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Thank you for the introduction. I am Shimada, Representative Executive Officer, 
President and CEO of Toshiba Corporation. Thank you very much for joining us today.

Today, I wish to share with you our long-term vision for Toshiba Group. Our Company 
is currently considering strategic alternatives including privatization as one option 
and, as stated, we are pleased to have received strong interest from a range of 
potential participants that recognize the enormous value inherent in Toshiba. We 
intend to complete the process with an appropriate level of transparency.

At the same time, we recognize the need for clear and ambitious long-term vision for 
our Company to guide our internal actions and decision-making, even as the 
Company continues to create more detailed financial estimates and to assess these 
strategic alternatives.
Our management team believes it is essential to have this agreed-upon vision for 
transformation so that we can develop and advance a detailed plan of action for the 
near term that will preserve and enhance the corporate value. 

I am pleased to share the high level outline of our vision approach to the future with 
you today. 
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This is the agenda today. 
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“Committed to People, Committed to the Future,” this is the basic commitment of 
Toshiba. 

This was not created yesterday or today. It has been around since the 1990s and these 
words make Toshiba people be proud of Toshiba. 



5

And “We turn on the promise of a new day” is our purpose. 

This is exactly what makes Toshiba as “Toshiba.”



In Chapter 1, I will talk about Toshiba Group’s vision, mid-to-long term targets and 
challenges. 
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Applying Maslow’s hierarchy of needs to the essence of Toshiba “Committed to 
People, Committed to the Future,” it is important to first protect the safety and 
security of everyday life of each individual. It is to make a world without poverty, 
disasters or conflicts. What we can do is to “build an infrastructure that everyone can 
enjoy.” 

Once “People” are satisfied, the next level is to consider the “Planet.” Realization of 
social and environmental stability becomes the next important step, and Toshiba 
aims to “build a society connected by data.”

Once the society is further stabilized, we will move on to consider the “Future.” In 
other words, the greater question becomes the future of our children, and the 
sustainability of people and the planet. What we can do and what we should do is to 
“realize carbon neutrality and circular economy.”

7



As a means to realize these things that need to be done, “digital” is important. As the 
digital economy evolves, new social value will be created in the future having various 
companies get connected across industrial boundaries. 

Toshiba has identified the DE, DX, and QX strategy to respond to those changes.The
first stage of its development is the digital evolution (DE) to enhance services and 
recurring businesses. That is to be followed by the digital transformation (DX), which 
is a stage to build platforms based on DE. We will further develop this into a quantum 
transformation (QX), a quantum world where various platforms are connected across 
industries. 

Today, I would like to explain how we will accomplish this. 
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This is Toshiba Group’s mid-to-long term target. 

The target for FY25 is net sales of 4.0 trillion yen, operating income of 360 billion yen, 
operating income margin of 9.0%, EBITDA of 500 billion yen, ROIC of 17%, and free 
cash flow of 250 billion yen. 

Furthermore, for FY30, we target to achieve net sales of 5.0 trillion yen, operating 
income of 600 billion yen, and operating income margin of 12.0%. 



More specifically, toward FY30, we aim to transform Toshiba into a company with a 
data service as the pillar that generates our earnings. In the area of data services, we 
plan to achieve extremely high profitability with an operating income margin of 26%, 
and we expect it to generate approximately 20% of the company’s operating income. 

In fact, preparations are already underway and we will discuss the specifics of these 
initiatives later in this presentation. 
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Toshiba’s challenges in achieving these goals are two types of rigidities.

Toshiba is quite versatile company. The entrepreneurial spirit within Toshiba has led 
to many successes as the company has challenged itself in one new area after another. 
However, over time, many successful businesses have become confined within their 
own business units. What was once the right business unit at the time of its inception, 
is no longer relevant in today’s digitalized, service-oriented era. This is what I call 
“internal rigidity.” 

The appeal of Toshiba lies in its ability to develop technologies that are completely 
new to the world. There are many “world's first” that originated from Toshiba. 
Toshiba, because of its versatility, tries to do everything by itself. However, this is the 
age of ecosystems and platforms. Rather than launching a completely proprietary 
technologies single-handedly leveraging its ecosystems to enable earlier takeoff of 
businesses should lead to significantly greater corporate value. I call this “external 
rigidity.” 

