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Seminar Report : "A Prescription for Purpose Management
and Enhancement of Corporate Value
- Insights from Professor Mayer"

Akane Enatsu

I Summary 1

1. In April 2025, Nomura Securities welcomed Dr. Colin Mayer, Emeritus Professor of
Management Studies at the Said Business School at the University of Oxford and leading
expert on corporate governance and purpose management, to headline an online seminar
titled “A Prescription for Purpose Management and Enhancement of Corporate Value -
Insights from Professor Mayer.”

2. Professor Mayer identified Japan as an important region and emphasized the importance
of balancing economic, financial, environmental, and social considerations, while
respecting Japan’s traditional emphasis on social considerations. Regarding the structure
of corporate ownership, he pointed out the importance of replacing cross-shareholdings
that are currently being unwound with a more balanced ownership structure that includes
highly diversified institutional investors and strategic investors, including other
companies. In addition, Professor Mayer offered meaningful comments on such issues as
balancing problem-solving and profit generation, enhancing the value of Japanese
companies and Japan as a region, and balancing the interests of short-term investors and
long-term management.

3. Financial markets and businesses are expected to be greatly affected by changes in
domestic and foreign monetary policies and the political environment, which will
continue to make it difficult to forecast future conditions. From that perspective, this
seminar’s content suggested continued efforts to move forward that leverage the
traditional strengths of Japanese corporations while focusing on purpose and being aware

of the need for balance will be crucial to further enhancing corporate value.
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Introduction

In April 2025, Nomura Securities held an online seminar titled “A Prescription for Purpose Management

and Enhancement of Corporate Value - Insights from Professor Mayer.”

Dr. Colin Mayer', Emeritus Professor of Management Studies at the Said Business School at the University
of Oxford, is a leading expert on corporate governance and purpose management. In his book Capitalism
and Crises: How to Fix Them, published in January 2024, Professor Mayer states that the purpose of business
is to solve the problems of people and the planet profitably, and not profit from causing problems (Figure 1).
He argues that, to realize this idea, it is necessary to implant “moral laws (do unto others as they would have

done unto them)” into various parts of the capitalist system.

The recent Nomura Securities online seminar was a two-part program. The first half featured a lecture in
which Professor Mayer presented his thoughts on a prescription for enhancing corporate value that focuses
on a company’s purpose. The second half was held in a dialogue format moderated by Dr. Akane Enatsu,

head of the Nomura Research Center of Sustainability at the Nomura Institute of Capital Markets Research.

Figure 1: Photo of Professor Mayer and Cover of the Book “Capitalism and Crises: How to Fix Them”

Professor Colin Mayer “Capitalism and Crises: How to Fix Them”

COLIN MAYER

CAPTALSH
MO ERSE

HOW To Lix Tl

Source: Colin Mayer, “Reimaging Capitalism: Solutions for a World in Crisis and Japan in Transition,” April 2025

! Biography: Colin Mayer is Emeritus Professor of Management Studies at the Said Business School at the University of
Oxford and Visiting Professor at the Blavatnik School of Government at the University of Oxford. He is a Fellow of the
British Academy, the Centre for Economic Policy Research and the European Corporate Governance Institute, an Emeritus
Fellow of Wadham College, Oxford, an Honorary Fellow of Oriel College, Oxford and St Anne’s College, Oxford, and he
has an Honorary Doctorate from Copenhagen Business School. He is a member of the Board of Trustees of the Oxford
Playhouse, and he was co-chair of the Scottish Government Business Purpose Commission, and a member of the UK
Government Natural Capital Committee, the UK Competition Appeal Tribunal and the International Advisory Board of the
Securities and Exchange Board of India. He was chairman of Oxera Ltd. between 1986 and 2010 and a director of the energy
modelling company, Aurora Energy Research Ltd between 2013 and 2020. He was appointed Commander of the Order of
the British Empire (CBE) in the 2017 New Year Honours. Professor Mayer’s most recent book “Capitalism and Crises: How
to Fix Them” was published by Oxford University Press in January 2024.
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n Lecture: “Reimaging Capitalism: Solutions for a World in Crisis and Japan in Transition”

1. Japan's Economic Issues and Corporate Governance Reforms
The world is currently in the grip of multiple crises. The global financial crisis that started in 2008 has been
followed by growing concerns about environmental and biodiversity crises, and now trade wars are emerging.

