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Leadership for  
a KOSEIHA Company
Showa Denko aims to become a KOSEIHA 
Company and then to be a global top-level 
functional chemical manufacturer. Regarding 
this vision and related challenges, President 
& CEO Kohei Morikawa and Outside Director 
Noriko Morikawa, who newly assumed the 
position in March 2020, had a conversation.

Encounter with Showa Denko

Kohei Morikawa  It is generally said that outside directors are 
appointed to provide oversight of business management, and  
I think it is particularly important for a company to incorporate the 
objective viewpoints of outside directors into its management. For 
any issue, if we deal with it solely from internal viewpoints, we 
tend to take shortsighted actions based on our own values. To 
avoid this, external opinions and viewpoints are indispensable.
 Ms. Morikawa, you have experience in a wide range of fields, 
including the management of accounting and financial opera-
tions. You also have a global viewpoint and expertise in manufac-
turing other than chemistry. I therefore expect a lot from you as 
an outside director of our company.

Noriko Morikawa  After being approached by the Company with 
the offer of the position of outside director, I was briefed on the 
details first by the chairman of the Board, and I had the impres-
sion that Showa Denko is a company with integrity. I also felt that  
I was expected to help the Company change for the better as an 
outside director.

 My career background is completely different from those of 
other outside directors of Showa Denko, and I thought I was 
particularly selected to be an outside director of the Company to 
promote diversity. Hoping that my past experiences would be 
useful for the Company, I decided to accept the offer.
 I have been attending the Board of Directors’ meetings since 
April 2020. I was so surprised that participants discussed topics 
so proactively at each meeting that it was difficult for me to find 
the appropriate timing to raise my hand to speak. Inside directors 
are kindly helping me to energetically conduct activities for the 
Company, for which I feel very grateful.

Issues to be solved for the integration of 
Hitachi Chemical

Kohei Morikawa  As I explained in my message for the report  
(on pages 2 to 5), we have decided to integrate Hitachi Chemical. 
Through this business integration between Showa Denko, which 
is good at “making” chemicals, and Hitachi Chemical, which is 
good at “mixing” chemicals, we will extend our supply chain.
 At the new company to be eventually established through the 
integration process, employees do not need to keep anything 
secret from one another. For example, employees tasked with 
“making” chemicals can disclose the manufacturing method to 
employees tasked with “mixing” chemicals, who can also disclose 
their materials evaluation results to the “making” team. It means 
that information-related quality and speed will increase substan-
tially, which will give us tremendous potential to nimbly change 
our portfolio.
 Presently, the two companies have “electronics” and “mobility” 
in their portfolios, but we can and must have a portfolio that is 
different from our current portfolio in 10 to 20 years’ time, as 
some of the existing markets might not exist 10 years from now. 
We also need to have various materials and components to 
respond to the birth of new markets. The integration will help 
Showa Denko broaden and deepen its technologies.

Noriko Morikawa  I have two concerns regarding the integration. 
First, I am worried about PMI*1. I am closely monitoring how 
Showa Denko and Hitachi Chemical are fostering PMI.
 Second, I am concerned about the identification of risks. I think 
you have already made an analysis about existing risks, but you 
cannot avoid facing unexpected risks in the integration process. It 
is important to acknowledge such risks and decide which risks 
you will take instead of just avoiding them. It is also essential to 
have an action plan for this, and I raised many questions at the 
report meetings on the progress of the integration process. As a 
result, I now feel more expectant than concerned about how the 
two companies will be integrated into one team.
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Kohei Morikawa  For integration, I share the idea that communi-
cation between employees is the most important with President 
Maruyama of Hitachi Chemical. Showa Denko and Hitachi 
Chemical have different histories and backgrounds but are head-
ing in the same direction. All employees need to understand this in 
a profound manner.

Noriko Morikawa  Yes, indeed. I engaged in global M&A projects in 
the past, and there were clear differences between successful 
integrations and unsuccessful ones. It is important to formulate a 
clear vision and guidelines for PMI and raise all employees’ aware-
ness of them.
 I therefore think it is essential to raise employees’ awareness of 
the mission and vision that you will set for the new company to be 
established through the integration process. I faced difficulties in 
readily making employees aware of the new mission and vision, 
which is not as easy as top management thinks.
 It is also important for individual employees to engage in the 
integration process with ownership. All employees of Showa 
Denko and Hitachi Chemical need to work with ownership, and the 
companies need to provide them with the workplaces where they 
can do so.

Kohei Morikawa  Indeed, our past M&A projects targeted  
specific businesses and some employees might therefore be 
thinking that the projects had nothing to do with them. As you said, 
it is very important for all employees to participate in the integration 
process with ownership. To this end, we have established a steering 
committee and subcommittees under it so that employees in charge 
of the integration process at each department can know what is 
happening and discuss things with each other for the integration.
 For the new mission and vision, we are conducting examina-
tions to make them easily understandable by and acceptable to  
all employees.

