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Yokogawa’s Identity: Finding the Right Balance 
Between Permanence and Change
The wishes and aspirations of our founders are clearly ex-
pressed in our founding principles, which remain un-
changed to the present day. Yokogawa’s Purpose, a 
statement formulated alongside the establishment of our 
Accelerate Growth 2023 (AG2023) mid-term business plan, is 
a statement of our raison d’être that we had not clearly ex-
pressed before, namely, the utilization of our core compe-
tence in measuring and connecting to address social issues 
and fulfill our responsibilities for a future where people and 
the planet Earth coexist in symbiotic harmony. Building 
upon that, our Vision statement sets out where we intend to 
be ten years from now, declaring “Through autonomy and 
symbiosis, we will create sustainable value and lead the way 
in solving global issues.” In the future, as society and its is-
sues change, as new industry trends emerge, and as cus-
tomers themselves change their direction, this may, as 
appropriate, be modified. 

The Embodiment of Yokogawa’s Purpose and 
Creation of Value Through Our Business
We are a company that forges connections across society 
through businesses that are directly linked to the SDGs, 
leads the world in integration, autonomy, and digitalization, 
and fulfills its responsibilities for the future of this planet.

In society and industry, new value can be created by cor-
rectly measuring and optimizing the control of phenomena, 
and collating and connecting the information that is ob-
tained. Measurement, control, and information are our core 
competencies and the foundation for our business. Over the 
years, we have supported the infrastructure on which both 
industry and our lifestyles depend, and expanded our busi-
ness to support the supply chains across society. Our efforts 
to use our core competencies to build customer corporate 

value and increase economic value are directly linked to the 
SDGs. As interest in the SDGs has grown in recent years, our 
stance, raison d’etre, and areas in which we contribute have 
become clearer.

Coinciding with the start last year of the AG2023 plan, we 
shifted our control business from a product- and func-
tion-centered business structure to an industry-oriented 
structure consisting of three industry business segments. 
The Energy & Sustainability business has direct links to the 
goal of achieving net-zero emissions, the Life business con-
cerns fields such as foods, pharmaceuticals, water, and hu-
man safety that have a direct link to well-being, and the 
Materials business is directly linked to the circular economy 
through the handling of raw materials. By aligning our busi-
ness domains with our “Three goals” for the year 2050, we 
have made it clear that we are conducting business in a 
wide range of industries that are based on our core compe-
tencies, and that these are closely linked to the SDGs.

- Continuing to Provide Value 10 Years from 
Now, as a Leading Integrator for a World in 
Which Entire Societies Function as an SoS -
As envisioned for the year 2030, Yokogawa will endeavor to 
provide the value of the system of systems (SoS) to custom-
ers by leading the way forward as a system integrator in a 
world where societies function like an SoS. As some share-
holders and other investors have commented that they find 
the SoS concept difficult to understand, I recognize the need 
to repeatedly explain this to the financial markets.

An SoS is defined as a complexly inter-connected combi-
nation of independently operated and managed systems 
that work together to achieve purposes that lie beyond the 
combined capabilities of the individual systems. To put it 
simply in terms that are less likely to be misunderstood, this 
intricate inter-connection of systems can stably generate 

In an increasingly uncertain and rapidly 
changing business environment, we will forge 
connections across society through businesses 
that link directly to the SDGs, and lead the world 
in integration, autonomy, and digitalization.
Yokogawa’s Value
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returns that are several dozen or even several hundred 
times the value of those generated by systems that do not 
operate in a coordinated manner.