Under the new management policy, we would like to break through these two 
rigidities. 
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Chapter 2 will go into Toshiba Group's current situation. 
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For more than 100 years, Toshiba Group has been involved in businesses that support 
critical public infrastructures, such as electric power and railroads. We hold the No.1 
market share in many of these businesses including water supply and sewerage 
systems. These businesses will be valuable assets for a digital business. 

I would like to introduce some representative examples of our businesses. 

13



In the device business we have supported the foundation of the digital industry by 
supplying power semiconductors, which are high in efficiency, quality and reliability. 
We constructed a 300 millimeter wafer production line in Kaga Toshiba, located in 
Ishikawa Prefecture, and will commence mass production during this fiscal year. We 
are also planning to construct a new manufacturing facility which is expected to be in 
operation from FY24. 

We will also actively invest in R&D in next generation compound semiconductors such 
as SiC and GaN.
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In the energy business, we have contributed to the stable supply of energy that 
supports economic activities and people’s lives through plant construction, 
maintenance, and support for restarting nuclear power plants. In addition, we have 
consistently engaged in activities to decommission the Fukushima Daiichi Nuclear 
Power Plant. Going forward, we will continue to invest in and conduct research and 
development of technologies that contribute to the realization of innovative light 
water reactors and high temperature gas-cooled reactors with superior safety 
features and stable storage of radioactive waste.
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In the infrastructure businesses, the Toshiba Group’s cutting-edge civilian 
technologies were applied to air defense radar systems and air traffic control systems. 
We have been contributing to ensure the safety and security of the society. We will 
continue to focus on the development and production of defense equipment by 
leveraging Toshiba Group’s comprehensive capabilities, and to contribute to the 
realization of a resilient social infrastructure protected by high security through the 
application of cutting-edge civilian technologies such as artificial intelligence and 
quantum cryptographic communications.
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Under the Toshiba Next Plan, launched in 2018, we have been working to strengthen 
core profitability as Phase 1. Despite the impact of COVID in FY20 and a shortage of 
semiconductors and soaring material prices in the previous fiscal year, profitability 
has recovered steadily in all segments so far, and we have seen four-point 
improvement in the overall operating income margin. 

In particular, the digital solutions business have shown stable improvement, which 
we attribute to our steady improvement efforts, such as standardization of software 
development processes and utilization of overseas software development bases. 

Going forward, we intend to build a stronger earning structure by expanding this 
successful example to the entire company.
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Our company had focused first on materializing the low hanging fruits that can be 
achieved in the short term, such as structural reforms and CFT activities in 
procurement, sales and other areas, and has realized 180 billion yen improvement 
over four years starting from 2018. 

Going forward, we will promote a business process reforms, including design and 
production and also IT system reforms to realize these reforms as value chain 
transformation and work to sustainably strengthen core-profitability through a chain 
of two reforms.

Through these activities, we aim to improve profitability by further reducing costs of 
approximately 70 billion yen by FY25. 
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I would like to look at this in more detail. 

With regard to the reduction of the number of subsidiaries, we aim to achieve 40% 
reduction by FY25, and as of the end of this April, we have already achieved a 30% 
reduction.

As for initiatives related to a value chain transformation in the area of design and 
product modularization, we expect to achieve approximately 70% by the end of FY22 
toward the completion of modularization of 67 target products by FY25. 

In the smart factory initiative, we are aiming to expand to all major production sites, 
and planning for 35% of its production sites to reach level 3 by FY22. 
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Now, Chapter 3 describes how to solve the challenges of internal rigidity and external 
rigidity as mentioned earlier.
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First, I would like to talk about internal rigidity. 
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This shows the steps for software defined transformation to resolve the internal 
rigidity. Currently, the product is developed in a vertically divided organization in silos, 
and the software is incorporated into the hardware and provided as a part of a system. 

To take this to the Digital Evolution (DE), the first stage, it is important to separate the 
software from the hardware.
This will enable us to add a variety of applications, which will generate new services as 
well as to enhance the recurring businesses or providing SaaS business; these will 
greatly contribute to making the business more profitable.