In this environment, Japan is undergoing a fundamental transformation.

For example, a recent annual survey? measuring trust in institutions and leaders in 28 countries conducted
by Edelman, a major global PR company, revealed that trust in companies is low in many developed countries,
including Japan and the United Kingdom. People’s trust in employers tends to be higher than their trust in

companies in general, but trust in employers in Japan is lower than in other countries.

This low trust level is likely due to the Japanese economy’s low growth, productivity, and international
competitiveness. Corporate governance reforms have been introduced with the aim of resolving these issues.
In addition, cross-shareholdings, which have played an important role in the Japanese economy for decades,
are finally being unwound, and overseas institutional investors are increasing their holdings of Japanese
shares and have become more actively involved in corporate acquisitions. While efforts intended to promote
economic revitalization and growth in Japan may have some positive effects, there also are concerns that

they could have a negative impact on society and the environment.

2. The Concepts of “Measured Profit” and “Just Profit”

Japan’s economy is currently dealing with various problems. With deregulation, political and social divisions,
and populism on the rise in other countries and regions, attention is focusing on whether Japan can be
successful in an increasingly more competitive global economy. The points that need be considered are: (1)
are there better methods for promoting efficiency, growth, and investment that will contribute to protecting
social considerations, (2) is there a corporate governance system that balances efficiency and social
considerations, (3) what kind of corporate ownership structure would be most suitable, and (4) what is the

role of government and regulatory laws in achieving this balance.

The key to understanding these issues is the primary driving force behind capitalism: corporate profits. Profit

is the source of corporate resources and the incentive that motivates companies.

Capitalism cannot exist without profits, but the way profits are measured is a problem.

Profit has traditionally been viewed as the difference between revenues and costs. Costs include the cost of

2 Edelman Trust Institute, “2024 Edelman Trust Barometer—Supplemental Report: Insights for the Financial Services Sector,”

May 2024.
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labor, supplies, and capital. These expenses are referred to as “measured cost” and profit is “measured profit”

(Figure 2).

Figure 2. “Measured Profit” and “Just Profit”

TOTAL VALUE Social improvement
Just profit increment
Environmental improvement
TRUE COST

Supply detriment

Measured profit

Labour detriment

Environmental detriment

MEASURED COST
Capital cost

Supply cost

Wages

Source: Colin Mayer, “Reimaging Capitalism: Solutions for a World in Crisis and Japan in Transition,” April 2025

However, this approach fails to take into account certain costs. These are the detriment imposed on workers
from low wages, the detriment imposed on the supply chain from low prices, and environmental detriments
caused by emissions and pollution. If companies recognize the cost of mitigating these detriments as
expenses, the “true cost” will be revealed. “True cost” will be more than “measured cost” and profit will be

lower. Profit calculated in this way is referred to as “just profit.”

Since “just profit” is less than “measured profit,” companies that work to mitigate the above detriments may
become uncompetitive. Regulations can help such companies remain competitive, but regulatory measures

have met with much opposition in the United States.

This has led to the emergence of a new way of thinking about profit that leads us to encourage companies
and investors to aspire to achieve loftier goals. Rather than using the weeds of entanglement and exploitation
to generate unjust enrichment, companies must be encouraged to ride the waves of innovation and inspiration

and profit by solving problems rather than causing them.
This way of thinking will be crucial to the future of the Japanese economy. In other words, corporate purpose

and the purpose of investments by investors and companies will shift to a “problem-solving purpose.” This

means that companies will not profit by causing social and environmental problems, but by solving them.
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3. Profit Measurement for Realizing True Purpose

What is a company’s true purpose? The true corporate purpose is to produce profitable solutions to the
problems that people and our planet are facing. In other words, profit should be generated by solving
problems, not by causing them. The key to achieving this ideal will be how we encourage companies, and

how companies measure their performance.

From this perspective, it would be nice to see the types of information disclosure internationally. The IFRS
Foundation, which is responsible for International Financial Reporting Standards (IFRS), publishes
sustainability-related disclosure standards, which asks companies to disclose the extent to which they are
investing in activities that may be exposed to social and environmental risks. The European Union (EU)
Corporate Sustainability Reporting Directive (CSRD) requires the disclosure of environmental and social

impacts in addition to risks for investors.

