Unicharm’s Growth Story

Unicharm’s Growth Story
Unicharm began operations in 1961 by manufacturing and selling “wood wool cement boards,” which are a type of building material.
We subsequently began the manufacture and sale of sanitary napkins in 1963. Since then, we have developed a number of original
technologies and products, and have continued to lead the industry as a pioneer in sanitary napkins. In the 1980s, we worked on
diversifying our business operations and expanded into early childhood education, wedding services, resorts, and other areas.

The partner animal (pet) business we launched during this period has sustained our growth to this day. Since the 2000s, we have
reorganized our business portfolio and sold several businesses, including our original building materials business. We are currently
utilizing the processing and molding technology for nonwoven fabrics and absorbent materials that we cultivated in the field of
sanitary napkins to expand into fields such as baby care products, healthcare products, and household products. Through these
efforts, we have extended our range of activity as a company that supports the lives of those involved in childcare, nursing care, and
housework. In anticipation of Japan’s maturing market, we have been aggressively promoting globalization since the 1980s, and we
are presently expanding our business in about 80 countries and regions around the world.

Long-term sales trends (¥ billion)
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*2 The fiscal period ended December 2014 was a nine-month transitional period due to a change in fiscal year-end.
*3 Unicharm adopted International Financial Reporting Standards (IFRS) from fiscal year 2017, ended December 31, 2017.

*1 The fiscal period ended March 1988 was a six-month transitional period due to a change in fiscal year-end.

1960 to Early 1980s

Late 1980s to 1990s

Started as building materials firm,
diversified its operations
Unicharm was founded as a building
materials company and then diversified
into nonwoven fabric products, laying the
foundations for future growth.

2000s

2010s

Moved into overseas markets, reinforced presence in Asia

Tightened business focus, rebuilt foundations for growth

Stepping up growth through further globalization

Anticipating Japan’s declining population and maturing
market, Unicharm began developing its global business,
focusing on the promising growth markets of Asia.

Unicharm channeled business resources into nonwoven fabric
and absorbent material products and rebuilt its foundations
for growth, while also accelerating business expansion in Asia.

Unicharm is accelerating growth, driven by dramatic
expansion in the Asia market. It is also moving into
Africa and South America.

Overseas expansion
1984 Established a joint venture in Taiwan-Greater China
1987 Established a joint venture in Thailand
1993 Established a joint venture in the Netherlands
Formed technology alliance for tape-type diapers in Saudi Arabia
1994 Established a joint venture in South Korea
1995 Established a joint venture in China (Shanghai)
1997 Established a 100% subsidiary in Malaysia
Established a joint venture in Indonesia

Building Materials Business

Overseas expansion
2002 Established a joint venture in the Philippines
2005 G
 ulf Hygienic Industries of Saudi Arabia was made a
subsidiary
2006 E
 stablished a 100% subsidiary in Vietnam
Established a joint venture in South Korea
2008 A
 cquired Australian Pacific Paper Products and made it
a wholly owned subsidiary
Established a wholly owned subsidiary in India
Wholly owned subsidiary established in Russia by joint
venture Unicharm Mölnlycke Rus LLC
2009 W
 holly owned subsidiary established in U.S. by joint
venture Unicharm Mölnlycke Rus LLC

2010 Established a consolidated subsidiary in Egypt
2011 A
 cquired Sumitomo Corporation’s 51% stake in U.S. pet-care
products supplier, The Hartz Mountain Corporation
Acquired Diana Joint Stock Company, a manufacturer and
supplier of hygiene products in Vietnam
2013 A
 cquired Myanmar Care Products Limited, a manufacturer and
supplier of hygiene products in Myanmar
2014 Established a joint venture in Brazil
2018 A
 cquired DSG (Cayman) Limited, which has business sites in
Thailand, Malaysia, Indonesia and Singapore

2002

1961

Feminine Care Business

2020

1963
1974

Clean & Fresh Business
Baby Care Business

1981

Marriage Information Service Business

1984

Partner animal (pet) Care Business
Education Business

1993
1986
2008

1986

Health Care Business

1987

Resorts Business
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Unicharm’s Value Creation Model/Business Model

Unicharm’s Value Creation Model

The products and services offered by Unicharm are all essential to a hygienic and healthy life. Through
business activities such as these that are closely intertwined with society, Unicharm aims to address
environmental and social issues and contribute to the realization of cohesive society (social inclusion).

