
Sojitz began Medium-term Management Plan 2014 – Change for Challenge in April 2012 

under the theme of implementing reforms in pursuit of growth initiatives. In this feature 

article, President & CEO Yoji Sato provides an overview of our medium-term 

management plan and explains future initiatives.
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Summary of Results for the Year Ended March 31, 2012
Business activities were solid during the year ended March 31, 2012. However, the reversal of deferred tax assets due to changes in Japan’s tax 
code resulted in a net loss for the fiscal year. In addition, we prepared for the introduction of international financial reporting standards (IFRS) by 
aligning the fiscal year-ends of major overseas consolidated subsidiaries with that of the parent company, Sojitz Corporation. As a result of this 
change, the accounting period ended March 31, 2012 for these consolidated subsidiaries spanned the 15 months from January 1, 2011.

Year ended March 31, 
2012 (Actual)

Year ended March 31, 
2011 (Actual)

YoY Change

1.  Core earnings = Operating income before provision for doubtful receivables + Net interest income + 
Dividends received + Equity in earnings of unconsolidated subsidiaries and affiliates

2. Shareholders’ equity = Total net assets – Minority interests

3.  Results for the 12 months ended March 31, 2012, excluding the results of 
significant overseas consolidated subsidiaries for the period January –
March 2011

4.  The name of the Chemicals & Functional Materials segment changed to 
the Chemicals segment on April 1, 2012.

■ Summary of Results ■ Ordinary Income by Business Segment
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Gross trading profi t

Ordinary income

Net income

Core earnings
1

Total assets

Net interest-bearing debt

Shareholders’ equity
2

Net DER (times)

Current ratio

Long-term debt ratio

 192.7 
 45.3 
 16.0 
 41.9 

 2,117.0 
 700.6 
 330.0 

     2.1
    142%
      72%

 231.6 
 62.2 
 （3.6） 
 65.0 

 2,120.6 
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 305.9 

     2.1
    137%
      71%
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 Before I begin explaining our strategy for the 

future, I would like to summarize our previous 

medium-term management plan, Shine 2011 

(year ended March 31, 2010 to year ended 

March 31, 2012). 

 In the challenging environment after the 

collapse of Lehman Brothers, Shine 2011 

targeted establishing a firm footing and 

improvement in the quality of earnings in order 

to establish a powerful earnings foundation that 

ensures continuous growth. 

 During Shine 2011, a priority initiative was 

thorough risk management to restore operating 

profitability. We concentrated on rationalizing 

inventory levels and improving the sophistication 

of risk management. We successfully rebuilt the 

earnings of businesses such as fertilizer and 

automobiles that were battered by the financial 

crisis of 2008, and also achieved our target of 

restoring all operating segments to profitability 

in the year ended March 31, 2011, one year 

ahead of schedule. 

 In addition, Sojitz aggressively made new 

investments and loans with a focus on 

businesses in which it is strong, and also made 

progress in accumulating quality businesses and 

assets. We expanded interests in resource 

businesses including coal and rare metals. In 

non-resource businesses, we augmented our 

foundation for stable long-term earnings in the 

independent power producer (IPP) business and 

made upstream investments in rare earths and 

industrial salt. These and other moves expanded 

our business foundation. New investments and 

loans in the years ended March 31, 2011 and 

2012 totaled ¥126.0 billion, which was less than 

the ¥150.0 billion we had planned. However, 

these investments were very meaningful in terms 

of what we added to our business portfolio. 

 Thus we made visible progress toward the 

management objective at the start of the plan of 

establishing a strong earnings foundation, which 

represents a major success. The global 

recession exposed risks embedded in Sojitz’s 

assets, but we generated favorable results by 

honestly assessing these weaknesses and 

taking steps to confront them.

 We have maintained the net debt equity ratio 

(net DER) at 2.1 times and the ratio of risk 

assets to shareholders’ equity at 1.0 times, 

Shine 2011 in Retrospect

Visible progress toward the 
establishment of a strong earnings 
foundation represents a major success.

