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Presentation 
 

Matsushita: Thank you very much for taking time out of your busy schedule to join us today for the ESG 
Meeting 2021 of Ebara Corporation. We will now begin the meeting. 

Today’s material has been emailed to everyone. Please refer to that material. 

I would like to introduce the Company representatives. Mr. Asami, Director, President, Representative 
Executive Officer. 

Asami: My name is Asami. Thanks. 

Matsushita: Mr. Uda, Independent Director, Chairman of the Board of Directors. 

Uda: I am Uda. Thank you. 

Matsushita: Mr. Nagata, Executive Officer, Division Executive of Corporate Strategic Planning and Human 
Resources Division, in charge of Investor Relations. 

Nagata: This is Nagata. Thank you. 

Matsushita: I am Matsushita from Corporate Strategic Planning Department and will serve as moderator 
today. Thanks. 

Today, Mr. Asami will begin with an explanation of our ESG management, human resource strategy, and 
corporate culture reform initiatives, followed by Mr. Uda’s explanation of our corporate governance reform 
initiatives. Afterwards, we will take your questions. The end time is scheduled to be 17:45 PM. 

Mr. Asami will now begin the explanation. 
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Asami: Thank you all for coming here today. I’ll start with an explanation. 

Since its establishment in 1912, Ebara has been working to solve social issues by providing technologies, 
products, and services that are needed and demanded by the times and the era, and we have been able to 
spend 109 years doing so. 

In 2020, we set up our first long-term vision, E-Vision 2030, in order to think of new ways to contribute for 
the next 100 years. It’s been almost 2 years since we started thinking under the slogan to Support our Globe 
with Technology and Passion. 

First of all, the UN population statistics show that the world population will increase from 7.7 billion to 11 
billion by 2100. The population will increase from 4 billion to 5 billion in Asia, and in Africa, from 1 billion to 4 
billion. On the other hand, the population in Europe, North and South America, and the US remains the same 
at about 1 billion. I wondered what would happen in the future. 

In addition, we have been thinking about what issues Ebara should tackle in light of climate change, global 
warming, disasters, food shortages, and water shortages, and have formulated the 5 material issues. 

The first is to contribute to the creation of a sustainable society. 

The next is to evaluate standards of living, and support abundant lifestyle with semiconductors, IoT, which 
Ebara calls ICAC5, cloud computing, AI, automated driving, and 5G communication.  
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In addition, in order to carry out the first and second points, we will conduct comprehensive environmental 
management. 

In order to realize the first, second, and third points, we need to promote a working environment that 
encourages challenge. 

Furthermore, we will further enhance corporate governance with the Board of Directors at the top, which 
supports all of the above. With those material issues, we are now in the process of implementing E-Plan 2022, 
the first medium-term management plan to achieve E-Vision 2030. 

 

In order to realize materiality, it is necessary to set KPIs, monitor them, and take necessary measures, as 
described in the Integrated Report. 

Today’s session is an ESG briefing, so I would like to focus on the hydrogen project, our response to climate 
change, and our human resources strategy. 
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First of all, I would like to talk about the response to climate change. 

As for the realization of carbon neutrality, while people are calling for carbon neutrality by 2050, Ebara will 
launch a Company-wide project in 2022 to firmly address this issue. 

The history of the disclosure is written at the bottom of this page. In 2019, we will endorse TCFD’s 
recommendations, and after scenario analysis in 2020, this year we reported on governance, strategy, risk 
management, metrics, and targets on Ebara’s website and in the integrated report. 

For 2022, we are continuing to analyze scenarios of what we can do, especially for businesses in the oil and 
gas market and the Precision Machinery Business facing the semiconductor market, and we will disclose these 
qualitatively and quantitatively in 2022. 

From 2023 onward, we will carefully evaluate the results of the quantitative data disclosed and consider what 
to do next so that we can reflect them in our business strategy. We are trying to realize the contribution to 
the environment that Ebara aims to make in 2030. 
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On the other hand, in addition to the impact of carbon and climate change on our business, and how we will 
contribute to the realization of a sustainable society, we are also determined to contribute to the realization 
of a hydrogen society. 

As explained based on the concepts of production, transportation, and use, in August, we launched a 
corporate project under my direct supervision for the first time in 36 years.  

Regarding transportation, we are participating in the NEDO project. Regarding production, Ebara’s unique 
incinerator technology will be used to contribute to chemical recycling of waste plastics. 

Regarding use, we, of course, develop pumps for hydrogen stations. In addition, as we recently announced, 
Muroran Institute of Technology and Interstellar Technologies Inc. are collaborating to launch a rocket called 
ZERO in 2023 in Taiki-cho, Tokachi, Hokkaido. We will be able to contribute to this project with our turbopump, 
which is called one of the most difficult parts of the rocket. 