However, attempts to regulate capital markets and corporations face serious headwinds. This opposition
stems from concerns that regulations increase business costs, making it difficult for both investors and
companies to compete. In March 2025, the U.S. Securities and Exchange Commission (SEC) withdrew some
of its more ambitious initiatives®, and the EU’s Omnibus Package announced in February 2025 includes

proposals to simplify EU sustainability reporting rules®.

These recent developments aside, I would like to introduce a method for measuring corporate performance
and calculating profits from the perspective of connecting problem-solving to corporate profits. First, “true
cost” is calculated by adding “measured costs” to the cost of mitigating earlier mentioned detriments. This
“true cost” is the same as “total capital maintenance” (Figure 3). I then use generated profit and total capital

enhancement to determine if environmental and social problems are being solved.

3 U.S. Securities and Exchange Commission, “SEC Votes to End Defense of Climate Disclosure Rules,” March 27, 2025.
4 European Commission, “Commission Simplifies Rules on Sustainability and EU Investments, Delivering over €6 billion

in Administrative Relief,” February 26, 2025.
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Figure 3: Concept of Profit Measurement for Realizing True Purpose
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Source: Colin Mayer, “Reimaging Capitalism: Solutions for a World in Crisis and Japan in Transition,” April 2025

4. Optimal Ownership Structure for Japanese Companies

Corporate ownership structures will be a key to achieving these changes. The ownership structure of
Japanese companies has changed dramatically since World War I1. During Japan’s period of rapid economic
growth, bank ownership increased. Then during the lost decade that followed the bursting of the 1980s
economic bubble, bank ownership decreased, while the ownership share held by foreign institutional

investors increased. At the same time, corporate cross-shareholdings began to attract attention.

With corporate Japan now entering a period of change, cross-shareholdings have come under some criticism.
However, cross-shareholdings are not disappearing but are changing to a new form: strategic investments by

multiple companies.

One example is a transaction by a major automobile manufacturer in Japan. In 2006, the automaker bought
back its shares held by a foreign automaker. Soon thereafter, the company’s shares began attracting more
strategic investors, including a Japanese steelmaker and banks in 2007 and a different foreign automaker in
2010. This kind of ownership, in which companies strategically hold shares in each other, probably will come

under closer examination in the future.

There are many other examples of such strategic investments. Some of the world’s most successful
companies have similar ownership structures. For example, a Danish foundation once held 75% of the total
voting rights of a company in which it was invested. The remaining shares of the company were traded on
the Denmark and New York stock exchanges. That company is now hugely successful and has one of the

world's largest market capitalizations.
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Finally, I would like to emphasize that complete dispersion of ownership is not the only solution to the
decline in cross-shareholdings in Japan. There are strategic investors who invest in companies in pursuit of

a purpose with a long-term perspective.

Looking ahead to the next ten years, it will become increasingly important for companies to generate profits

while solving problems, rather than causing problems for society and the environment.

m Dialogue: Purpose Management and Enhancement of Corporate Value

During the dialog discussion about purpose management and enhancing corporate value, we asked Professor
Mayer for his views about (1) Nomura Group’s purpose, (2) balancing issue-solving and profit generation,
(3) Japan as a region and how Japanese companies should improve their corporate value, (4) short-term

investors and long-term management, and lastly, we asked him for (5) words of encouragement for Japan.

1. Nomura Group’s Purpose
1) Moderator’s Question
As Nomura Group celebrates its 100th anniversary in December 2025, the Group has formulated the
purpose: “We aspire to create a better world by harnessing the power of financial markets.”> The
company formulated this purpose under the spirit of contributing to society and stakeholders through

finance, inherited from our founder, Tokushichi Nomura.

Professor Mayer, would you please tell us your impression of Nomura’s purpose and what the key is to

using purpose to increase corporate value?

2) Professor Mayer’s Comment
Nomura’s stated purpose is to create a better world by harnessing the power of financial markets, and I

believe that this is exactly what financial institutions should do.

Financial markets have great potential. By providing funding to corporations, they can fundamentally
change the world in which we live. Funding provided by financial institutions should be used to improve
social, environmental, and human conditions, and this is an extremely important crucial goal for

financial institutions.

To realize this goal, it is essential that this purpose be understood throughout the entire organization. It is
important to understand the importance of purpose, why this word was chosen, and what it truly means.