-Aiming to Contribute to the Realization of Cohesive Society (Social Inclusion)-

Business Activities

Input

Output

Wellness Care

Intellectual capital
Natural capital

Social Issues/Changes in Society

Utilizing
nonwoven fabric
and absorbent
material technology
to the fullest

Human capital
Appointing
“resonant personnel”
to overseas positions
Actively using the
insights of Millennials

Building a production
framework to meet rising
demand
Empowering women and
increasing brand value
Teaming up with leading
wholesalers overseas

Financial capital
Actively investing in
growth and paying stable
returns to shareholders

Positive

Achieving a total of zero
bedridden elderly

Focusing on nonwoven
fabric and absorbent
material businesses + α

Social capital
Production capital

Outcome

Maximizing stable
cash flow

Actively investing in
growth and paying
stable returns to
shareholders

Financial capital

Realization of
a Cohesive
Society

Supplying
products and
forging close links
with consumers in
around 80 countries
and territories
worldwide

Focusing on nonwoven
fabric and absorbent
material businesses + α

Partner Animal
(pet) Care

Intellectual capital
Natural capital

Achieve healthy longevity for
partner animals (pets) and
support healthy living for
partners and their owners
Training highly
skilled staff to
develop products for
consumer needs

・Contributing to the
realization of cohesive
society (social inclusion)
・Contributing to the
achievement of SDGs
・Achievement of mid-tolong term ESG objectives
“Kyo-sei Life Vision 2030”
・Stable and sustainable
contribution to profits

Products and
Services

Negative
Feminine Care

Appointing
“resonant personnel”
to overseas positions
Actively using the
insights of Millennials

Building a production framework to meet rising demand
Empowering women and increasing brand value
Teaming up with leading wholesalers overseas

Social capital
Production capital

Creating an environment of
comfort for people, things, and
places

Changing women’s discomfort
during menstruation into
comfort

Human capital

Baby Care
Realizing an ideal child-raising
lifestyle for a bright and
healthy living for parents and
children

・Consumption of resources
・Generation of waste

Contributing to the
realization of a recyclingoriented society through
the achievement of
“Environmental Targets
2030”

● Research

and development
of resonant personnel
● Building a sustainable supply chain
● Corporate governance

● Development
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Unicharm’s Value Creation Model/Business Model

Unicharm’s Business Model
Overwhelming differentiation through nonwoven fabrics,
processing technology, and “resonant personnel”

absorbent material

Unicharm will focus on its nonwoven fabric and absorbent material processing technology, as well as the development of
“resonant personnel” who proactively identify issues and formulate and execute strategies amidst the ever-changing
environment that has become the new normal. In doing so, we will secure a high degree of competitiveness and profitability by
investing management resources in growth markets and businesses. By reinvesting the cash generated through these activities
in new growth markets and businesses, we will create a virtuous cycle and enable sustainable growth and high profits.

Business Activities

Megatrends
Aging societies in
advanced markets

Resource depletion,
global warming

Advances in AI, IoT
and other
technologies

Increasingly diverse
values

Globalized society

Financial capital

ESG
Strategy

Opportunities
● Increase in spending per child
 ising demand for products and services
●R

that make life easier for women
● Increase in elderly people aiming for healthy
retirement
 ore people seeking comfort from pets
●M
 rowth in middle-class consumers seeking
●G
more hygienic lifestyles
 ising demand for safe products that offer
●R
peace of mind
 reater pressure on companies to help
●G
solve social issues

Intellectual capital
Natural capital

Maximizing stable
cash flow

Training highly
skilled staff to
develop products for
consumer needs

Supplying
products and
forging close links
with consumers in
around 80 countries
and territories
worldwide

Human capital
● Appointing “resonant personnel”
to overseas positions

Social capital
Production capital

Capital expenditures for
the fiscal year ended
December 2020:

33,805 million yen

● Building a production framework to meet rising
demand
● Empowering women and increasing brand value

 isks related to the sales environment in
●R

▶ See the “Business risks and other risks” of page 89

7,808 million yen

● Actively using the insights of
Millennials

Risks
conditions of intense competition
 isks related to the changes in population
●R
structure
 verseas business risk
●O
 aw materials price volatility risks
●R
 isks related to environmental problems
●R
 isks related to climate change
●R
 isks related to the reliability of products
●R
 isks related to legal compliance violations
●R
 isks related to intellectual property
●R
including patents and trademarks
 isks related to disasters and accidents
●R
 isks related to acquisition, partnership,
●R
business consolidation, etc.
● Information leak risks

R&D expenses for the
fiscal year ended
December 2020:

● Focusing on nonwoven
fabric and absorbent
material businesses + α

Realization of
a Cohesive
Society

● Actively investing in growth and
paying stable returns to
shareholders
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Medium-term
Management
Plan

Utilizing nonwoven
fabric and absorbent
material technology to
the fullest

Economic growth in
emerging markets,
rising global population

Achieving Our
Mid-to-Long term
Targets
(Financial and ESG)