Today, production sites, companies, and entire industries 
are moving toward industrial autonomy. Having been en-
gaged in the automation of our customers’ plants, we are 
now moving forward with our IA2IA activities that make use 
of AI, the cloud, robotics, simulators, blockchain, and other 
digital technologies to evolve and raise the sophistication of 
our autonomy applications. At the same time, by extending 
our leadership in DX and IA2IA initiatives that promote cus-
tomer autonomy from our traditional focus on individual 
plants to entire supply chains and all of society (customer 
enterprises, industrial complexes, and cross-company 

domains), we are moving forward with smart manufacturing 
activities that expand the scope of the connections and 
overall optimization. Even in a world where things are com-
plexly inter-connected, we will aim with our activities on 
these two axes to achieve overall optimization through inte-
gration, autonomy, and digitalization, and create value on a 
wholly new level to realize the SoS concept. 

We believe that it is important for all of our employees to 
have a deeper understanding of specific cases of our SoS 
activities and how we will contribute to customers, the in-
dustry, and society in the future. We will continue to pro-
mote awareness internally while also carrying out 
information disclosure and dialogues to gain the under-
standing of all stakeholders.

Promoting Global Organizational Reforms to 
Support Sustainable Corporate Growth
I am working to restructure our global organization to create 
a framework for sustainable growth and prosperity.

The Yokogawa Group headquarters has established three 
industry segments (the Energy & Sustainability, Materials, 
and Life businesses) and created mirror organizations for 
each at our regional offices outside Japan. Up till now, our 
business activities in markets other than Japan have tended 
to focus on oil and gas-related CAPEX projects, partly be-
cause of the large volume of business activities that have 
been conducted in this area. We have also been doing busi-
ness in many other industries, such as chemicals, water, 
food, and pharmaceuticals. In order to capitalize on our ac-
cumulated successes and know-how and accelerate global 
growth, we have implemented the same organizational 
structure for our business in each region and have left no 
room for excuses by making clear who will be responsible 
for the growth of each business.

Until now, the business divisions at our headquarters 
provided products, while offices in each region carried out 
integration and engineering. Since business development 
was mainly in the hands of the regional offices, we were, to 
put it roughly, a conglomerate that was spliced together, 
and that approach was reaching its limits in terms of being 
able to support the growth of our business. Another major 
issue was the structure that caused the number of person-
nel at each regional office to increase as the number of proj-
ects and amount of work increased. 

With the restructuring of our global organization, the En-
ergy & Sustainability, Materials, and Life businesses will 

each need to take responsibility for driving growth. Also, in 
the Yokogawa headquarters, which manages our global 
business, the process owners are responsible for optimizing 
and improving the efficiency of regional operations. For ex-
ample, they are globally responsible for controlling human 
resources and the business processes for functions such as 
project delivery and services. We have tended to focus on 
and concentrate resources in high-volume areas like the oil 
and gas sector where there is immediate demand and ex-
pectations are high, but we need now to allocate the re-
sources needed for future growth areas like the Materials 
and Life businesses, and to do so in an optimal and efficient 
manner to achieve our management targets. As a shared 
support function for the three business segments, we have 
added a Center of Excellence (CoE) function to the Digital 
Solutions Headquarters to standardize best practices and 
gather information and know-how, and assigned responsi-
bility for sharing this with the offices in each region. As the 
regional offices have been less effective in sharing success 
stories, methodologies, and the like with other regions, we 
have built and begun to operate a standard system that 
does this without having to rely on specific people.

In parallel with these efforts, we have introduced the use 
of an enterprise resource planning (ERP) system to make 
fuller use of management resources and thereby improve 
management efficiency. And for customer relationship man-
agement (CRM), we are working to integrate the use of pre-
viously unlinked sales, service, and marketing data. 

In addition, I perceive that many Western companies, in-
cluding our competitors, have established a solid setup to 
sustain their growth and prosperity. We will seek to draw 

even with them during the three year period covered by our 
AG2023 plan by developing and broadening the use of a sus-
tainable framework that incorporates the craftsmanship 
that Japanese companies, including ourselves, excel at.

A Change in Mindset to Support Our New  
Industry Segments and Create Business 
Opportunities
I feel that our relationships with customers have grown clos-
er following our establishment of the new business struc-
ture centering on the three business segments. 