Everyone who works at Nomura needs to be aware of their role in contributing to the realization of'its purpose.

5 Nomura Holdings, “Nomura Announces Group Purpose,” April 1, 2024,
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2. Balancing Issue-Solving and Profit Generation

1)

2)

Moderator’s Question

If a company defines its purpose as “balancing sustainability-related issue-solving and profit generation,”
in other words “to make a legitimate profit”, what are the main challenges to realizing this? If it is a

problem of corporate management, what can be done to incentivize management, or is it a problem of

investors?

Professor Mayer’s Comment

There are three points that are important for effective execution of purpose.

First, the company must cultivate a corporate culture and values that will foster appropriate behavior
and actions by all of the people who work in the organization. If this is done, the people who work in

the organization will understand how to behave and act in line with the company's purpose.

Two key factors for instilling the right culture and values in a business are (1) recognition by the people
who work in the organization, and (2) delegation of authority. People need to be aware of how they can
contribute to realizing the goal of sustainable profit generation. By delegating authority, people will
recognize that having an appropriate culture and values is necessary to drive the business forward. I
also feel that people who are given the authority to make decisions can contribute to instilling the
corporate culture and values in others. In other words, to instill culture and values in an organization, it
is important to delegate authority to people lower down in the organization and thereby raise their
awareness. By delegating authority, people at lower levels of the organization can feel that they can

contribute to realizing the company’s purpose.

The second point is to link incentive programs, compensation, promotions and evaluations to realizing
the company’s purpose of sustainable profit generation. The key here is to base evaluations of corporate
performance on its purpose or, in other words, to reflect sustainability-related goals in the performance

evaluation.

Through this linkage, workers will feel that the organization is doing what it says it will do, and they
will be able to trust the organization’s efforts wholeheartedly. They also will feel that a sustainable and

highly profitable purpose will determine their compensation and promotions.
The third point essential to the effective execution of a company’s purpose is to ensure that investors’

interests are consistent with the company’s objectives and that investors can evaluate the company’s

performance in terms of its sustainability and financial goals.
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3. Japan as a Region and How Should Japanese Companies Improve Their Corporate Value

1)

2)

46

Moderator’s Question

We can observe regional disparities in the global sustainability landscape, such as the anti-ESG
(environment, society, governance) trend in the United States and the announcement of the Omnibus
Package to simplify sustainability-related regulation in the EU. Under these circumstances, how do you
view Japan as a region, and how do you think Japanese companies should improve corporate value

based on purpose management?

Professor Mayer’s Comment

Japan is now a very important region in discussions about economics, politics, and society. The reason
why [ think it is important is the traditional trends in Japanese companies. In Japan, there has
traditionally been a tendency to emphasize social considerations and social issues. This can be seen in
the historical practice of lifetime employment in Japanese companies. However, in recent years, greater

importance has been attached to economic and financial considerations, reflecting global trends.

In many countries, including the United States and in Europe, both financial and product markets are
being deregulated. Japan has the potential to realize an appropriate balance through the promotion of
free markets. In other words, it is important to strike a balance between the incentives that can be
obtained from the deregulation of free markets and the continued emphasis on social and environmental

considerations.

Japan could serve as a role model if it realizes a correct balance. A correct balance will be realized by
thinking about correct ways to generate profits. In other words, profit should be generated by solving
problems, not causing them. This clearly is a powerful method for realizing the correct balance between

economic, financial, environmental and social considerations.

We are currently seeing efforts to achieve a correct balance in Europe. However, the extent to which
environmental and social factors are being emphasized at the same time as economic and financial
factors varies from country to country, even within Europe. For example, the United Kingdom has a
history of attaching greater importance to financial markets and a free market than other European
countries. On the other hand, Scandinavian countries such as Sweden, Norway and Denmark tend to
attach greater importance to social factors. Despite these differences among European countries, Europe
as a whole tends to recognize the importance of environmental and social factors more strongly than

the United States.

In Europe, we have recently seen moves to correct course, such as the announcement of the Omnibus

Package, which is presenting companies with a great opportunity. Opportunities are created when
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companies come up with innovative solutions to environmental and social problems. Europe can play
a role in recognizing such opportunities. Influential European companies and governments understand
that they benefit from solving problems rather than causing them. They are aware that this will not only
enable them to realize business and investment successes but will also enable them to contribute to

improving the environment and society at large.