Ebara has a history of receiving commissions and consultations from external organizations involved in 
aviation development and supporting them for more than 20 years, so we would like to make a solid 
contribution there. I am very much looking forward to witnessing the launch in 2023. 
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Next is the fourth element of materiality.  

The management strategy includes the things I just mentioned, but it goes without saying that the human 
resource strategy and the human resources to realize it are extremely important. 

Many of Ebara’s employees have the aspiration and desire to support social infrastructure and society at the 
margins, and to be of service to others. 

On the other hand, we have been doing this for more than 100 years. While we have been able to continue 
our business, I think it is also true that there is a little bit of a corporate culture that says we should just keep 
doing what we were doing yesterday, and that we don’t need to change. 

It is very important to change the culture to one of competition and challenge, both internally and externally. 
In addition, as I mentioned earlier, in addition to our business in Japan, we will also contribute in various ways, 
such as disaster countermeasures, improving society, and creating an evolving rich lifestyle. 

As it is still very important to expand our business overseas, we will change people and culture, regardless of 
nationality or gender, to think about what is necessary for new things and what we want to do, and to 
challenge new things with a sense of speed. We will change our mentality to one that produces tangible results. 
That’s what we really want to do. We believe that this is a major issue for the future. 
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In the upper right-hand corner, you can see Ebara’s vision of what we want to be in 2030 as a company. On 
the other hand, the lower left figure shows a qualitative or symbolic representation of the current state of the 
Company. 

Since we are a manufacturer, we tend to think product oriented, and since we are a manufacturer that 
originated in Japan and our headquarters is in Japan, we have a Japan-centric mindset. The sense of purpose 
is also not very clear. We tend to think we should just keep doing what we’ve been doing. 

Also, as it is very difficult to change or do something new, we tend not to think we need to do new things. 
With the lack of speed, I believe it is necessary to change it to the direction of the upper right corner. 

The blue arrow indicates growth we should make, while the gray arrows indicate various measures that we 
should implement. 
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One of them is succession management. 

In 2015, Ebara became a Company with Three Committees. After that, the Nomination Committee considered 
how to come up with a succession of presidents, how to come up with the appointment of a president, and 
that process as well, and as a result of that consideration, I was the first president selected. 

The president, Company presidents, and division executives should all be properly selected, and successors 
should be identified and examined to avoid business risks. We will continue our business and produce results. 
Of course, it is important to identify successors and train them properly. 

I believe, however, that the most important person is the section manager. In 2018, we implemented the 
succession management for up to the general manager level. Last year, for the first time, we conducted a 
succession management for the section managers. Specifically, I did the review for 394 positions.  

I asked general managers to write down which points of view the managers selected the section managers 
with. I’ve reviewed the results. 

There are 4 perspectives. Even when I was selected, I also received some comments from the Nomination 
Committee as the qualification of a leader. First of all, they should have a lively curiosity. They should have a 
brilliant insight. They should have the courage to make decisions after properly assessing the risks. 

They should get people involved. They cannot do anything on your own, so they should get others involved. 
They should have the influence to involve both subordinates and related departments. In addition, they 
should be able to tell their subordinates why they are here, where they are going, and what they are going to 
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do, based on a firm grasp of history and the current state of affairs. Instead of management skills, we need to 
properly select a person with such leadership skills as a section manager. That was my message to them. 

At first, many of the comments were focused on their knowledges and experiences, in order to maintain and 
protect the organization and carry out what needs to be done. In order to change people’s mindset, I have 
been conveying the kind of leadership that I think is important, as I mentioned earlier. 

 

The other measure is Ebara Innovation 5. 

It is also related to the succession. In essence, the managers of Ebara have been selected with the main goal 
of maintaining the organization and accomplishing what needs to be done, as the name, manager, indicates.  

Even if a person who is motivated and wants to change things or make things better says, “Chief, I want to do 
this,” it is not accepted, because the manager does not feel the need to change. I have heard such cases. 

I have heard that Google told their employees to spend 20% of their office hours on new things, not on what 
they’re doing now. At Ebara, to encourage people who have the motivation to make improvements to play 
an active role and grow, I said our employees should use 5% for Ebara Innovation, which will be 2 hours a 
week. 

I thought that by creating this system, the Company would be able to convey its message and what the 
Company wants its employees to do, so I asked HR to create this system. 
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We now have a system where our employees can make a proposal of a project, all of which I will accept if 
there is no problem and will be in charge of. As long as the theme is to increase Ebara’s corporate value, any 
theme is acceptable. 