● Teaming up with leading wholesalers overseas

[Formulation of The Unicharm Way]

[Management with Resonance]

Purpose

SDGs
To Realize a Cohesive Society = Social Inclusion
A cohesive society is one where each
person is independent and supports
others in a way that allows each person to
have just the right sense of distance so
that, in addition to vulnerable members of
society, those who are at a disadvantage
either temporarily or for an extended
period due to aging, illness,
childbirth, menstruation or
others can live their own
lives regardless of the
situation.
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Front-line
employees

Managementlevel staff

The front line learns about
management perspectives
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Strengths that Support Unicharm’s Sustained Growth

Strengths that Support Unicharm’s Sustained Growth
Unicharm’s Corporate Culture Inherited from Its Founding
From “Three Types of DNA” to “BOP-ship”
Unicharm, which has maintained sustainable growth, has
nurtured a corporate culture and spirit called the “Three
Types of DNA” that has been passed down ever since its
founding. In recent years, our business activities have
spread from Japan to the rest of Asia, as well as to the
Middle East, Europe, and the United States. Because the
number of employees born overseas is increasing, we
have begun rephrasing the “Three Types of DNA” as
“BOP-ship” to make it easier for overseas employees to
understand. The “Three Types of DNA” and “BOP-ship”
are corporate values that support the basis of our
activities, and are common values that each and every
employee, including top management.

Three Types
of DNA

Growth through
learning from
failures

Changing yourself
and achieving
self-growth to create
new value

Find reason
within
ourselves

Changing
values

A presence in roughly 80 countries and regions worldwide

Always providing our
customers with the
ultimate satisfaction

Maintain our
No. 1 position

BOP-Ship
Absorb the best as
soon as possible

Best
Practice-ship

Take the initiative and
overcome difficulties

Ownership

Always focus on
collaboration with
altruism

Partnership

◆ Best Practice-ship (Changing values)
This refers to frantically accumulating best practices, abandoning your past preferences, constantly making updates, and
incorporating the best practices at the time with an emphasis on speed.
◆ Ownership (Find reason within ourselves)
This refers to thinking of everything as your own responsibility and thinking and acting independently as if you are paranoid to
overcome difficulties.
◆ Partnership (Maintain our No. 1 position)
Partnership entails always respecting collaboration with one’s peers in an altruistic manner. Collaboration creates
communication that transcends internal and external boundaries, and further cultivation of this dynamic leads to innovation.

Unicharm aims to address social issues by providing new value through the addition of various services
to high value-added products that utilize our nonwoven fabric and absorbent material processing and
molding technology. To do this, we channel management resources into our nonwoven fabric and
absorbent material businesses, allowing us to launch products that accurately meet customer needs
ahead of rivals, thanks to our position as a specialist manufacturer. Backed by powerful technical
capabilities, we supply a balanced range of products for partner animal (pet) owners and people of all
ages – from babies to the elderly – limiting our exposure to demographic changes and supporting
Unicharm’s sustained growth.
Childcare/partner animal (pet) care
Life
Stage

School

Baby and child care

Employment

Pregnancy/
childbirth

Parental care

Second life

Generating stable profits by limiting investment to the
bare minimum

Growth regions such as Asia, the Middle East,
North Africa and South America
Actively investing management resources

One’s own care

The popularity of Unicharm products in many consumer markets around the world reflects our efforts to
develop products tailored to the cultures and living environments of each country and region, backed
by detailed research into local lifestyles and consumption habits. At the same time, we have been
working to distribute our products to as many retailers as possible and communicating the value of our
product range to the fullest by working with retailers to create shopper-focused sales areas using digital
technology.
To remain competitive amid rapid advances in IT and globalization, we have to think and act faster.
Using a dynamic cycle of trial and error, we will adjust our “winning patterns” to match changes in the
operating environment and transfer them to overseas markets.

Winning
patterns
overseas

＝

Good products
for local markets

＋

Stable production of
competitively priced products
tailored to local needs

Baby and child care

Maturing regions such as North America and Europe

Evolution of our “winning patterns”

Supplying indispensable products to a wide range of customers
in many regions worldwide

Birth

Unicharm has expanded its business globally and
now has a presence in around 80 countries and
regions worldwide. We divide our markets into two
main types based on the business model we use:
direct market participation and technical support.
We are investing heavily in regions with the potential
for long-term growth, such as Asia, the Middle East,
North Africa and South America. In those regions,
we are setting up our own manufacturing and sales
operations and transferring management authority
to local subsidiaries, giving us the ability to respond
rapidly to changes in local consumer needs. By
contrast, in the large but maturing markets of North
America and Europe, we are generating stable
earnings by minimizing our investment outlay
through technology licensing agreements with local
partners. In addition, we are rapidly expanding our
sales areas overseas by building strong networks
with leading wholesalers in local markets and
promoting early uptake of our products.

