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By maximizing earning power,  

we will create a virtuous cycle  

of business growth and capital 

efficiency and drive higher 

corporate value

Looking back on fiscal 2025 and  
the challenges facing VISION 2030

In fiscal 2025, the economic and business environment 
remained unstable throughout the year, with the impact of 
U.S. trade policies being felt from the outset and geopolitical 
risks surrounding developments in the Middle East becom-
ing more pronounced toward fiscal year-end. Against this 
backdrop, as CFO, I worked to build a business portfolio 
capable of adapting to changes in the operating environ-
ment and to enhance the flexibility in our business operations. 
However, we had to revise our initial earnings forecast 
downward, and I recognize fiscal 2025 as a year that left 
us with significant challenges to address.
	 At the same time, I am beginning to see tangible results 
from our efforts to strengthen earning power. In our specialty 
chemicals domains, EBITDA has continued to rise steadily 
as our businesses have expanded, and cash flows from 
operating activities have reached the 200 billion yen level. 
We are also steadily generating cash through asset-light 
initiatives, including divestitures of businesses targeted for 
restructuring and reductions in cross-shareholdings. We 
are making solid progress in enhancing both earning 
power and cash generation capabilities through business 
portfolio transformation.
	 VISION 2030 sets out a clear direction for the Mitsui 
Chemicals Group to evolve into a global specialty company 
by expanding our specialty chemicals domains. Since its 
launch in 2021, we have faced a series of changes in the 
operating environment that were not anticipated when the 
plan was formulated, including changes in behavior stem-
ming from the COVID-19 pandemic, U.S. trade policies, 
and the emergence of geopolitical risks. Even so, I believe 
the long-term direction we have set remains the right one.

CFO Message

Cash flows (CF)

 Operating CF (B&GM, Other)   Operating CF (Specialty chemicals domains)   Investing CF

-250

-200

-150

-100

-50

0

50

100

150

200

2008 20252024202320222021202020192018201720162015201420132012201120102009

200
(¥bn)

Increase in growth investment

Avg. operating CF: 
50

Avg. operating CF: 
120

Improved operating CF levels
(increased growth investment, asset-light strategies)

Improved operating 
CF levels

(FY)

8

M
IT

S
U

I 
C

H
E

M
IC

A
L

S
 R

E
P

O
R

T
 2
0
2
6 C

H
A

P
T

E
R

 
 0
1

Introduction Value creation story Three corporate transformations Management foundation Financial and company dataTransformation drivers
M

IT
S

U
I 

C
H

E
M

IC
A

L
S

 R
E

P
O

R
T

 2
0
2
6



	 That said, the pace of expansion in our specialty 
chemicals domains has fallen behind our original plan. 
With global competition intensifying further, we have yet to 
develop the strength needed to overcome changes in the 
operating environment and accelerate growth. Competitors, 
particularly Chinese companies, have gained ground faster 
than anticipated, and we need to take more decisive action 
in assessing the profitability of each business and in the 
timing and speed of investment decisions and execution.
	 In Basic & Green Materials (B&GM), we have steadily 
advanced restructuring initiatives. However, we have not 
yet fully overcome the impact of lower capacity utilization 
and weak market conditions. Going forward, building on 
our efforts to date, we will accelerate the fundamental 
restructuring of our domestic sites.
	 More recently, the Middle East conflict has once again 
drawn attention to supply risks for the basic materials that 
support Japanese industry. We have also been reminded 
of B&GM’s essential role in society and our important 
responsibility to ensure stable supply.
	 Our Group possesses management resources with 
significant untapped potential. However, there is still room 
to improve how effectively we utilize them. The key to taking 
growth to the next level is to manage the Group in a way 
that more clearly leverages its strengths by reviewing and 
reassessing our portfolio and sharpening our focus through 
the selection and concentration of management resources. 
In doing so, we will build a business portfolio capable of 
adapting to changes in the operating environment, 
enhance the flexibility of our business operations, reinforce 
the financial foundation supporting these efforts, and 
create a more resilient Mitsui Chemicals that can thrive 
amid change.

CFO Message

Enhancing capital efficiency to  
improve the P/B ratio

We recognize that, as reflected in our current share price 
and price-to-book (P/B) ratio, our business portfolio 
transformation has yet to reach a stage where its growth 

potential and the likelihood of realizing that potential are 
fully valued by the capital market. Throughout fiscal 
2025, we continued engaging in dialogue with investors, 
explaining our strategy to advance business portfolio 
transformation through resource allocation to our specialty 
chemicals domains, global expansion, and restructuring 

Stock price performance to date with April 2021 as the reference point

Total Shareholder Return (TSR)

(FY) 2020 2021 2022 2023 2024 2025

Year-end stock price (yen) 1,748 1,545 1,705 2,166 1,671 1,859

Dividend per share (yen) 60 60 70 75 75

Cumulative dividends per share (yen) 60 120 190 265 340

TSR 91.8% 104.4% 134.8% 110.8% 125.8%

TOPIX Total Return 102.0% 107.9% 152.5% 150.2% 202.2%

*	TSR is calculated based on an investment made at the closing stock price at the end of fiscal 2020 and reflects the value at each fiscal year-end from fiscal 2021 onward.
*	Per-share figures have been adjusted to reflect the two-for-one stock split of common shares effective January 1, 2026.

