainability Targets for FY 2025

FY 2013 Actual

(Baseline year)

(J-GAAP)

FY 2022 Actual

(IFRS)

FY 2023 Actual

(IFRS)

FY 2025 Target

(IFRS)

Revenues from Sustainability Innovation Business*1 562.4 billion yen
1,282.8 billion yen

(2.3-fold)

1,311.5 billion yen

(2.3-fold)

1,600.0 billion yen

(2.8-fold)

CO2 emissions avoided in value chain*2 38 million tons 9.5-fold 10.3-fold 15.0-fold

Water filtration throughput contribution by Toray’s 

water treatment membranes*3 27.23 million tons/day 2.5-fold 2.7-fold 2.9-fold

Greenhouse gas emissions

per unit of revenue in production activities*4 *6 *7 356 tons/100 million yen 33% reduction 36% reduction 40% reduction

Greenhouse gas emissions of Toray Group in 

Japan*5 *6 *7 2.45 million tons 21% reduction 26% reduction 20% reduction

Water usage per unit of revenue in production 

activities*7

14,693 tons/

100 million yen
26% reduction 35%reduction 40% 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 throughout the value chain of products in accordance with the chemical sector guidelines of the Japan Chemical Industry Association and the International Council of Chemical Associations (ICCA).

*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 fiscal 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%) in its 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 Industries has over the individual subsidiary, in accordance with the GHG protocol, the international standard. 

*7. Calculation includes data for companies that joined the Toray Group in FY 2014 or later.

Each relative ratio is calculated in comparison to FY 2013
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External Evaluations from the Perspectives of ESG

■ MSCI

■ Selected as a component of major overseas indexes 

■ Selected for indices used by GPIF

Water Security: A-

Climate Change: B

■ CDP

February 2024
May 2023

■ S&P Global Sustainability Yearbook Member

February 2024

December 2023

Dow Jones Sustainability Index (DJSI),

Asia Pacific
September 2023

MSCI ESG Leaders Indexes
June 2023

FTSE4Good Index Series

*1 The use by Toray Industries, Inc. of any MSCI ESG Research LLC or its Affiliates (“MSCI”) data, and the use of MSCI logos, trademarks, service marks or index names herein, do not constitute a sponsorship, endorsement, recommendation, 

or promotion of Toray Industries, Inc. by MSCI. MSCI services and data are the property of MSCI or its information providers, and are provided ‘as-is’ and without warranty. MSCI names and logos are trademarks or service marks OF MSCI.

*2 The inclusion of Toray Industries, Inc. in any MSCI Index, and the use of MSCI logos, trademarks, service marks or index names herein, do not constitute a sponsorship, endorsement or promotion of Toray Industries, Inc. by MSCI or any of its 

affiliates. The MSCI indexes are the exclusive property of MSCI. MSCI and the MSCI index names and logos are trademarks or service marks of MSCI or its affiliates.
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Descriptions of predicted business results, projections, 

and business contained in this material are based on 

predictive forecasts of the future business environment 

made at the present time.

The material in this presentation is not a guarantee of 

the Company’s future business performance.
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