Next, we need to standardize the software so that such software could be connected 
to other companies' hardware and applications, making it possible to create a 
platform. Once this is completed, then services will be greatly expanded and the 
scale-free network comprised of such software will be formed; it will enable data-
centric service development as the second stage, called DX. It will be extremely asset-
light and also scalable business model that will consequently allow us to achieve 
exponential growth.
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Beyond that, various platforms under DX stage will be created, and a quantum world 
of quantum transformation (QX) will emerge, in which optimal solutions are identified 
from a complex interplay of platforms. 
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We have named this project as “SHIBUYA Project” as we call it internally. 

The city of Shibuya is currently undergoing a major transformation. It has 
fundamentally been transforming the city without stopping millions of people come 
and go. This is exactly what we are trying to do.

We will not stop our business while we revitalize the Company. 

In order to succeed in the “SHIBUYA project”, it is necessary to break down the walls 
of the organization. We need to break down internal rigidity. 
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Our software development is one of the examples. 

For instance, this is a summary of software development personnel of the Toshiba 
Group. A far greater number of personnel currently belong to non-digital segment and 
are dispersed over our 30 group companies. And there are many things that can be 
improved in development practices and staffing. We would like to thoroughly improve 
this going forward.
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This is a model of where data is generated from the DX stage. This is a graph with a 
number of companies and users on the vertical axis and the supply chain on the 
horizontal axis. We call this “double-diamond model.”

Platforms emerge from the consumer diamond on the right, just as the so-called GAFA 
are collecting data directly from consumers. However, even there, there are much 
data that can be extracted from the hardware that so far has not yet been acquired. 
POS, lighting, elevators and other businesses will greatly contribute to the acquisition 
of such human data. In terms of acquiring human data, these are our focus areas.

Furthermore, in the B2B area on the left, data acquisition has not been accomplished. 
Many companies try to acquire data from large corporations in this very small end, but 
it is very difficult. In fact, when we take a look at successful examples of acquiring 
human data, it is more reasonable to capture data from the bigger diamond. 

Toshiba will tackle both these diamonds. Toshiba hopes to become a platformer in 
both of these areas, especially in the B2B area where data acquisition has not been 
successfully accomplished yet. 
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I would like to introduce two examples of how data can create great value. 

The first is a group of services that start with people flow data. 

In the future, As a Service platforms are to be created in buildings and commercial 
facilities. Elevators have many touch points with people, and “signage in the car” can 
contribute to changing people’s behavior. And the linkage with Toshiba Tec’s retail 
platform will create great business opportunities. 

In transportation, it is clear that there will be a shift to dynamic pricing and scheduling. 
To control more effectively and efficiently, we can imagine the emergence of a 
platform that covers various industries like roads, freights, and rail companies, which 
could easily be reached out from our ongoing businesses. 

We believe that by linking the data held by these two platforms, newer services can be 
created and huge market will emerge. 
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Next is the data on energy and CO2. 

Energy and CO2 data will become increasingly important to realize sustainability 
and circular economy. By consolidating energy data, including renewable energy and 
energy saving data, and creating a platform, it is conceivable that in the future we will 
see the emergence of services, such as individual-to-individual electricity trading 
services, whereby electricity generated by each household can be traded. In addition, 
the visualization of CO2 emissions, which is attracting attention along with the shift to 
renewable energy, will make it possible to track the carbon footprint of products. 

For example, here I have a water bottle in front of me. How much CO2 has been 
emitted until it reached my hand? The ways to make it measurable, is a very 
important indicator for achieving carbon neutrality. 

These two types of data, when combined, will encourage companies and people to be 
more mindful of environment and to change their behavior. And we believe that it 
would lead to building a more environmentally friendly society. 
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Next is about the issue of external rigidity. 
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Toshiba’s strength lies in its diversity in its development. In the past, we have created 
and introduced products that had never existed before by combining technologies in 
many areas. 