Hundreds of employees, mainly people working in sales 
at our offices in each region, have received training designed 
to change their mindsets so that they can propose solutions 
for every part of the supply chain by first gaining an under-
standing of customers’ management and business issues. 
Proposals that focus solely on products and functions do 
not address customer processes and challenges that vary by 
field. It is necessary to have the ability to combine different 
kinds of knowledge, know-how, and technologies, such as 
by integrating not only our own products but also those 
from other companies, or working together with consulting 
companies, which is something we have not been doing un-
til now. By regularly conducting thorough training to pro-
mote a fundamental awareness and behaviors, we will 
achieve a Group-wide change in mindset that will enhance 
our ability to propose solutions and result in increased op-
portunities for interaction with prospective and existing 
customers.

The Creation of New Solutions Through DX
At Yokogawa, internal DX is already underway. We do da-
ta-driven management in which data relating to our busi-
ness is collected and analyzed to facilitate decision making. 
Robotic process automation (RPA) is also well established. 
By making use of internal DX use cases, we are also starting 
to see external DX results with our customers. In addition to 
our customers in conventional process industries like oil & 
gas and chemicals, we have recently also been fostering 
contacts with companies in the renewable energy field, in-
cluding biomass, and companies engaged in businesses like 
boilermaking.

- Results of IA2IA - In a World First, Using AI to 
Autonomously Control a Chemical Plant for 35 
Consecutive Days
In a field test that was jointly conducted with ENEOS Materi-
als Corporation (formerly JSR Corporation Elastomer Busi-
ness Unit), we succeeded in demonstrating the use of AI to 
autonomously control operations at a chemical plant, a 
world first. This was quite a sensation, and we received con-
siderable feedback on this from people all over the world. 

At this plant, in order to maintain the quality of butadiene 
(a type of unsaturated hydrocarbon), which is refined while 
utilizing exhaust heat with fluctuating temperature, fine 
tuning is required to correct for external factors such as rain 
and snow. Operators need to have considerable knowledge 
and expertise, and are required to stay on site for long peri-
ods. While software solutions are often used in the process 
industry to optimize operations, this is not always possible 
with operations that rely heavily on the judgements of 
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experienced plant personnel. Using Factorial Kernel Dynam-
ic Policy Programming (FKDPP), a proprietary reinforcement 
learning AI algorithm jointly developed with the Nara Insti-
tute of Science and Technology, we were able to successful-
ly achieve full autonomous control of the plant for 35 days. 
In addition, at the evaluation test stage, past and real-time 
operation data was used to verify the AI model, and it was 
conclusively shown how it works, to the great satisfaction of 
our customers, including their highly experienced operators 
and other plant personnel.

By using our AI, simulation, and other technologies, we 
can achieve reliable results in a very short period of time, 
and we can also achieve autonomous operations, including 
in areas that have been dependent on skilled personnel and 
operators. This is an extremely valuable success story that 
has received a huge response from around the world, and 
we will respond to the broad range of enquiries that have 
been received.

Enhancing Profitability in a Difficult Business 
Environment
Supply chains have been disrupted by the impact of the 
novel coronavirus (COVID-19), and the business environ-
ment has grown increasingly severe, with difficulties in pro-
curing semiconductors and other parts, and rising logistics 
costs and component prices. Some of the parts that we use 
are selling for several times their pre-pandemic prices, and 
even then lead times can be long. In addition to global cost 
improvement activities throughout our supply chain, we are 
also working to absorb cost increases to a certain extent 
through negotiations with component manufacturers, the 

shifting of customer deadlines, and product design changes. 
Also, we have shifted resources to improve development ef-
ficiency and reduce product maintenance man-hours. Had 
there not been the impact of COVID-19 to deal with, this 
would have improved overall productivity and efficiency. 
However, due to the assignment of personnel to deal with 
parts and other issues, the planned improvement in profit-
ability fell short of expectations. As we believe it is necessary 
to increase profitability regardless of what is happening in 
our business environment, we must enhance our ability to 
implement individual measures and accelerate these 
efforts.