Current Challenges

We need the ability to deal with volatility 
and uncertainty, and the adaptability to 
find opportunity in change.
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which were the targets of Shine 2011. 

Moreover, the long-term debt ratio and the 

current ratio were as planned, so our finances 

remain sound. However, even excluding the 

impact of factors including tax code changes, 

return on assets (ROA) was below our target, 

and we did not achieve our target for the equity 

ratio because of factors including the strong 

yen. These results suggest that our current 

challenge is increasing our resilience to 

changes in the external environment. 

 However, our operating environment 

continues to change rapidly.

 Looking at our operating environment going 

forward, factors including the financial crisis in 

Europe will slow the economies of developed 

countries, while growth in emerging countries 

will drive the global economy. Emerging 

countries will increasingly enlarge their share of 

global GDP, which we believe will create a more 

diverse, multipolar global economy. Volatility and 

uncertainty will inevitably increase as structural 

change in global markets accelerates.

 Given these challenges and operating 

environment, we developed the new medium-term 

management plan to make sure we have the 

ability to deal with unforeseen contingencies, and 

the adaptability to find opportunity in change.

 Medium-term Management Plan 2014 – Change 

for Challenge has the theme of implementing 

reforms in pursuit of growth initiatives.

 In pursuit of greater achievements we will 

continue to reform ourselves as we strive to live 

up to new challenges. We aim to increase our 

corporate value based on this strong commitment.

 The first point in explaining the essential features 

of the plan is that total assets will basically stay 

around ¥2.1 trillion as we replace assets company-

wide to raise asset quality and efficiency and further 

increase earnings. Naturally, we will continue to 

invest in growth areas, allocating capital that 

includes the resources generated through asset 

replacement, with priority on the business focus 

areas we have defined. In addition, we will ensure 

even more sophisticated and specialized risk 

management capabilities in order to take on the 

challenges of various business activities in a rapidly 

changing operating environment. Policies will 

include establishing Controller Offices in frontline 

businesses to accurately monitor asset quality in 

individual businesses. Concurrently, we will 

strengthen our ability to respond adroitly to progress 

Framework of Medium-term Management Plan 2014

In pursuit of greater achievements we will continue to reform ourselves as we strive to live up 
to new challenges. We aim to increase our corporate value based on this strong commitment.

Improving corporate value and pursuing greater achievements

Implement reforms in pursuit of growth initiatives

Continue investing for growth
(Strategic allocation to business focus areas)

Foster human resources that are able to go the 
distance even in a business environment typifi ed 

by accelerating globalization

Strengthen earnings capacity by improving 
the quality of assets

Build up a structure and organization that enables 
business to be creative, effi cient, and highly 

capable of managing risk

Enhance the financial foundation through the accumulation of shareholders’ equity
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We intend to enhance shareholders’ 
equity and increase corporate value by 
implementing reforms in pursuit of 
growth initiatives.



in our businesses and to changes in the operating 

environment. We will also remain fully committed to 

cultivating exceptional global personnel who can 

grow with companies worldwide and succeed 

against keen competition.

 These reforms will support further growth 

initiatives because they will allow us to increase 

corporate value by enhancing our financial 

foundation with steady increases in 

shareholders’ equity, which we did not fully 

achieve in the past. 

 We emphasized achievable quantitative 

targets for Medium-term Management Plan 

2014 to deal with unpredictable changes in our 

operating environment. 

 For the year ending March 31, 2013, the initial 

year of Medium-term Management Plan 2014, 

we forecast ordinary income of ¥50.0 billion and 

net income of ¥20.0 billion. For the year ending 

March 31, 2015, the final year of the plan, we 

are targeting ordinary income of ¥75.0 billion 

and net income of ¥45.0 billion. Excluding the 

impact of the 15-month accounting period for 

certain consolidated subsidiaries that was 

included in results for the year ended March 31, 

2012 in preparation for the introduction of IFRS, 

we are targeting growth of 38.4 percent in 

ordinary income over the three years ending 

March 31, 2015.