Strong sales
network

＋

Display as many products as
possible in as many stores as
possible

Skillful marketing

×

Speed

Ensure consumers are fully
aware of product value

Feminine care
Wellness care
Partner animal (pet) care
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Strengths that Support Unicharm’s Sustained Growth

Strengths that Support Unicharm’s Sustained Growth
Implementing strategies for each phase of market growth

Introducing a new management approach to create an organization
that “moves ahead while thinking”

Unicharm implements clear strategies tailored to each stage of market growth: early stage, growth stage,
uptake stage and mature stage. Based on careful analysis of these growth phases, we work to boost
market uptake and maximize profits by launching the right products at the right time in each market.
There is a close correlation between market uptake rates for nonwoven fabric and absorbent material
products and per capita GDP in each country. Our research shows that uptake rates for feminine care
products and disposable baby diapers jump sharply when per capita GDP exceeds $3,000. When per
capita GDP rises to a high level, uptake for feminine care
[Market growth stage for disposable baby diapers]
products and disposable baby diapers reaches a ceiling, but
market uptake increases for disposable adult diapers and
partner animal (pet) care products. Demand for feminine care
products and disposable baby diapers is currently growing
Products with
across many emerging markets in Asia, Africa and South
more value
America. Going forward, we also anticipate rising demand
More diverse
product lineup
Disposable baby
for disposable adult diapers and partner animal (pet) care
diaper uptake rate
products in Asia, as well as in advanced markets. In addition,
Growth in number
of diapers used
in countries and regions where there is poor understanding
per day
about menstruation and a lack of social infrastructure, we
Rising usage rates
are working with governments and local NGOs to help
Market growth stage
women play a greater role in society. Those efforts also help
to increase recognition of the Unicharm name overseas and
Early stage
Growth stage
Uptake stage
Maturing stage
improve our brand image.

Implementing our strategies using “Management with Resonance”
– close cooperation between management and frontline employees
At Unicharm, management uses feedback from frontline
operations to develop strategies that are carefully explained
to employees, allowing our workforce to gain insights into
management’s point of view and act accordingly. This
balanced approach to communication significantly improves
the capacity of the whole organization, helping management
and frontline employees work together towards shared goals.
We call this “Management with Resonance,” and it is a major
factor behind the Unicharm’s growth. In addition, to ensure
that our overseas expansion, which entails the introduction
of winning patterns established in Japan in accordance with
local culture and needs, has a greater chance of success, we
are also nurturing internationally minded “resonant
personnel” who have a deep understanding of Unicharm’s
DNA, corporate culture and strategies, and actively sending
them to positions overseas. Moreover, the number of
millennials born between 1982 and 2000 has been
increasing, and this generation will become the main
consumers in the future. For this reason, we have been hiring
employees in their 20s and 30s and reflecting their unique
ideas in our management strategy.
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Change has become commonplace in recent years,
and we are living in an age where major, unexpected
change has become the “new normal.” To generate
sustained growth under those conditions, we need
an organization capable of radical shifts in direction.
Specifically, we have to constantly adjust our
approach – identifying signs of change and
improvising in response to ongoing developments in
the operating environment, without sticking too
much to our original plans. To create that kind of
organization, we have introduced a new
management approach based on the observeorient-decide-act (OODA) loop method, which is an
evolution of our previous SAPS Model that
emphasized the plan-do-check-act (PDCA) cycle.
Our aim is to create an organization where
employees use their initiative to make decisions and
take actions themselves, with each frontline
employee assessing the situation using first-hand
i n f o r m a t i o n f ro m t h e b u s i n e s s f ro n t l i n e t o
understand specific situations, fine-tuning their
senses and combining their intuition with business
experience and expertise.

[Philosophy of SAPS method]

PDCA

A

P

Act

Plan

Possibility that we are not able
to address environmental
changes not foreseen initially

[Philosophy of OODA-Loop]

OODA-Loop

O

O
O

A

O

A

O

A

Observation

Action

Orientation

O

D

O

D
D
Decision

Establish a mechanism where we
constantly review “approaches”
and make fundamental changes

Targets

“New normal where changes become the norm”

The wisdom of the front line
is utilized by management
Front-line
employees

The front line learns about
management perspectives

C

D

[Management with Resonance]

Managementlevel staff

Check

Do

O

Observation: Observe situation using the five senses.

O

Orientation: Determine the situation using information obtained along with past
experiences and knowledge.

D

Decision: Make the right decision from the options available.

A

Action: Take action promptly. (Repeat loop)
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