Price-to-Book (P/B) Ratio

(FY) 2020 2021 2022 2023 2024 2025

P/B ratio 1.13 0.84 0.82 0.95 0.74 0.79
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of underperforming businesses, with the aim of becoming 
a global specialty company characterized by high growth 
and high profitability. However, I believe a major reason 
our share price has struggled to gain momentum is that 
we have not delivered results quickly enough for investors 
to recognize us as a global specialty company and have 
confidence in our ability to achieve our financial targets.
	 Particularly in our specialty chemicals domains, such 
as Life & Healthcare Solutions and ICT Solutions, where 
market expectations are high, leading companies trade at 
price-to-earnings (P/E) ratios above 20x. We also need to 
raise our P/E ratio toward that level. Across the Group’s 
specialty chemicals domains, return on sales (ROS) has 
improved to approximately 12%, but profitability remains 
below the level required. To earn market recognition for 
our growth potential, we must further improve profitability 
in each segment. At the individual business level, we 
already have a number of products with globally leading 

market shares, as well as businesses with profitability well 
above the average.
	 While further expanding these strong businesses, we 
will also take a disciplined approach to underperforming 
businesses requiring restructuring. Based on ongoing 
portfolio assessments that classify each business using 
ROIC and growth in operating income before special 
items, and affiliates according to economic value added 
(EVA; the ROIC–WACC spread), we will determine in fiscal 
2026 whether to continue the relevant businesses. 
Through disciplined portfolio transformation with strategic 
focus and capital allocation, we will enhance profitability  
(  Portfolio Transformation in Specialty Chemicals Domains, p. 45 ).
	 We will also continue working to reduce our cost of 
capital. At present, we estimate our cost of capital to be 
approximately 10%. We will work to lower this from every 
possible angle, including reducing earnings volatility 
through business portfolio transformation, ensuring 

transparent disclosure, strengthening dialogue with 
stakeholders, reinforcing our financial foundation, and 
improving risk management.
	 At the same time, rigorous ROIC-focused management 
remains a critical priority. Currently, Group-wide ROIC 
remains below WACC, and we must raise it swiftly to at 
least 9%. Our basic approach is to concentrate management 
resources in highly profitable businesses and drive growth 
by creating a virtuous cycle of investment and returns. 
At the same time, we must steadily advance structural 
reforms in businesses facing capital-efficiency challenges. 
To improve ROIC, we will prioritize investment in highly 
profitable businesses capable of achieving ROS of at least 
15%. By reinvesting the cash generated by each business 
in further growth, we will expand the virtuous cycle of 
growth and improved capital efficiency.
	 To enhance corporate value over the medium to long 
term, it is also important to foster alignment between 

CFO Message

 Net Income   ROE   ROE target    Cost of equity  Operating income before special items   ROIC   ROIC target   WACC
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management, employees, and our shareholders. Through 
our stock incentive plan, we are strengthening motivation 
to enhance corporate value by making share price perfor-
mance a common measurable objective for both Mitsui 
Chemicals and employees. Participation in our employee 
stock ownership plan has now reached 80%, and the 
foundation for regarding share price performance as a 
common objective is steadily taking shape. As one Group, 
we will work together to achieve medium- to long-term 
growth in corporate value.
	 While we aim to become a truly global specialty 
company in our specialty chemicals domains, we are also 
working to establish a resilient and self-sustaining 
business foundation for B&GM, centered primarily in 
Japan. To accelerate business portfolio transformation 
through this dual-track management approach, fiscal 2026 
will be a critical year in which we define clear execution 
plans and translate them into practical actions that each 
division can implement effectively.
	 One concrete example is our oral care business within 
the specialty chemicals domains. Having first identified the 
priority areas, we implemented large-scale structural 
reforms in fiscal 2025 and are now working to strengthen 
those priority areas. In the dental materials market, where 
stable growth is expected, I believe the oral care business 
will serve as a key test case for the Group’s business 
portfolio transformation, as we work to translate high 
product profitability into actual earnings.
	 The three years from fiscal 2026 through fiscal 2028 
will be critical to realizing VISION 2030. In fiscal 2026, we 
will set out clearer directions and move decisively on 
investments in businesses targeted for growth, the 
rationalization of underperforming businesses, and the 
restructuring of B&GM.

