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The Roles of INCJ for Business Recovery
— Case Study of Carve-out and Carve-in of NMR Business of JEOL Ltd.—
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Abstract

One of the challenges facing Japanese companies
has long been the perception that they are not
making the most of the unutilized resources lying
dormant within their companies. Even if there are
seeds, they are crushed within the organization in
the process of commercialization, and not realized,
which is a major issue. One method to solve such
problems is carve-outs. The purpose of this paper is
to examine the requirements for successful carve-
outs based on case studies.

This paper will reflect on the role played by the
INCJ in the carve-out and carve-in of NMR division
(JEOL RESONANCE), the first successful case of
an INCdJ-supported company to exit.

In 2009, when JEOL encountered financial
challenges, it made the strategic decision to divest
its NMR business, which at the time was operating
at a loss. After conducting a year-long due diligence
process and engaging in thoughtful discussions, the
INCJ decided to invest 1.5 billion yen in the NMR
division. This investment led to the establishment of
an independent company, JEOL RESONANCE,
which sought to restructure with the support of
INCJ's management. Although initially confused
by the cultural gap between the two organizations,
JEOL RESONANCE implemented a series of
measures, including management restructuring,
investment in R&D, implementation of open
innovation, and internationalization of sales. As a
result, JEOL RESONANCE accelerated new
product development and transformed itself into a
profitable organization.

At the same time, the parent company, JEOL,
also

underwent organizational reform, breaking up

under the leadership of 1its president,
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vertical divisions in the organization and
implementing a YOKOGUSHI strategy that aimed
at overall optimization. In November 2013, INCJ
sold 3.0-billion-yen worth of its shares to JEOL,
completing the exit. This marked the first successful
exit strategy case since the establishment of INCdJ.
In 2022, JEOL RESONANCE was absorbed by
JEOL and ceased to exist.

Key words : Curve-out, Curve-in, NMR
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