Noriko Morikawa  President Morikawa, you often use some  
easy-to-understand keywords in your messages, such as  
KOSEIHA Businesses*2. When I first heard this term, I wondered 
what KOSEIHA meant, but soon found that it has a clear definition. 
As you repeat the term in your messages, it becomes unforget-
table and more acceptable to recipients of the messages. I think 
you have established your own messaging style by using some 
keywords to permeate your ideas across the board.

Kohei Morikawa  Thank you for your comment. In my opinion, 
things can be explained logically if they are right, and if a thing 
cannot be explained logically, it is not right. I therefore attribute 
importance to the logicality of things.

*1  PMI stands for post-merger integration, which is an integration process followed 
after the completion of an M&A.

*2  KOSEIHA Businesses are those that meet the following three conditions: operating 
margin ratio of 10% or more; operating income of billions of yen or more; and stable 
profitability tolerant to environmental change.

Integration of diverse businesses and culture

Noriko Morikawa  Stakeholders are paying a great deal of attention 
to how Showa Denko integrates Hitachi Chemical, including its 
diverse businesses and culture.

Kohei Morikawa  In order to achieve our vision and remain an 
entity needed by society while constantly undergoing changes in 
the business environment, we have to change ourselves somehow. 
We might need to enter a new market or change something to 
survive in the current market. In consideration of the need for such 
agility, we are conducting examinations about our post-integration 
business portfolio.

Noriko Morikawa  In a sense it is important to have a sense of 
crisis. The integration will connect the value chains of the two 
companies and increase their R&D speed, and in fact these are 
essential for further corporate growth, which employees of the two 
companies need to understand. Top management of the compa-
nies made this bold decision because it is absolutely necessary.
 I hope that employees of the two companies will collaborate, 
thinking that one plus one is not two but three, without grouping  
at heart into former Showa Denko employees or former Hitachi 
Chemical employees. To this end, we need to build an appropriate 
system. And for this extremely important issue, I would like to 
express my opinions proactively on behalf of shareholders and 
make contributions, listening to specific reports including those 
about the progress of the integration process.

Kohei Morikawa  Yes, indeed.
 To hit upon new ideas, diversity is important. I often speak of 
“organized chaos” as my motto, which was cited from the words 
of Dr. Reona Esaki*3 and this also refers to diversity. Organized 
chaos means that individuals are taking actions as they see fit, 
but they are all going in the same direction as an organization. 
The Showa Denko Group has been promoting diversity as a man-
agement strategy and by integrating Hitachi Chemical, the 
Group’s size will further increase, and the importance of diversity 
will also increase accordingly.

Noriko Morikawa  People tend to feel relaxed when they are with 
those who are similar to themselves. However, we can get 
inspired when we are with someone who is different from our-
selves. Individual employees need to think that it is natural for 
people to have various differences and to accept differences in 
gender, age, nationality, religion and others. They need to accept 
those who are different from themselves. Even when they have 
similar backgrounds, ways of thinking differ between people. If 
employees accept each other’s differences and create something 
based on diversity, they can make new findings.
 Without diversity, you cannot generate epoch-making innovations.

*3  In 1973, Dr. Esaki became the fourth Japanese person to receive a Nobel Prize  
(in physics).

Governance as a KOSEIHA Company

Noriko Morikawa  I have recently assumed the position of outside 
director but have already found that top management of Showa 
Denko is well aware of the importance of governance. Based on 
my past experiences, it is not easy for a company to raise internal 
awareness of governance and maintain it. Showa Denko has a 
range of affiliated companies and I want to check whether the 
affiliates ensure governance as the head office does for 
 governance as the entire group.
 In the current “With coronavirus” situation, companies have 
been forced to change their systems and work styles and I think 
they have found out what is unexpectedly easy to do and what is 
difficult to do in the circumstances. I want Showa Denko to make 
progress toward the next step by clarifying what it can do and 
what it cannot do.

Kohei Morikawa  It is true that the novel coronavirus has caused 
various changes, which might help us make progress, although 
we have to wait for several years to see whether it truly helped us 
make progress. But believing that it will, I would like to make 
Showa Denko a company that can flexibly make changes accord-
ing to changes in the environment.

Noriko Morikawa  I worked for an accounting firm, Motorola, and 
Bosch, and now I attribute importance to “healthy skepticism.” I 
make it a rule to ask to myself, “Is it really true?” and make inves-
tigations to check whether it is true or not. As one of its outside 
directors, I would like to study Showa Denko with curiosity and 
healthy skepticism. I think I was selected to be an outside director 
for the Company in recognition of my past achievements, and I 
would like to talk with its female employees about women’s 
empowerment, making visits to their sites.
 As an outside director, I would like to contribute to making the 
KOSEIHA Company a global top-level functional chemical 
manufacturer.

“Organized chaos” is ideal for diversity.
Diversity provides the basis for  
epoch-making innovations.

What is important for the integration process 
is to make employees widely aware of the 
guidelines and vision and provide them with 
an environment in which individual employees 
can work with ownership.
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