We started this at the end of September, and we have already received dozens of items. This is one of the 
things we are looking forward to seeing the results of. 

 

To strengthen Ebara’s global human resource management, under the concept of One EBARA HR, the 
measures for evaluation, grading, education, hiring, and treatment, as listed here, will be visualized globally 
and shifted from Japan-centered to overseas-centered. 

As overseas sales continue to increase, we would like to make sure that the group is organized horizontally, 
promote visualization, reallocate, and hire the necessary personnel to the necessary places, and retain them. 
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This is a survey we started in FY2019 to see what happens to employee engagement when such measures are 
taken. 

The following is an explanation of the 3 times we have done this, from 2019 to 2020, and from 2020 to 2021, 
where the increase in score was particularly high. 

We made surveys if the management team is communicating properly. As for the management of Ebara 
Global, if the message is properly sent out and if follow-up is being done. We made surveys on safety, ethics, 
and compliance. We also made a survey on sustainable engagement, which the vertical bar chart indicates. 

In the first year, 2020, we saw a significant improvement, and in 2021, the improvement was not as large as 
in 2020, but we are seeing an improvement. 
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Not only the scores indicate the improvement. Please refer to the page 14. 

We are visualizing what we can do to increase engagement, and based on this, I think it is very important to 
communicate from the top. The company presidents, division executives, and general managers, including 
myself, have sent out messages to employees. 

As for the management of the survey results, the results are shared with the general managers and section 
managers, so they can see what they still need to improve, and the managers are obligated to take the lead 
in making improvements. 

Also, what I started when I was a company president of Precision Machinery Business was one on one 
meetings. In communication, it is very important to show that you are willing to listen to what the other 
person is thinking. When a subordinate is asked a question by a supervisor who has never asked before, the 
subordinate thinks that the supervisor is trying to listen to what he or she is thinking, and that the supervisor 
approves of him or her. Recognizing that this is the beginning of communication, we promote one-on-one 
meetings. 

Based on the results of the survey, we are trying to improve engagement  through these efforts. 

Matsushita: Thank you very much. 

Mr. Uda, Independent Director, Chairman of the Board of Directors, will explain our corporate governance 
reform efforts. 



 
 

 
Support 
Japan 03.4405.3160   North America  1.800.674.8375  
Tollfree  0120.966.744 Email Support    support@scriptsasia.com 

14 
 

Mr. Uda has been a member of our Board of Directors since 2011 and was appointed Chairman of the 
Nomination Committee in 2015 and Chairman of the Board of Directors in 2019. Mr. Uda, please. 

 

Uda: Hello, everyone. I am Uda. 

First of all, in the 5 material issues, the President mentioned the need for further innovation in governance. 
This diagram shows where we’ve been and where we’re going. 

In 2003, 2004, and 2005, I think Ebara was facing various problems, such as deficits in overseas construction 
and other areas. 

At that time, President Yago cleaned up the situation. I think the situation was quite severe around 2009, and 
we decided to reform governance for the future, and I joined the Board in 2011 as an independent director. 

Just before that, the Company was a Company with Board of Corporate Auditors, and first 2 independent 
directors joined the Board. I joined as 1 of the 4 members when the number of independent directors 
increased from 2 to 4. 

As you can see in the diagram above, Phase I is a common type of company that has internal directors and 
external auditors. Phase II is when the Company invited independent directors, and later introduced the 
Nomination Committee and the Compensation Committee, though on a voluntary basis. 
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I served as a member of the voluntary Nomination Committee and later as the Chairman of the statutory 
Nomination Committee of a Company with Three Committees. I became acutely aware of the completely 
different role of both of the Nomination Committees, including responsibilities and importance. 

The letters in the circle underneath are the number of independent directors to the number of directors. It 
means that the Company is now run by 10 directors with 7 independent directors. 

There was a jump from Phase II to Phase III, where we shifted to a Company with Three Committees. There 
was some discussion that there should have been some stages in the process, but we decided that a Company 
with Three Committees would be a good way to realize a monitoring board or solid governance, and in 2015, 
although the Secretariat had a tough time, we made a drastic change. 

We entered Phase III after the change. I think until about 2 years ago, although the form of a Company with 
Three Committees has been progressively established, I think it was in Phase III that we kept thinking about 
how to improve the effectiveness of this system. 

As it says here, independent directors, starting from 7/14, became a majority with 7/13. In 2019, an 
independent director took on the role of Chairman of the Board of Directors. Also, the President and 
Representative Executive Officer became the only director involved with business operation. 