CFO Message

Cycle of cash generation and  
growth investment

To steadily advance business portfolio transformation, cash 
flow management is essential to enhance cash generation 
capacity and channel the resulting funds into growth invest-
ments. The Mitsui Chemicals Group has strengthened 

Group-wide cash generation capabilities by improving 
earning power to increase the cash generated by its 
businesses while also promoting asset-light initiatives. To 
further enhance earning power, we must continue expanding 
the top line of highly profitable businesses and reinvest 
those funds in growth opportunities, thereby accelerating 
the cycle of cash generation and reinvestment. As part of 

ROE Cost of capital

Assets

Non-interest-bearing debt

Interest-bearing debt

Total shareholder’s equity 
& Total accumulated other 

comprehensive income 
(loss)

Balance sheet capable of 
sustainable value creation

Cash flow management (FY2024–2030)

Net cash inflow from 
business

(approx. double FY21–23 
avg. of ¥120bn)

Efforts to go more 
asset-light

+
Financing

Approx. ¥1.6tn

Approx. ¥200bn

Approx. ¥100bn

Generation & securing

Expand equity spread

→Enhance corporate value

FY2030 business target:  
13% or more

Expected return: approx. 10%

•	Profitability
ROS, consolidated tax rate

• 	Turnover
CCC, efforts to go more  
asset-light

• 	Business portfolio transformation
Large-scale M&A, restructuring, etc.

•	Diverse financing  
options
Borrowings, corporate 
bonds, etc.

•	Shareholder returns
Total return ratio, DOE
Acquisition/disposal of 
treasury stock

•	Investment management
Total size, return plan
Balancing maintenance and 
expansion investments and 
growth investments

Business 
(return)

Capital  
market

Capital efficiency Capital structure
ROIC

FY2030 
business 
target:  

9% or more

Net D/E
FY2030 
business 
target:  

0.8 or less

Maintenance and 
expansion 

investments

Growth 
investments

+
Shareholder 

returns

Approx. ¥1.6tn

Approx. ¥300bn

Allocation

Cash flow management
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our asset-light initiatives, we have been reducing cross- 
shareholdings since fiscal 2024 under a policy of selling 
such holdings in principle. We will work to complete this 
process swiftly and continue to review assets associated 
with business restructuring.
	 As our businesses expand and working capital increases, 
improving the cash conversion cycle (CCC) is also a key 
priority. Because the Group offers many grades within 
each product category and is therefore structurally prone 
to holding inventory, we will appropriately control working 
capital by improving demand forecasting accuracy using 
AI and optimizing supply chains, including logistics. Through 
these measures, we aim to reduce CCC by approximately 
10 days from its current level of around 130 days.
	 We are also seeing a broad expansion of digital transfor-
mation (DX) initiatives across the Group. For the enterprise 
resource planning (ERP) system that serves as our core busi-
ness platform, we have completed the clean-core upgrade 
and will begin full-scale operations in fiscal 2026. By pursuing 
both higher added value through rigorous data-driven man-
agement and greater efficiency through operational standard-
ization and AI utilization, we will enhance the effectiveness of 
our business operations and improve profitability.

	 With respect to capital structure, we believe that a certain 
degree of leverage is necessary given the nature of the 
Group’s businesses. We will continue to conduct financial 
management using a net debt-to-equity (D/E) ratio of 0.8x 
or lower as the benchmark under our optimal capital 
structure policy, while also taking our credit ratings into 
account. However, in the event of a large-scale M&A 
transaction, this level may be exceeded temporarily. Even 
in such cases, we will carefully assess whether we can return 
to an appropriate level within approximately three years 
following the investment, thereby maintaining a balance 
between financial soundness and growth investment.
	 In terms of cash allocation, investments for maintaining 
and strengthening existing businesses still account for a 
significant share, representing approximately half of total 
investment. While we will steadily make the investments 
necessary to maintain safe and stable production, it is 
important to create a structure that enables us to allocate 
more cash toward our specialty chemicals domains.
	 With regard to M&A as a form of growth investment, 
some transactions have delivered solid results, particularly 
in adjacent areas of our existing highly profitable businesses. 
However, in investments involving new markets and new 
product areas, there have been cases where insufficient 
insight into market trends led to major revisions to our 
original plans. Because M&A remains a high-priority means 

of advancing business portfolio transformation, we will 
rigorously evaluate alignment with Group-wide strategy, 
the expected timeline to profitability, financial risks, PMI 
plans, and even lessons from past failures, thereby 
strengthening our capabilities across entire M&A process. 
In this way, we will translate growth investments into 
higher corporate value (  Our Group’s M&A Activities, p. 21 ).

