
1 Capital Alliances
Executive Vice President

Chief Stakeholder Engagement Officer

(Concurrently) Capital Alliances

Kenji Kobayashi

A New Framework for Growth



1

1

© Copyright 2025 Mitsubishi Corporation

President/

CEO

Driving growth 

through 

cross-sector, 

portfolio-level 

thinking

Business segments

Deal support

Company-wide 

perspective

Collaboration

Accumulation 

of M&A 

knowledge

Diverse portfolio and 

projects

Broad industrial footprint

* Excerpt from the FY2025 organizational chart 
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◼ Established as directed by Mitsubishi Corporation (MC’s) president / CEO and positioned alongside the Corporate Strategy & Planning

Department.

◼ This initiative operates under my dual role as Chief Stakeholder Engagement Officer (CSEO), leveraging my direct engagement with

investors and other key stakeholders. We are implementing initiatives that contribute to company-wide portfolio transformation from both

short and long-term perspectives:

• Capital Alliance Office: Combines the insights and financial strength of institutional investors with MC’s capabilities to accelerate impactful,

large-scale value creation that goes beyond individual projects.

• Corporate Venture Capital (CVC) Office: In addition to acquiring tech intelligence, the CVC office focuses on launching next-generation

businesses that contribute to the future transformation of our portfolio.

1. Overview of the Capital Alliance Organization
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Example of 
Complementary 

Partnership

MC’s Strengths

• Broad industrial footprint and global network

• Deep insight and trust built as a player within 

multiple industries

• Value enhancement driven by cross-sector 

perspective and integrated strength

• Flexible investment horizon—from short-

/mid-term to long-term

• Investment style and portfolios unconstrained 

by corporate strategy or synergies

• Proven PMI playbooks for near-term value 

creation

• Robust global deal flow

• Significant capital reserves and flexible capital 

structures

ExitEvaluation & Execution /
Value Enhancement Sourcing

MC

Financial Investors’ Strengths

Investors

Strengths and 

Capabilities

Diverse deal pipeline driven by 

MC’s broad industrial footprint

Support and execution for 

governance improvement, global 

expansion, and industry realignment

Focused transformation 

and value creation based on an 

investment horizon

Potential for 100% acquisition by MC 

upon realization of synergies

Multiple exit options

×

Financial 
Performance 
Enhancement

Multiples

◼ By combining complementary strengths, we aim to broaden the scope of opportunities and enhance mutual value.

◼ Our objective is not limited to short-term value enhancement at the investee level, rather, we seek to leverage MC’s integrated

strength to pursue extensive value creation, ultimately enabling the formation of large-scale businesses and industry realignment.

2. Capital Alliances: Strategic Rationale for Collaborating with Financial Investors
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Create/expand businesses 

by bringing and 

complementing the 

strength of financial 

investors with multiple 

investment portfolios

3. Capital Alliance Office: 

Illustrative Deal Concepts through Collaboration with Financial Investors

Three

Strategic 

patterns

1 
Industry 

Consolidation

and Corporate 

Turnarounds

2 
Portfolio 

Rebalancing

3
New 

Business 

Creation

Revitalize industries and 

turnaround companies facing 

operational challenges through 

bolt-on acquisitions, overseas 

expansion, and M&A.

Rebalance the business 

portfolio and strengthen 

the focus areas by 

selling and acquiring 

specific assets between 

MC and financial

◼ Accelerating growth by driving business and portfolio transformation through strategic partnerships with financial investors.

Portfolio B Portfolio CPortfolio A

Joint ventures in 
areas with 
potential 
synergies

STEP 1

Strengthen business through bolt-on 

acquisitions and industry consolidation
STEP 2

Redefine MC’s holding policy

(Increase MC’s equity 

stake etc.)

STEP 3

EXIT

Joint Venture
(Sector Platform)

Financial investor
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1 Based on US  startup investment allocation from 2020 to 2024.

AI / software

Biotech

Startup 

investments 

by sector
(MC estimate)

Environmental 

energy Consumer 

products

Raw 

materials

■AI/software

■Biotech

■Fintech

■Content

■Consumer products

■Data security

■Robotics/autonomous driving

■Environmental energy

■Space/defense

■Hardware/Internet of Things (IoT)

■Devices

■Raw materials

■Next-generation

computing

US startup investment allocation:

10% approx.

MC’s investment allocation:

60% approx.

Outer Ring: Share of total US startup investments (~US$ 13 trillion)1

Inner Ring: Share of MC’s total startup investments (~JPY 40 billion)

AI / Software / Biotech / 

Fintech / Digital Content
Consumer / Environmental Energy / 

Raw Materials

MC’s investment allocation:

25% approx.

US startup investment allocation:

70% approx.

◼ Currently, our startup investments tend to focus on areas adjacent to our existing businesses, resulting in gaps in coverage

across emerging high-growth segments.

◼ Notably, our exposure to sectors such as AI / software and biotech remains significantly lower compared to their share in the U.S.

startup investment landscape.

4. CVC Office: Current Status of Our Startup Investments
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Consumers Fintech

Content Data Security

Devices

Raw materials
Next-generation computing

Environmental energy

Robotics/autonomous driving

Space

Hardware/IoT
Biotech

AI/software

Investment areas are categorized into three types based 

on risk exposure in terms of technological hurdle and 

market hurdle:

• In the Market-Driven category, we are focusing on AI / 

Software

• In the Technology-Driven category, we are focusing 

on Biotech

• In the Frontier category, we are focusing on Space, 

Hardware/IoT, Next-Generation Computing, and 

Robotics/Autonomous Driving

Focus 
area

Focus 
areas

Focus 
area

B: Technology-Driven C: Frontier

A. Market-driven

◼ We focus on high-potential domains and areas underrepresented from a company-wide perspective, with the aim of cultivating

medium- to long-term business opportunities.

◼ In addition to securing strategic returns via these investments e.g. acquiring tech intelligence and creating new businesses to

transform our portfolio, we will also pursue disciplined financial returns.

5. CVC Office: Strategic Priorities for Future CVC Investments