In fact, this was a very big jump. This means that the Board of Directors proceeds with the supervisory function 
of a monitoring board in a Company with Three Committees, and the Board of Directors as an organization of 
salaried employees who have risen to the top will no longer exist. Only President Asami attends the Board 
meetings as a Director who also serves as an Executive Officer, and he is responsible for the execution side.  

After that, there have been only 2 non-executive directors from within the Company, the Chairman of the 
Company (Kaichou) and a non-executive director from finance. All 3 committees are now chaired by 
independent directors, and, of course, the majority of the committee members are independent. This is not 
only a change in form, but also a battle for how to improve the effectiveness of the system, and I believe that 
we have reached a certain level of reform. 

We are now in Phase IV, which I think we should talk about today, which is to improve the performance of 
the Board of Directors itself. Also, I believe that we have entered a stage where the Board of Directors will 
make a certain amount of contribution to the reform of the corporate culture, as the President just mentioned. 
I would like to talk about this point. 
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Before that, I’d like to tell you a little bit about the current situation. Let me get this straight. 

The Board of Directors is chaired by me, who is from outside the Company, and has a total of 7 outside 
directors in yellow. Then, there are 2 non-executives in the Company, in dark blue. Then, the President is also 
the Executive Officer of the Company, with 1 person in light blue. This is the structure we have now. 

There are 3 committees: the Nomination Committee, the Compensation Committee, and the Audit 
Committee, all of which are chaired by independent directors, and all of members of the Compensation 
Committee are independent directors. In the Nomination and Audit Committees, there are non-executive 
inside directors. 

If you move to the left, you will see recognizing issues as independent directors. The independent directors’ 
meeting has been going on since 2015. Before the Board of Directors meeting, the independent directors 
alone will be briefed by the officer in charge and have a free discussion. 

The purpose is to deepen the independent directors’ awareness of the issues. Of course, the Board of 
Directors is non-binding, so everyone speaks freely at the Board meetings, but the independent directors’ 
meeting enables very efficient discussions at the Board meetings. As everyone comes to the Board meetings 
with a certain amount of awareness of what the issues are and what the challenges are, there is absolutely 
no one who says anything off the point. 

In addition, there is a system that allows independent directors to sit on other executive committees, so I 
myself continue to sit on management meetings, risk management panels, and so on. 
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As for auditing, since the audit committee is now chaired by an independent director, we have decided that 
we need to strengthen the internal control and the secretariat, and at the same time, we need to strengthen 
the operational audit and the audit department. 

 

I believe that improving the performance of the Board of Directors is necessary in many areas. This ICGN is 
mentioned in this year’s integrated report. As I’m sure you are well aware, it is the International Corporate 
Governance Network. 

When I had a discussion with the top person, Ms. Waring, and a person named Mr. Burger, I made some 
discoveries. 

The very important point is what the Board of Directors is doing to address the diversity and inclusion issue.  

We tend to think that it is an issue for executives. However, in a Company with Three Committees, the Board 
of Directors is supposed to commit itself to medium- and long-term issues or contribute to solving problems. 
Therefore, it is directly asked what the Board of Directors thinks about the issue of diversity and inclusion.  

In terms of social issues, human rights, occupational safety, and supply chain are themes. We were asked 
about the working environment of not only the Chinese subsidiary, but also the company that delivers to it. 
We also asked about accidents in each of the supply chains in Southeast Asia. 

There were some questions that I couldn’t answer immediately. What I can say is that the Board of Directors 
itself should be directly involved in each ESG issue and strongly support the execution of such issues. This has 
become a necessity. 
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In addition, I believe that our Board of Directors is increasingly expected to contribute to the reform of 
corporate culture through such efforts. 

I think it was a very big opportunity for me to feel that way. 

 

We have been doing evaluation of Board effectiveness. What we have been doing is that independent 
directors are involved in and responsible for the agenda and discussions at the Board meetings. 

Although I am chairing the Board meeting now, I will decide where and how to discuss medium- and long-
term issues during the year, for example, by consulting with the secretariat and with the executive members. 

Also, at every Board of Directors meeting, I participate in the Management Meeting as an observer, and I talk 
with the President and Chairman of the Company to discuss what kind of issues should be discussed at the 
Board of Directors’ meetings. 

What this means, in essence, is that the independent directors or chairperson make a commitment. I believe 
that the importance of an independent director involvement in setting the agenda should not be 
underestimated, as it helps to avoid running away and saying that you did not know. We strengthen 
discussions on medium- and long-term issues, as I just mentioned. 