Even today, for example, there are a number of technologies with strong business 
potential such as semiconductors and material technologies that have an estimated 
market size of over 2.5 trillion yen. Others are copper oxide tandem PV, perovskite, 
NTO anode batteries, LiDAR, millimeter wave imaging and MEMS sensors.
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However, Toshiba has not fully capitalized on these business seeds. 

For example, biodegradable liposomes. Toshiba’s proprietary nano-sized capsules for 
gene therapy deliver therapeutic genes accurately and efficiently to target cancer 
cells. 

The field of biotechnology is considered a growth-area worldwide and investors’ 
expectations are growing for technologies and businesses with disruptive innovation 
and future potential. In fact, biotech companies are still in the incubation stage and 
not yet generating profits or cash, but some are valued at very high multiples like 16.9 
times its net sales, indicating that investors have very strong expectations for these 
companies with such technologies.
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We will promote measures to ensure that values of these high potential technologies 
to be realized as quickly as possible. 

If we determine that values can be realized at an early stage through collaboration 
with external parties, we will consider using partners such as companies seeking to 
expand their businesses in a digitalized field or existing players in that field. As a result, 
we believe that a variety of value can be captured including data utilization and 
financial returns. 

This is our approach to breakthrough external rigidity.
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Now, in Chapter 4, I would like to present examples of the DE, DX, QX envisioned by 
Toshiba Group, some of which have already begun to be implemented. 
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First on DE.
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Let me talk about Elevator as a Service (EaaS) as an example. This is a good example 
of software-defined in action. Over the past several years, we have separated the 
hardware, the elevator from the software and have provided various services as 
applications. In the future, we aim to make it a data business by linking it with 
external applications.
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Next is ViewLED™. 
ViewLED™ is a camera equipped LED light launched in 2019 not only functions as a 
conventional light, but can also connects to a network to acquire digital data. We are 
now offering a variety of applications that utilize image data. 

That is to say, business do not end at the time the product was sold, but we are 
transitioning to a stage where more earnings can be generated in recurring basis.
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Lastly, the shift to software and cloud computing for factory and infrastructure 
control. 
Computer control automation started in the 1970s. At that time, dedicated machines 
were built and systems such as PLCs and DCSs were commercialized, and Toshiba was 
one of the companies that invented and developed these systems. After 2000, 
especially since around 2010, the PC versions of these systems were developed, which 
led to the prototypes of CPS and many companies have entered this market with 
these technologies.

However, it is expected that these systems will be migrating to cloud computing 
environment from now on. Toshiba has developed and started providing technologies 
to control these in real time. We believe that this is an opportunity to supplant 
companies that are ahead of us in control. It will be similar to a situation of a company 
that succeeded with analog TVs but was late to enter the game with digital TVs. We 
believe that Toshiba, which lagged behind in the second generation, by utilizing its 
superb technologies, can greatly succeed in the third generation.
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Next is examples of DX. 
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First, let me talk about our energy solution platform. 
Through the use of large power plant monitoring software, we monitor facilities and 
equipment, and provide a full-fledged maintenance and inspection services. 

But more importantly, as we expect to see increased use of renewable energy 
generation in the future, it is necessary to bundle and balance the generation side and 
the user side respectively, and then to coordinate with the main power grid.
In fact, market needs are high, and we have conducted studies with nearly 50 client 
companies regarding energy management and matching. In addition, Toshiba Group 
is a company with a customer base and technology not only on the supply side but 
also on the demand side, therefore, we are able to make big differentiation in this 
industry.
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Next is a purchase data platform. 
Backed by Toshiba Tec's overwhelming POS market share, we have begun Smart 
Receipt™, a service that provides consumers with electronic data instead of paper 
receipts.
This service does not obtain data from the stores. Rather, utilizes data from the Smart 
Receipt™ service provided to individuals with their consent.

We believe that the consumer purchase data belongs to each individual, and therefore 
we are committed to creating an information service that can be used with confidence. 
To this end, we aim to become a data social infrastructure through visualization of 
data and naturally-linked data based on user experiences. 
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This service is currently showing a steady growth, and we aim to have 130,000 
member stores and 10 million consumer members by FY25. And to penetrate Smart 
Receipt™ in the market and establish a foundation for collecting purchasing data.
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Now, in B2B, we provide a supply chain platform and it has already been adopted by 
many companies. 