We are on track with our cloud-based business for exter-
nal DX, and will scale up our efforts in this field to increase 
our profit margins. In addition, through the acquisition last 
fiscal year (FY2021) of PXiSE Energy Solutions LLC, a renew-
able energy company, and Insilico Biotechnology, a bio-
pharmaceutical company, we are working to realize 
synergies with Yokogawa that will quickly create new value 
and generate profits.

Accelerating Megatrends, Including Nationalism, 
and Customer/Industry Trends
Our conversations with customers lead us to conclude that 
trade blocs will play a greater role from here on. Even when 
AG2023 was in the planning stages, we foresaw that rising 
nationalism was a megatrend that would have a global im-
pact. And as the result of situations like the conflict between 
Russia and Ukraine, I believe that the movement to keep 
supply chains within specific countries and regions will 
accelerate. 

To illustrate, we have received requests from customers 
in the Middle East to invest in the construction of factories in 
their region and for our suppliers to do the same. Given the 
recent rapid changes in our business environment, it is nec-
essary to strike the right balance between risks and oppor-
tunities and to consider both short-term changes and mid- 
to long-term assumptions.

In this opaque and rapidly changing business environ-
ment, we foresee that the megatrends noted when we were 
drawing up the AG2023 plan will have an accelerating im-
pact on our customers and their industries. By accurately 
grasping the transformations that our customers are making 
in their respective industries, we will continue to create op-
portunities within our strategies and grow our business.

Improving Our Overall Ability to Implement 
Quickly
To realize an SoS, one must act quickly and make steady 
forward progress, even if that is done in tiny increments. As 
new opportunities arise in each industry, we are gaining ex-
posure to new customers. Not only will we have more op-
portunities to take on challenges and provide value in new 
ways, we will also be able to make use of that knowledge 
and experience to provide value to our existing customers 
and gradually widen the scope of our business. Our share-
holders and other investors value the ability to get things 
done quickly, and so with this in mind I would like to care-
fully explain the progress that we have achieved with the 
basic strategies outlined in AG2023.

Key Points for Realizing SoS
Each of the four basic strategies in the AG2023 plan is im-
portant, but in our three industry business segments it is 
particularly important for us to leverage Yokogawa strengths 
that will allow us to pick up the pace of our IA2IA and smart 
manufacturing activities, create value through digitalization, 
integration, and autonomy that leads to overall optimiza-
tion, and establish a solid track record in the achievement of 
SoS.

We have high expectations for our focus areas of renew-
able energy, functional chemicals, food, and pharmaceuti-
cals, and are moving ahead quickly with initiatives to grow 
these businesses. For the time being we cannot engage in 
new energy-related projects in Russia due to the situation 
between that country and Ukraine, but new demand is ex-
pected to be generated as the supply of energy shifts to oth-
er regions like the Middle East, Southeast Asia, and North 
America. With rising demand for energy over the medium to 
long term, we will not only capitalize on our strengths to se-
cure LNG-related projects, but also take advantage of syner-
gy with PXiSE Energy Solutions LLC to acquire new projects 
in fields such as renewable energy. As for functional chemi-
cals, market conditions are favorable for chemicals, semi-
conductors and EVs. With foods and pharmaceuticals, we 
are taking advantage of our strengths in Japan to enhance 
our proposals and approach to customers in other coun-
tries, and will make use of biotechnology-related deals such 
as the acquisition of Insilico Biotechnology to grow our 
business.

