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“Direction of Management Reform” Briefing 

 Summary of Questions and Answers 

Date & Time: September 17, 2026 (Thursday), 18:00-19:10 
(Presentation: 30 minutes, Q&A: 40 minutes) 

Format:  In-person＋Zoom Webinar 
Respondents: Yoshihiro Senzai 

Representative Director, President and Executive Officer 
Yu Karato 

Representative Director, Executive Vice President 
Hirotaka Shiraiwa 

Senior Executive Officer GM. Financial & Investor Relations Dept. 
 
＜Review of Business Portfolio＞ 

Ｑ : Regarding Air Water's business portfolio, I have viewed the Company as a "B-to-B 

convenience store," meaning that businesses that naturally fit within Air Water's identity 

should not be regarded as a conglomerate portfolio. 

In that context, should we understand that businesses such as the sweets business that 

was recently divested were judged to be inconsistent with the expectations and trust 

society places in Air Water? Are such businesses included in the ¥250 billion of businesses 

under consideration for a Best Owner transfer shown on Page 7 of the presentation 

materials? Is this the fundamental concept behind the Company's new portfolio strategy? 

Ａ: First, businesses that Air Water cannot govern appropriately are considered potential carve-out 

candidates, as they do not satisfy a necessary condition for effective management. 

Second, businesses that lack differentiation or strategic fit will find it difficult to remain competitive 

over the medium to long term. I describe businesses with such differentiation and strategic fit as 

businesses that are “rough diamonds.” 

Even if a business is not currently a core business, it can become a businesses that are “rough 

diamonds” if it can create significant added value by capturing market demand. 

We are currently conducting a company-wide review of differentiation and strategic fit across our 

businesses. If we determine that a business would realize greater value under another company's 

ownership rather than under Air Water, we will consider transferring it to a Best Owner. 

 

Ｑ: With regard to Pages 7 and 10, it is difficult to grasp the scale represented by the ¥250 

billion of revenue from businesses under Best Owner consideration and the estimated ¥180 

billion of proceeds from divestitures. Does management already have specific target 

businesses or companies in mind internally? 

Ａ: We have identified candidate businesses and performed preliminary calculations, although further 

review and refinement are still necessary. 
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The targets disclosed in today's presentation are based on rough estimates derived from the 

candidates currently under consideration. We ask investors to understand that a more detailed 

evaluation process will take place going forward. 

 

Ｑ: Could you clarify how you distinguish between Core Businesses and Businesses under Best 

Owner Consideration? 

For example, within the Industrial segment, where would businesses such as high-capacity 

UPS systems, semiconductor-related materials other than industrial gases, and energy 

products such as LPG and LNG be classified? Within Healthcare, what about dental-related 

businesses and hygiene products? In Other Businesses, how should we think about 

seawater, power, and logistics operations? 

Ａ: High-capacity UPS systems are used in data centers and are closely related to the semiconductor 

industry. We are giving them careful consideration, including from the perspective of further 

business development. 

Materials other than industrial gases represent high value-added businesses that leverage our 

proprietary technologies. Where Air Water's strengths can be effectively utilized, we intend to 

continue to own and develop those businesses. 

LPG is the market leader in Hokkaido and, given its close connection to high-pressure gases, which 

are the foundation of our Company, as well as its deep roots in local communities, we regard it as 

a core business that is strongly tied to Air Water's identity. 

As for dental-related businesses and other areas, we intend to continue our review in greater depth. 

Across all businesses, we intend to retain those where the Air Water Group can create and realize 

significant added value. Businesses that do not meet this criterion could become candidates for 

consideration under the Best Owner approach. 

 

Ｑ: With respect to the Medical Business and Agriculture & Foods Business, are you planning 

to fundamentally change the business model, or do you envision growth primarily through 

market expansion? 

Ａ: The key point for both businesses is whether Air Water can leverage its core competencies. 

In the Medical Business, for example, we expect ongoing industry consolidation among hospitals 

and a gradual shift toward home healthcare and nursing care. We will focus on areas where our 

strengths can be fully utilized, while simultaneously pursuing portfolio optimization and investment 

in priority growth areas. 

In Agriculture & Foods, we believe our networks and technologies provide competitive advantages. 

We hold strong positions in regions such as Hokkaido and Nagano. Taking these factors into account, 

we will identify winning business models and pursue growth accordingly. 

 

Ｑ: The Medical Business and Agriculture & Foods Business generate strong cash flow, but 

should they truly be considered core businesses? 
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Ａ: While Industrial Gas is the central pillar of the Company, Agriculture & Foods serves as an important 

supporting engine. It plays a critical role in maintaining earnings stability and therefore remains 

strategically important. 

Ｑ: Could you explain, if possible in quantitative terms, why Agriculture & Foods has been 

classified as a core business? I assume there were differing views internally on whether it 

should remain in the portfolio. 

Ａ: Our strategy is to strengthen this business primarily in Hokkaido and Nagano. 

From a quantitative perspective, the business generates highly stable cash flow and demonstrates 

acceptable levels of capital efficiency. 

In addition, we believe Agriculture & Foods can serve as a stabilizing element during periods of 

volatility in industrial markets. Given the increasing impact of climate change on agriculture globally, 

we see substantial long-term potential in Hokkaido in particular. 

The business was therefore evaluated positively based on both its stable cash flow generation and 

its future growth prospects. 