4. Short-Term Investors and Long-Term Management

1)

2)

Moderator’s Question

In Japan, the “Guidelines for Corporate Takeovers” compiled by the Ministry of Economy, Trade and
Industry (METTI) in August 2023 has led to a growing trend toward “acquisitions without consent” by
activist shareholders. What are the keys to achieving long-term enterprise value enhancement by
implementing purpose management from a longer-term perspective while sincerely responding to

activists who are generally more short-term oriented?

Professor Mayer’s Comment

Capital markets and the “markets for corporate control” (e.g., hedge fund activism and the takeover
market) impose important discipline on corporations. This helps ensure that companies have an efficient
and profit-generating structure. However, this market influence can also lead companies in the wrong
direction. In other words, it can lead to companies focusing on short-term financial considerations and
efficiencies that generate short-term results, rather than long-term value creation, in which they also

value the importance of their business having a favorable impact on society and the environment.

What’s important is achieving an appropriate balance? The world's most successful economies and
corporations achieve that balance through an optimal ownership structure. Specifically, that is an
ownership structure that provides benefits to short-term shareholders with diverse shareholdings, such
as institutional investors, and to owners with a more long-term controlling and strategic interest in the

company.

For example, strategic sharecholdings between companies in Japan could be a method for achieving
balance. In addition to business performance, strategic shareholdings could contribute to the
maintenance of a long-term view on environmental and social impact. This balanced corporate
ownership structure promotes both efficiency and performance. At the same time, it enables

management to focus on the company's problem-solving purpose.
However, it will likely take time for companies to realize optimal ownership structures. In recent years,

we have seen Japanese companies shifting away from traditional cross-shareholdings to achieve more

optimal ownership structures. By that I mean they are shifting their cross-shareholdings from one
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company to another that represents a more long-term strategic investment. This shift could provide a
strong foundation for achieving a more appropriately balanced ownership structure. Companies need to
approach this process without rushing and take a long-term perspective to understand where they are

heading.

In recent years, Japanese companies have made good progress in bringing together strategic investors
and institutional investors into their shareholder ownership structure. To achieve an optimal ownership
structure, they need to avoid excessive bias towards overseas institutional investors and continue to

promote the shift to strategic investors.

5. Words of Encouragement for Japan

1)

2)

48

Moderator’s Question
Would you please provide the Japanese companies and financial market participants with some words

of encouragement from the perspective of purpose management?

Professor Mayer’s Comment

Now is the perfect time for companies to generate profit by helping to solve problems. This is because
technological innovations are generating tools that have the potential for producing significant results.
For example, future advances in satellite technology will enable us to see the conditions of nature
around the world and provide detailed information on the condition of plants and trees. Advances in
social media are another example. Social media will enable companies to determine if their employees
feel the company is doing everything in its power to solve problems. The same can be said about the
advancement of blockchains, which will enable companies to see how people in their supply chain are
treated and whether their employment conditions are fair or not. And artificial intelligence (AI) will

enable them to process all that information.

Simply put, future technology will facilitate change. The power of business and investment will be more
easily transformed into activities to solve problems. Activities that currently are costly may become
profitable in the future. Future technologies may provide opportunities to use methods that currently

have little value to serve as solutions to existing challenges.
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Conclusion

In this seminar, Professor Mayer identified Japan as an important region and emphasized the importance of

balancing economic, financial, environmental, and social considerations, while respecting Japan’s traditional
emphasis on social considerations. Regarding the structure of corporate ownership, he pointed out the
importance of replacing cross-shareholdings that are currently being unwound with a more balanced
ownership structure that includes highly diversified institutional investors and strategic investors, including

other companies.

He also said now is the perfect time for Japanese companies to generate profit by helping to solve problems,
and expressed the view that technological advances in satellite technology, social media, blockchain, Al, etc.

will lead to changes.

Financial markets and businesses are expected to be greatly affected by changes in domestic and foreign
monetary policies and the political environment, which will continue to make it difficult to forecast future
conditions. From that perspective, this seminar’s content suggests that continued efforts to move forward
that leverage the traditional strengths of Japanese corporations while focusing on purpose and being aware
of the need for balance will be crucial to further enhancing corporate value. We hope that this seminar has

provided some hints for enhancing the value of Japanese companies.
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