In addition, as I mentioned earlier in my discussion of 
global restructuring, the CoE function will play a very 

important role in our future business activities, and we will 
strengthen it so that we can share knowledge and know-
how and ensure that this is properly conveyed to our offices 
in each region. And in light of the dramatic changes in our 
business environment, we will seek to establish the systems 
and structure needed to compete globally and change the 
mindset of our people so that they can work autonomously 
and be proactive.

Creating Growth Opportunities Through IT/OT 
Convergence, and Strengthening and Expanding 
Human and Intellectual Capital
We have the advantage of our knowledge of process auto-
mation operational technology (OT), but we must also 
strengthen our capabilities with information technology 
(IT). Our customers increasingly approach us to discuss OT/
IT convergence projects, many of which involve the ex-
traction, analysis, and utilization of data from the huge 
amounts of data obtained by OT, or the steps needed to be-
come a digital enterprise. To produce results, we must be 
able to tightly integrate OT and IT.

There are many people in the IT industry who have a 
good grasp of IT technology, and consulting companies are 
able to paint a big picture of an ideal future in which opera-
tions are optimized and efficiency is improved. However, we 
also hear of the difficulties that are encountered when they 
face requests for assistance with the acquisition of manufac-
turing site OT data needed to improve productivity and fa-
cilitate preventive maintenance. As we understand what OT 
fundamentally means and can correctly explain how some-
thing can be improved and optimized, we have been 
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approached by various consulting companies that wish to 
work with us on such projects. There has been a consider-
able increase in the number of cases where we work togeth-
er as a team in the ecosystem, and I would like to grow our 
business in this area.

In addition, to handle certain customer requests, we must 
strengthen and expand our human resources. To grasp the 
current status of a customer’s smart manufacturing efforts 
and propose next steps, we need personnel who are familiar 
with the Smart Industry Readiness Index* (S.I.R.I.) and have 
the desired qualification. We have about 30 engineers with 
that qualification who can execute large-scale main auto-
mation contractor/main automation and information con-
tractor (MAC/MAIC) projects, but one criterion that 
companies have when selecting a vendor is that the compa-
ny must have people who know both IT and OT. We offer in-
house DX training course on subjects such as AI and data 
analytics, and our employees are taking them. By such 
means, we believe that we will be able to meet the require-
ments for bidding on such projects, and grow and develop 
this business. We also believe that acquiring and retaining IT 
capabilities will enable us to develop our business from a 
new perspective.

We also have experience and have been successful in 
connecting and integrating competing products and sys-
tems. Based on this, we are able to offer integrated solutions 
that make use of AI, the cloud, robotics, simulators, block-
chain, and other new technologies to expand the scale and 
scope of our business from plants to enterprises, industrial 
complexes, and even across multiple organizations. Howev-
er, this presents challenges. For example, imagine a project 
where public and private sector organizations work together 
to reduce CO2 emissions throughout an industrial complex. 
Companies and individual plants in that complex may find it 
difficult to share data that is based on production recipes 
and other know-how that must be kept confidential. In such 
cases, we are able to take a neutral position and work to-
gether with the assistance of the public sector to identify 
company requirements, align interests, and achieve objec-
tives. In addition to having the ability to manage such proj-
ects, we must also develop and bring on board personnel 
who can function much like a producer to coordinate 
projects.

At the same time, we will strengthen our intellectual capi-
tal, which makes us more competitive and serves as a differ-
entiating factor. The department in charge of intellectual 
property has shifted from a defensive to an offensive stance, 
and we are allocating the necessary human resources. We 
will conduct objective analysis, including comparisons with 
competitors and IT companies, and will seek to clarify which 
areas are strengths or weaknesses. In research and 

development, we have actively promoted open innovation, 
and we are now looking to visualize the results by, for exam-
ple, examining the actual number of opportunities arising 
from open innovation, identifying what returns have been 
obtained, and seeing how many paths leading to new busi-
ness have been discovered, even if they are not profitable 
businesses yet.