Shareholder returns and capital policy

The Mitsui Chemicals Group’s basic policy is to provide 
stable and continuous shareholder returns, based on 
three key commitments: a total return ratio of 40% or 
more, a dividend on equity (DOE) ratio of 3% or more, and 
flexible share buybacks. This policy remains unchanged. 
At the same time, we will continue to position improving 
capital efficiency and strengthening shareholder returns as 
key management priorities. With respect to DOE, we will 
consider raising the target further, with an eye toward 
a level of 4% or higher.
	 In fiscal 2025, we carried out a share buyback totaling 
¥30.0bn, the largest ever by the Group. This was not 
intended as a short-term measure to support the share 
price or as a one-off return of profits to shareholders. 
Rather, we view it as a capital policy initiative designed to 
improve capital efficiency by raising ROE and EPS, thereby 
contributing to medium- to long-term corporate value 
enhancement and achieving and sustaining a P/B ratio 
above 1.0x.
	 Behind this decision was the Group’s steadily improving 
cash generation capabilities. EBITDA has expanded 
steadily, and cash flows from operating activities have 
reached the 200 billion yen level. In addition, our net D/E ratio 
has remained stable at around 0.7x, and our asset-light 

CFO Message

Rating Agency Rating

Japan Credit Rating Agency, Ltd. (JCR) AA–

Rating and Investment Information, Inc. (R&I) A+

Credit Ratings (As of March 31, 2026)
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initiatives have continued to make progress. Because we 
have achieved a sound balance between cash generation 
and financial discipline, we believe fiscal 2025 was the 
right time to strengthen our capital policy.
	 At the same time, strengthening shareholder returns 
requires comprehensive consideration of short-term earn-
ings levels, costs associated with structural reforms, and 

cash flow levels. Looking ahead, as we continue to 
advance the restructuring of B&GM and potentially pursue 
large-scale M&A, balancing growth investment, financial 
discipline, and shareholder returns will become increasingly 
important. As a management team, we will assess these 
factors holistically and make more sophisticated decisions 
to enhance corporate value.

To our shareholders and investors

The global chemical industry is at a major turning point. 
As geopolitical risks become more pronounced, global 
competition intensifies, and supply chains grow increasingly 
unstable, uncertainty in the business environment sur-
rounding Mitsui Chemicals continues to rise. Even under 
these conditions, the direction of the Mitsui Chemicals Group 
remains unchanged. By building a growth-focused business 
portfolio capable of adapting to changes in the operating 
environment, establishing stable and self-sustaining oper-
ations in B&GM, and enhancing the flexibility of our business 
operations, we will continue our evolution into a truly global 
specialty company.
	 Dialogue with investors is an extremely important 
opportunity for me as CFO. Accurately understanding what 
aspects of the Group’s growth investors are focused on 
and what concerns they have—including through candid 
criticism and feedback reflecting high expectations—is 
essential to making management decisions that enhance 
corporate value. We will remain committed to identifying the 
underlying factors behind market expectations and concerns 
and feeding those insights back into management.
	 As CFO, I am committed to firmly embedding capital- 
efficiency-focused management and advancing business 
portfolio transformation. I will strengthen business profit-
ability, apply greater selectivity and focus to investment 
decisions, allocate cash boldly to necessary growth invest-
ments, enhance the effectiveness of our M&A activities, 
and support flexible business operations. In this era of 
heightened uncertainty, I will also remain attentive to 
governance and risk management and contribute to 
enhancing corporate value over the medium to long term.

CFO Message

*1	Per-share figures have been adjusted to reflect the two-for-one stock split of common shares effective January 1, 2026.
*2	Mitsui Chemicals has voluntarily adopted International Financial Reporting Standards (IFRS) from fiscal 2020. The figure for fiscal 2019 represents profit attributable to owners of 

parent under Japanese Generally Accepted Accounting Principles (J-GAAP).

Shareholder returns

(FY) 2019 2020 2021 2022 2023 2024 2025
2026  

Outlook

Annual dividend per 
share*1 (Yen)

50 50
60

(Memorial 
dividend: ¥2.5)

60 70 75 75 75

Net income 
attributable to owners 
of the parent*2 (¥bn)

37.9 57.9 110.0 82.9 50.0 32.2 34.4 45

Total return ratio (%)

77.2
(Acquisition of 
treasury stock: 

¥10.0bn)

33.9

30.3
(Acquisition of 
treasury stock: 

¥10.0bn)

39.8
(Acquisition of 
treasury stock: 

¥10.0bn)

53.2

118.8
(Acquisition of 
treasury stock: 

¥10.0bn)

168.5
(Acquisition of 
treasury stock: 

¥30.0bn)

40.0 or more

DOE (%) 3.6 3.4 3.5 3.1 3.2 3.3 3.3 3.0 or more

 Annual dividend per share*1   Net income attributable to owners of the parent*2

(Yen) (¥bn)
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