 

＜Growth Roadmap＞ 

Ｑ: Page 8 characterizes FY2026-FY2028 as a period for "structural reform execution." Does 

this imply that portfolio optimization and Best Owner evaluations will require three years? 

Normally, divestitures of non-core businesses and investment in core businesses proceed 

simultaneously. 

Ａ: With the deadline for submitting the Internal Control System Confirmation Report by April 30, 2027 

approaching, we recognize the need to accelerate efforts across the entire Company. 

Although the roadmap presents a three-year framework, transactions involving Best Owner 

candidates also depend on counterparties. Nevertheless, we intend to proceed with a strong sense 

of urgency. 

 

＜Overseas Investment＞ 

Ｑ: With regard to the new and growth investments outlined on page 10 of the presentation 

materials, the Company expects to focus its growth investments on semiconductors and 

overseas markets. However, in the fiscal year ended March 31, 2026, the Company 

recognized substantial impairment losses, particularly in its overseas businesses. 

At the same time, the fundamental growth narrative, namely that overseas businesses 

remain a key growth area for the Company, appears to be unchanged. Given the risk that 

overseas investments could result in impairment losses shortly after the investment is 

made, should we understand that the Company nevertheless intends to continue making 

overseas investments over the next five years in pursuit of future growth? 

Ａ: Over the past five years, we undertook numerous overseas investments. During the previous fiscal 

year, we reassessed those businesses and recognized significant impairment losses, including in 

India, due to delays relative to original plans and insufficient visibility regarding future performance. 
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In India, some of the acquired onsite plants had not been designed by Air Water, which was one 

factor contributing to the impairment. 

We regard these impairment losses as a major lesson for the Company. 

At the same time, we continue to view both India and the United States as attractive medium-

term growth markets. Accordingly, they remain priority investment areas. 

Future projects in India will involve large-scale onsite plants designed and constructed by Air Water, 

and in the United States we are also proceeding with our first self-developed plant projects. We 

intend to pursue disciplined growth backed by disciplined investment. 

 

＜M&A Strategy＞ 

Ｑ: In light of the lessons learned from the Company’s past expansion and diversification 

through M&A, there may nevertheless be opportunities where M&A would be appropriate 

as the Company seeks to further strengthen the businesses it intends to retain. Does the 

Company intend to continue actively pursuing M&A for opportunities that are closely linked 

to its core businesses or where it can exercise effective governance? Or will the Company 

refrain from M&A for the time being and focus on growth based on its existing businesses? 

Ａ: In our pursuit of becoming a "¥1 trillion company," we recognize that we expanded and diversified 

without sufficient investment discipline. 

Going forward, our growth strategy will focus on strengthening businesses where we already 

possess competitive advantages and adding complementary businesses that further enhance those 

strengths. 

Disciplined growth investment remains essential, and disciplined M&A will continue to be one 

component of that strategy. 

The key criterion will be whether the target business demonstrates differentiation and strategic fit, 

in other words, whether it is a businesses that are “rough diamonds.” 

 

Ｑ: Historically, Air Water was often in the position of selecting from M&A opportunities brought 

to the Company. Going forward, will management proactively originate opportunities 

rather than wait for proposals? 

Ａ: We believe there will be more cases where Air Water initiates discussions. 

Particularly for businesses that meet our strategic needs and have strong growth potential within 

Air Water, we expect to take a more proactive approach. 

Even in the past, there have been successful cases where Air Water originated M&A discussions 

and subsequently grew those businesses. 

Air Water itself was created through the successful integration of Daido Sanso, Hokusan, and Kyodo 

Sanso. That success became the foundation of our M&A strategy. However, subsequent expansion 

in too many directions stretched our governance capabilities, and we intend to apply the lessons 

learned from that experience going forward. 
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＜Dividends and Shareholder Returns＞ 

Ｑ: With respect to the cash allocation framework presented on page 10, shareholder returns 

are stated as “¥80 billion or more” over the next five years. Even if the current annual 

dividend were simply multiplied by five, the total would still fall short of ¥80 billion. Should 

investors therefore interpret this as a strong commitment to maintaining stable dividends 

and avoiding any dividend reduction? 

In addition, given the difficult circumstances faced by the Company in FY2025, is it fair to 

say that management intends to avoid cutting dividends in consideration of shareholders 

who continued to hold the Company’s shares throughout that period? 

Ａ: Since becoming Air Water Inc. in 2000, the Company has never reduced its dividend. 

Our policy of maintaining stable dividends remains unchanged. 

In addition, potential cash inflows from future carve-outs will be allocated while carefully 

considering our overall financial position. 

Although operating cash flow remained solid in the previous fiscal year, our dividend forecast is 

currently undecided because we must carefully assess the financial implications of the inappropriate 

accounting matter. We will disclose relevant information promptly once decisions are made. 

 

＜Inappropriate Accounting Matter＞ 

Ｑ: Has the series of events related to the inappropriate accounting matter damaged customer 

relationships? 

In particular, the Industrial Gas Business is built on longstanding regional relationships 

and trust. Have you observed any negative impact on customer relationships? 

Ａ: First, we would once again like to express our sincere apologies to all stakeholders regarding this 

matter. 

At present, we have not observed any material impact on relationships with our major customers. 

Many customers have instead offered words of encouragement and support, for which we are 

sincerely grateful. 

 

END 