 On the balance sheet, we will maintain total 

assets at the ¥2.0 trillion level while keeping the 

net DER at 2.0 times or lower and raising ROA 

to 2.0 percent or higher. In this way, we plan to 

raise shareholders’ equity to ¥380.0 billion by 

the end of the final fiscal year of the plan.

 Successful initiatives under the previous medium-

term management plan, Shine 2011, form the 

background for Medium-term Management Plan 

2014. The automotive business, which returned to 

solid profitability during Shine 2011, and areas of 

strength including rare metals, rare earths and 

industrial salt, are core businesses. We will expand 

distribution channels in these businesses to broaden 

our stable earnings foundation. Moreover, 

investments and loans we made in businesses 

including coal, rare metals and IPP during Shine 

2011 will begin contributing fully to earnings.

 Another feature of Medium-term Management 

Plan 2014 is that it incorporates plans for 

extraordinary losses. We have budgeted for 

them based on our asset replacement plan, 

which positions us to aggressively replace 

assets after considering profitability, potential 

and fit with our strengths, even if doing so 

incurs short-term losses.

 We believe our quantitative targets are 

achievable. Shareholders and investors have 

asked many questions about our outlook for 

meeting our targets, to which I reply: we must 

achieve them.

 Next, I would like to cover the investment and 

loan plan.

 During the three years ending March 31, 

2015, we plan to make investments and loans 

totaling ¥180.0 billion, which will include the 

capital generated through asset replacement. 

New investments and loans will total ¥120.0 

billion in business focus areas, with additional 

investments and loans of ¥60.0 billion in existing 

businesses. We will continue to concentrate 

Gross profi t

Ordinary income

Extraordinary   
  income/loss–net

Net income

Total assets

Net interest-
  bearing debt

Shareholders’  
  equity

Net DER (times)

ROA

Year ending 
March 31, 2014 

(Target)

Year ending 
March 31, 2013 

(Target)

Year ending 
March 31, 2015 

(Target)

 224.0 

 65.0 

 （5.0）

 33.0 

 2,085.0 

 680.0 

 345.0 

    2.0

 1.6%

 217.0 

 50.0 

 （10.0）

 20.0 

 2,050.0 

 680.0 

 320.0 

    2.1    

 1.0%

231.0

75.0

0.0

45.0

2,120.0

670.0

380.0

 2.0 or  lower

2.0% or higher

(Billions of yen)

Quantitative Targets of
Medium-term Management Plan 2014
 (Announced May 8, 2012)
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Our plan has quantitative targets that 
we can and must achieve.

Investment and Loan Plan

We need to concentrate investment of 
resources in business focus areas to 
further reinforce our strengths.



Roadmap for Contributions to Earnings

> Oman: Launch of commercial operation of IPP project in April 2013

>  From year ending March 31, 2015, share of 
coal production to reach ten million tons

> Launch of stable operations by bioethanol production company in Brazil

  Machinery Division

  Energy & Metal Division

  Chemicals Division

  Consumer Lifestyle Business Division

Year ending March 31, 2013 Year ending March 31, 2014 Year ending March 31, 2015

> Saudi Arabia: Launch of commercial operation of IPP project in March 2013

> Industrial salt business in India: launch of commercial operations in 2013

> Continuing initiatives aimed at securing food resources, including agricultural production businesses in South America

>  Full-scale operation of Lynas Corporation’s rare earths business planned for year ending March 31, 2014, aimed at 
providing a stable supply

>  Commencing transfer of lots in industrial park in Vietnam from year ending March 31, 2013 
⇒ Full contribution to earnings expected from year ending March 31, 2014

> Growth in earnings from increased production of molybdenum and niobium

investment in emerging countries in Asia, Africa, 

South America and elsewhere that are expected 

to maintain strong economic growth in the 

future. We intend to participate in the economic 

growth of these countries by investing in sectors 

with strong demand prospects, including 

infrastructure and resources.