* Indicators developed by the Singapore Economic Development Board (EDB) for the re-
alization of smart manufacturing in stages

Carrying Out M&A with a Focus on PMI 
I firmly believe that in M&A, strict post-merger integration 
(PMI) is critical. 

Looking back on past mergers and acquisitions, there 
were cases where things did not go as expected, such as de-
lays in ramping up the business compared to the original 
plan. We recognize that there were shortcomings in the pro-
cess whereby people from our relevant business divisions 
and members who carry out the risk control matrix (RCM) 
go into the target company to build relationships while as-
sessing the situation. In order to assess matters such as 
compatibility of corporate cultures, we will need to make ef-
fective use of remote meetings and the dispatch of business 
partners to strengthen cooperation with the people in the 
other party’s organization. 

At the same time, we need to reinforce and enhance the 
human resources who are capable of carrying out M&A ac-
tivities. For example, the drug discovery business that we 
are focusing on in the Life business is a field with unique 
technologies, but we are often dealing with relatively small 
laboratories. The manufacturing processes are different 
from what we have been involved in, and we must build 
global sales networks and connect all parts of the business 
to scale up their activities, so a variety of expertise is re-
quired. While it is important for employees to learn and gain 
experience, we will also focus on bringing new people into 
our organization.

Creating Opportunities for Women to Play an 
Active Role and Focusing on Nurturing the Next 
Generation of Managers
Corporate governance is essential to the sustainable growth 
of the company and the enhancement of corporate value 
over the medium to long term. We must fulfill our responsi-
bilities to society and live up to the trust placed in us by our 
stakeholders. We have continually enhanced our systems 
based on feedback that has been received, and we recog-
nize that this has been positively evaluated.

In recent years, as part of our efforts to promote diversity, 
we have been implementing mid- and long-term career de-
velopment plans for female employees, as well as engaging 

in activities to change the mindsets of managers and pro-
mote the active participation of women, with the aim of in-
creasing the number of female employees and female 
leadership candidates. Several times a year I participate in 
panel discussions with female candidates for our next gen-
eration of leaders, and I am very aware of the aspirations 
that they hold. We will endeavor to increase their contribu-
tions to the company by fostering an environment that 
makes it easier for them to perform their work and demon-
strate their abilities.

In addition, we are implementing a program to develop 
the next generation of management candidates. Overseen 
by outside directors, the Nomination Advisory Committee 
will work with consulting companies who empirically evalu-
ate the aptitude of management candidates, and in a trans-
parent manner make decisions that take into consideration 
their competency, achievements, experience, and character.

Carry Over What Should Be Carried Over, 
Change What Should Be Changed, and Fulfill 
Our Mission for Sustainable Growth
I have long felt that Yokogawa is not particularly good at 
promoting internal cooperation. In a business environment 
that is extremely opaque and changing dramatically, an in-
ability to get people to cooperate can be fatal, even if it is 
clear what needs to be done. By taking the initiative when 
something comes to my attention and immediately bringing 
together concerned organizations and the necessary people 
to engage in discussion and make decisions, I am beginning 

to see changes in our company culture. I expect to see an in-
crease in the number of people who understand the need 
for speed and can take immediate actions that transcend 
organizational boundaries.

I like the words of Masahiro Sakane, the former president 
and CEO of Komatsu Ltd., who said, “We grow stronger with 
each passing generation.” I too would like to make Yokoga-
wa a company that grows stronger with each passing gener-
ation. By carrying over what should be carried over, and 
changing what should be changed, in my role as president, I 
am firmly establishing mechanisms and a foundation for 
next steps, and planting seeds for the future. I envision that 
Yokogawa will make use of this foundation to blossom as an 
organization and solve whatever problems that may arise, 
thereby continuing the cycle by which it becomes stronger. 
Working with the great trust that has been placed in us by 
our customers and with the human resources, technologies, 
corporate culture, and brand power that is our inheritance, I 
believe that my mission now is to connect and strengthen 
each of these assets.
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