Currently, this data is stored in the cloud and is effectively used by each manufacturer 
for supplier evaluation and BCP response. We are trying to utilize this data by 
breaking down the barriers across or between the manufacturers.
This will create new data service across the supply chain such as CO2 emission 
calculation, company matching, and various types of financing; in collaboration with 
external service providers, we utilize accumulated intercompany transactions and 
production related data.

In particular, with regards to CO2 emissions, we aggregate the CO2 emission data and 
finally, using Smart Receipt™, consumer will be able to see how much CO2 had been 
emitted until the time of their purchase. We would like to make CO2 emission visible 
for consumers so that it will allow the consumers to start a behavioral change on their 
own. 
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Now, finally, in regard to QX. 
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Now, quantum technology is developing at an alarming rate. Toshiba has been 
conducting research and development in this area for nearly 30 years. It is said that 
when the quantum computer is fully developed and become available, then the 
current mathematical type of encryption technology will easily be breached and 
broken. 

We are the leading manufacturer of quantum cryptography, a communication method 
that prevents theft from conventional type of encryption. We are convinced that a 
time will soon come when our communications will be protected by the quantum. 

But the technology of quantum communication does not stop here. Quantum has the 
mysterious dynamics of superposition as well as entanglement.
This makes us possible to simultaneously update information in the memory of 
quantum computers hundreds of kilometers away. We believe that by connecting 
these quantum computers to the internet, it is possible to develop a quantum-
internet world. Toshiba has the most advanced technology in this area.

In addition, a photoelectric fusion device is essential to realize an all photonics 
network, and Toshiba’s semiconductor technologies are expected to make a 
significant contribution to this. 
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In regard to quantum cryptography communications, commercial demonstrations are 
underway around the world. 

Toshiba Digital Solutions is currently undertaking it and participating to these 
projects. Even while making these investments, Toshiba Digital Solutions is still 
generating over 10% of profit margin.
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Toshiba’s quantum computer research has already led to the development of 
quantum inspired solver that is said to be very close to the practical application. This 
solver resolves the problem of simulating quantum motion with an ordinary computer 
by combining it with a classical theory, and has shown the world’s fastest and largest 
computational performance in combinatorial optimization problems. 
We are already conducting demonstration in the field of finance, and are achieving 
significant results in the field of drug discovery as well.

These are not just the results of research in quantum technology, but also the results 
of semiconductors, materials, and cooling technology, which is originated from the 
nuclear technology that is essential for the gated computer development. We believe 
that the next world breakthroughs will be realized through these and many other 
adjacent technologies.
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The quantum world cannot be realized by a single standalone company. Moreover, 
the use cases of what it can be used for and which areas are the most promising for 
business have yet to be determined. In other words, there exists a huge opportunity. 

In order to seize this opportunity, Toshiba has been actively leading the launch of Q-
STAR in Japan through industry-government-academia collaboration. Currently, I, 
myself, am serving as the Representative Director of general incorporated association 
established on May 23rd this year. Toshiba is actively promoting overseas 
collaboration, and we are exploring joint global business development opportunities.
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Toshiba wants to become a leading company in the quantum area, where a huge 
market opportunity expected to emerge. 
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In closing, I would like to summarize the key points for today. 

Toshiba group has been providing products and services that supports people’s lives 
and society under our basic commitment of “Committed to People, Committed to the 
Future.” We believe this is a mission that will not change in the future.

However, in response to the development of the digital economy and the age of 
ecosystems and platforms, the company must also change through the 
transformation as DE, DX and QX. We intend to transform Toshiba into a company that 
makes data services a pillar of its earnings. 
To achieve this goal, we need to break through the two rigidities of internal and 
external rigidity to maximize the potential that Toshiba Group possesses. We are 
promoting software defined transformation through SHIBUYA steps to separate 
software from hardware. And we show you the concrete steps that we are taking going 
forward. 
I am confident that through these transformations, we will become a company that 
harnesses the power of digital and data to contribute to the realization of carbon 
neutrality and circular economy. 

Thank you very much for your attention.
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