 Specifically, we have defined three business 

focus areas for investment. The first is businesses 

in which we aim to expand stable earnings. These 

include coal, IPP, methanol and other current core 

businesses that generate stable earnings and in 

which we expect further growth. We need to grow 

in this area, so we will accumulate assets in 

trading and through investment in businesses.

The second area is businesses in which we aim to  

expand earnings and adapt to structural shifts. In 

fertilizer, grain trading, basic petrochemicals and 

other businesses in which our trading operations 

are strong, we will leverage our experience and 

position of leadership to move upstream to make 

our earnings structure more robust and expand 

earnings. The third area is businesses in which we 

anticipate future growth. Here, we will build 

foundations for new businesses with the aim of 

monetizing them over the medium and long term.

 Until now, Sojitz has concentrated investment 

of resources in areas in which it can leverage its 

leadership to further reinforce its strengths. 

Based on meticulous analysis, we have 

redefined these areas as business focus areas 

in which we can exercise our strengths.

 We formulated Medium-term Management Plan 

2014 over more than six months with meticulous 

analysis and review of assets and businesses from 

a company-wide perspective. We looked at the 

kind of company Sojitz should be in three years 

and in ten years, and determined that we need to 
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plan will create an even stronger 
earnings foundation.



focus on overall optimization in rebuilding our 

earnings foundation to enable the pursuit of even 

greater achievements. 

 The plans of each business division therefore 

include detailed guidelines for asset replacement, 

including downsizing or withdrawing from 

businesses. Rapid asset replacement entails 

challenges for frontline employees, but steadily 

implementing our management plan will create an 

even stronger earnings foundation.

 After we announced Medium-term Management 

Plan 2014, I visited overseas bases and explained 

it to our regional management team. Overall, the 

people I spoke with told me that the challenges 

and required initiatives were clear and easy to 

understand. On the other hand, I fielded many 

questions about new investments and loans. 

Naturally, people on the front lines were 

concerned about funding for new investments and 

loans outside of business focus areas. I explained 

that if there is a business in which they want to 

invest, they should take the initiative and reallocate 

existing assets to generate the required capital 

resources. This approach would provide them with 

opportunities to invest in and develop a broad array 

of businesses. In addition, I explained that the efforts 

of people involved in withdrawing from businesses 

are as important as the efforts of people involved in 

new business development. In other words, each 

person must be keenly aware of his or her own role.

 I believe in Sojitz employees. We are able to 

act as a company if we share the same policies 

and direction. Having a clear vision of the kind of 

company Sojitz should become brings our 

incredibly talented employees together in 

exercising their creativity and working effectively 

to achieve that vision. If our people are aware of 

the purpose and guidelines of Medium-term 

Management Plan 2014 and create the 

framework for implementing it, achieving its 

targets should be easy.

 Sojitz sees CSR as a management priority. I think 

a crucial part of promoting CSR is sufficiently 

recognizing the factors engendering a management 

environment that enables us to do our jobs. 

 Consider our history as a general trading 

company. Responsible for forming part of 

Japan’s industrial structure, Sojitz procured and 

supplied various resources and goods in order 

to help raise Japan’s standard of living. In the future, 

we must continue with this mission to steadily 

procure and share. At the same time, we are a 

member of global society that is involved in many 

regions around the world. Just as we aspired to 

raise Japan’s standard of living, we must 

Investment and Loan Plan of Medium-term Management Plan 2014

Description

＋ =

Business focus areas

¥120.0 billion ¥60.0 billion
New
investments
and loans

Additional
investments
and loans

Existing businesses

¥180.0 billion

Policies and examples of main businesses

Businesses aimed at ex-
panding stable earnings

Expand existing businesses, and strive to accumulate assets and 
increase business earnings