The independent directors meeting is very important in terms of improving the quality of the discussion, not 
for laying the groundwork or sharing information. The independent directors are able to understand the issues 
and get a direct explanation from the executives, and they can understand what kind of people are in charge 
of execution. 
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The next point is the scale and composition. 7 out of 10 are now independent directors. In addition, 1 
representative executive officer should participate in the Board meetings. 

The next point is the committees. It is the same as I mentioned earlier. 

 

We have continued to do the evaluation of Board effectiveness including a survey of all directors, as well as 
external hearings and interviews.  

In addition, for each issue, we conduct benchmarking of advanced governance companies overseas, or 
benchmarking with the guidelines, and then discuss what changes should be made every year. 

Recently, we have clarified the necessary roles, qualifications, and competencies of each director and 
independent director to be used for evaluation of Board effectiveness, training, and selection of the Board 
members.  

In general, there is a debate about the skills matrix, but in our case, this is disclosed, so, of course, you can 
look at it. The basic policy on corporate governance is disclosed, and in it, we have written about what kind 
of directors we need. 

I feel it is extremely important for the recruitment and evaluation of directors by the Nomination Committee, 
as well as for evaluation or peer review. 

 



 
 

 
Support 
Japan 03.4405.3160   North America  1.800.674.8375  
Tollfree  0120.966.744 Email Support    support@scriptsasia.com 

20 
 

 

Corporate governance basic policy. This has been revised. Please take a look later. 
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The revised version of the basic policy describes the roles of each, including the role of the chairman of the 
Board.. 

Taking the chairman of the Board as an example, it is evaluated how well he or she understands the agenda 
setting for Board meetings, and how well he or she can set the necessary agenda while understanding the 
outside perspective. 

Also, revitalizing the agenda management, and how to ask questions. The chair is now leading PDCA, the 
evaluation of effectiveness.  

I think it is also required of a chairman to actively communicate and respond to the external world, such as 
the stock market. Those are written in the basic policy. 
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In the future, and I will say this briefly at the end, I would like to support the growth of the Ebara Group in 
solving ESG issues. 

Hydrogen and chemical recycling are not for short-term profits, but they are extremely important for the 
future significance of Ebara’s existence, so we will actively support them. We will support execution from a 
medium- to long-term perspective. 

In an emergency, as was the case with COVID-19, we need to be able to quickly identify a problem and create 
the awareness of importance and urgency. Also, we will actively discuss medium- to long-term risk scenarios. 

Furthermore, every month, the Board of Directors receives information on how many people are infected 
around the world, but I think it is extremely important for the Board of Directors to look at the “S” in ESG, in 
order to understand how the working environment is. 

While we say that we value the “S” in ESG, if when we are asked about the number of the current infected 
people in the Company, we cannot answer it, I don’t think we are fulfilling our role. 

The same is true for global supply chain monitoring. 

The next point is diversity and inclusion on the executive side. I believe that the Board of Directors itself needs 
to be aware of these issues and support the execution of the business in this new phase. 

We are now in Phase IV, and I don’t know how far we will go, such as Phases V, VI, and VII, but I believe that 
governance is something that we should continue to work on and reform over the medium to long term. 
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There is a lot of discussion about the short-term performance, but this is not the point. Rather, we will work 
to ensure that corporate value is not damaged, and that value is expanded over the medium to long term. I 
think it is actually important for governance to continue to reform ourselves as well. 
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Disclaimer 

SCRIPTS Asia reserves the right to edit or modify, at its sole discretion and at any time, the contents of this 
document and any related materials, and in such case SCRIPTS Asia shall have no obligation to provide 
notification of such edits or modifications to any party. This event transcript is based on sources SCRIPTS Asia 
believes to be reliable, but the accuracy of this transcript is not guaranteed by us and this transcript does not 
purport to be a complete or error-free statement or summary of the available data. Accordingly, SCRIPTS Asia 
does not warrant, endorse or guarantee the completeness, accuracy, integrity, or timeliness of the 
information contained in this event transcript. This event transcript is published solely for information 
purposes, and is not to be construed as financial or other advice or as an offer to sell or the solicitation of an 
offer to buy any security in any jurisdiction where such an offer or solicitation would be illegal. 

In the public meetings and conference calls upon which SCRIPTS Asia’s event transcripts are based, companies 
may make projections or other forward-looking statements regarding a variety of matters. Such forward-
looking statements are based upon current expectations and involve risks and uncertainties. Actual results 
may differ materially from those stated in any forward-looking statement based on a number of important 
factors and risks, which are more specifically identified in the applicable company’s most recent public 
securities filings. Although the companies may indicate and believe that the assumptions underlying the 
forward-looking statements are accurate and reasonable, any of the assumptions could prove inaccurate or 
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