
Market-Oriented Perspective (Creating businesses starting from downstream)

ITOCHU leverages the accumulated capital and strengths to expand its business. By utilizing our organizational capabili-
ties, business know-how, and client and partner assets, we drive the expansion of trade through value creation and 
promote business management based on our expertise. Through the dual approach of trade and business investment, 
we enhance the overall profitability of the Group. We also strengthen our earnings base by making timely strategic 

Our Business Model, as Seen through Business Development

investments and asset replacements. By continuously transforming our business model with a downstream-centered 
market-oriented perspective, we achieve sustainable value creation. Going forward, under the new Management Policy, 
we are committed to achieving further growth by expanding business areas and strengthening our business foundation 
through horizontal collaboration among Division Companies and the integration of various businesses.

Expansion of Trading and Business Investment by Utilizing Financial and Non-Financial Capital

(1) Trade × Business Investment  
We drive our business with trade and business invest-
ment as dual pillars, leveraging our accumulated financial 
and non-financial capital. We enhance the Group profit-
ability by creating multifaceted, linked businesses through 
the acquisition of new trades and the generation of syn-
ergies, while simultaneously upgrading business manage-
ment by thoroughly instilling the “earn, cut, prevent” 
principles and embracing hands-on management.

(2) Timely Asset Replacement  
We precisely assess changes in the business environ-
ment and, from the standpoint of asset efficiency and risk 
management, we restructure or divest investments 
whose strategic significance has diminished. The funds 
recovered through these actions are reinvested into new 
strategic areas, building a more robust earnings base.

• �Enhancing asset 
efficiency

• �Responding to 
changes in business 
environment through 
self-transformation
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existing businesses

Cash recovery

Investments that Serve as 
Steppingstones for Future 

Growth

Business restructuring

• �Increase profits through 
trade and business 
investment
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Upgrading Business Management
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Evolution of the Value Chain through 
Digital Transformation

Utilizing Downstream  
Customer Contact Points

• �Building networks with clients and 
partners

• �Buying, selling, and brokering of 
products

• �Providing logistics and financial 
functions

• �Investing in fields and regions 
where we have expertise

• �Securing goods  
(raw materials and products)

• Acquiring consumer contact points

Trade Business Investment

Trade
Business 

Investment

(3) Upgrading Our Business Model from a Market-Oriented Perspective

In all our businesses, we incorporate a market-oriented perspective, building a downstream-driven business model capa-
ble of responding to consumer needs and social demands. Furthermore, we aim to expand our earnings base and 
improve asset efficiency through optimization of the value chain by fully utilizing our real and digital customer contact 
points, and new technologies and data.

Differences between Typical Private Equity Funds, Typical Commodity Trading Companies, and ITOCHU

Typical Private Equity Funds ITOCHU

Investee Liquidity In principle, unlisted Either listed or unlisted

Investee Ownership Ratio In principle, majority stake up to 100%
Decided individually, based on business conditions and 

market environment

Investee Ownership Period Around five years with an exit strategy Buy and hold

Personnel Secondment to Investee Outside managers dispatched
ITOCHU personnel dispatched to management or  
frontline operations (Hands-on management style)

Synergies In principle, none
Create synergies with existing businesses and  

expand business areas

Returns Capital gains and dividends
Enhancing Group profitability including trading  

profits and dividends

Typical Commodity Trading Companies ITOCHU

Products Handled In principle, upstream market-sensitive commodities All types of products, from upstream to downstream

Nature of Trading
Trading for speculative purposes and /  

or based on actual demand
In principle, trading based on actual demand

Volatility of Returns High Low

Personnel Attributes In principle, expertise in a single product
In addition to expertise in a single product,  

knowledge of peripheral businesses

Synergies  In principle, none Creation of synergies through broad value chains

Creating Synergies

Financial Capital

Internal Capital
Human Capital (Individual Capabilities)  

Organizational Capabilities and 
Business Know-How 

Business Portfolio

External Capital
Client and Partner Assets 

Natural Capital / Natural Resources 
Relationships with Society 
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Our Business Model, as Seen through Business Development

　　　　Growth Strategy through Cross-Company Collaboration and Business IntegrationNEW

To achieve further growth, we will develop and evolve downstream businesses that are closer to consumers, based on a 
market-oriented perspective. We will not only focus on the downstream areas where we traditionally have advantages but 
also fully utilize assets and expertise in the upstream and midstream areas. By maximizing synergies through horizontal 
collaborations among Division Companies and integrating different businesses, we will drive business transformation and 
creation. With these goals in mind, we aim to accelerate growth investments that contribute to medium- to long-term 
profit and expand synergies beyond our investment targets. This will enable us to expand our business domains and fur-
ther strengthen and enhance our business foundation.

Developing and Evolving Downstream 
Businesses Closer to Consumers

Market-Oriented  Perspective
Downstream

Upstream

Further Strengthening and 
Expanding Business Foundation

Downstream Areas 
Where We Traditionally 

Have Advantages

Utilizing Assets and 
Expertise of Upstream 
and Midstream Areas

Expanding  
Business Area

From the Management Policy: “No Growth without Investments” �

(    Page 28 Management Policy)

 Business partners   Business investees

Market-Oriented Perspective

Stable Business Foundation

Traditionally strong  
downstream areas

Assets and expertise of  
upstream and midstream

Expansion of  
business areas

Further strengthening  
and expanding  

business foundation

Accelerate 
Growth 

Investments

Our Management Policy emphasizes 

accelerating growth investments to 

enhance our earnings base to the next 

level. We will leverage the capabilities 

and expertise within our Group, while 

collaborating with our business part-

ners to explore investments in areas 

adjacent to our existing businesses. 

Additionally, we will pursue investments 

not only in downstream areas but also 

those that address societal needs, as 

well as in upstream and midstream 

areas that foster the growth of our 

downstream businesses.

Maximizing Synergies  
by Horizontal 
Collaboration

Combining Businesses to 
Transform and Create 

Businesses
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