Examples of businesses: Overseas IPP, coal interests and peripheral businesses, methanol

Businesses aimed at 
expanding earnings and 
adapting to structural shifts

Aim to innovate existing business models and strengthen earnings 
capacity over the medium to long term

Examples of businesses: Lithium, basic petrochemicals, fertilizer, grain trading

B
u
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s

s
 fo

c
u

s
 a

re
a

s Businesses in anticipation 
of future growth

Construct new business foundations, aimed at monetization with a 
medium-to-long-term perspective

Examples of businesses: Renewable energy production, infrastructure improvement,
iron ore mining development
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We will concentrate on initiatives that 
meet the expectations of society, with a 
focus on CSR priority themes.



concentrate on initiatives that contribute to the 

economy and improve the standard of living in the 

other countries where we do business.

 Moreover, various social facilities including energy, 

communications, transportation systems and 

distribution networks support our business activities. 

We must value these facilities, not take them for 

granted, and work toward achieving the recycling 

society that is important for us to achieve sustained 

growth. In keeping with these beliefs, Sojitz joined 

the United Nations Global Compact in April 2009.

 Sojitz has determined four CSR priority themes 

based on the expectations and concerns of society 

and importance to Sojitz. We will continue to 

concentrate on activities with a focus on the CSR 

priority themes, accommodating the opinions and 

meeting the expectations of society. Moreover, Sojitz 

sees support for reconstruction following the Great 

East Japan Earthquake as a key task. We are 

undertaking support activities under the theme of 

“working toward a brighter future for the people and 

local community” that is based on the Sojitz Group 

Statement. We will continue contributing to 

reconstruction by deploying Group resources in 

initiatives that correspond to local needs.

 Sojitz recognizes that shareholder returns are 

also crucial to increasing corporate value. Under 

Medium-term Management Plan 2014, our basic 

policy is to provide stable, continuous dividends 

with a consolidated payout ratio of approximately 

20 percent. At the same time, we consider 

enhancing internal capital resources and using 

them effectively to increase corporate 

competitiveness and shareholder value to be a key 

management priority in our efforts to meet the 

expectations of shareholders. Under this policy, we 

plan to pay annual cash dividends of ¥3.00 per 

share for the year ending March 31, 2013.

 We maintained annual cash dividends for the 

year ended March 31, 2012 at the prior-year level 

of ¥3.00 per share. The net loss for the fiscal year 

resulted from factors such as the reversal of 

deferred tax assets due to changes in Japan’s tax 

code, and did not adversely impact our businesses 

or require us to draw down cash and cash 

equivalents. Our earnings foundation is also gaining 

strength. We therefore emphasized stable dividends.

 As I mentioned earlier, our future operating 

environment is unclear and uncertain. However, 

even in a rapidly changing environment, Sojitz must 

be a creative company that continues to provide 

new value to markets and society.

 Under Medium-term Management Plan 2014, we 

are aiming to raise asset efficiency and further 

strengthen our financial foundation to increase 

funding flexibility and become a company that is 

able to take on even greater challenges. Meeting 

the targets of the plan is sure to create 

opportunities for even greater achievements.

 We plan to continuously reform ourselves in 

pursuit of growth initiatives. While I am sure some 

of our shareholders and investors have grown 

impatient with this strategy, I firmly believe it is the 

shortest path to growth. 

 Aiming to increase corporate value, Sojitz will 

continue to implement reforms as it works toward 

achieving the targets of Medium-term Management 

Plan 2014. I would like to thank our stakeholders; 

we intend to meet your expectations for growth.

 August 2012

 

 President & CEO

 Yoji Sato

Increasing Corporate Value

Continuously reforming ourselves is the 
shortest path to growth.
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