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ABSTRACT

Objective: The main objective of this study is a multifaceted comparative analysis of two models of
corporate organization: "Keiretsu™ in Japan and "Holding" in Iran. Going beyond formal comparison, the
study explores the fundamental differences in governance logic, institutional mechanisms, and the
economic—political contexts shaping each model. The significance of the issue lies in the fact that
institutional structures and corporate governance directly affect organizational capability and financial
sustainability. Keiretsu is a network of affiliated firms with shared management and the support of
powerful financial institutions, such as development banks, which enables continuous innovation and
effective response to environmental changes. In contrast, large Iranian holdings are mainly centralized and
hierarchical structures, managed by a central headquarters, and lack horizontal ties similar to Keiretsu.
These structures rely on centralized control, vertical relations, and complex ownership, leading to reduced
transparency, weakened synergy, and limited long-term investment. Iran's institutional environment, with
severe fluctuations, high inflation, and state intervention in corporate ownership, has made the situation
more difficult. The study has three sub-objectives: dissecting the structural and functional components of
the two models; analyzing the impact of the distinct institutional environments of the two countries on
their evolution and performance; and providing a conceptual and policy framework for understanding the
challenges of Iranian holdings and identifying opportunities for adaptation(not imitation)of Keiretsu logic
to promote industrial synergy, innovation, and long-term investment.

Method: In terms of objective, the study is applied; in terms of method, it is qualitative, of the analytical—
comparative type, with a deductive—inferential approach. Data collection is documentary and library-
based. For Keiretsu, credible international scientific sources were used; for Iranian holdings, official
secondary data were used, including stock exchange reports, Majlis Research Center reports, financial
statements, and board reports. The analysis was organized at three levels: the structural level, through
conceptual analysis of the literature and organization theories, compared four components: ownership
structure, governance and decision-making, the role of core institutions, and the logic of synergy. The
contextual level, through institutional-comparative analysis, traced the reasons for different evolution in
political, economic—financial, and competitive contexts. The policy level, through inferential analysis,
extracted policy implications from the previous findings.

Results: Keiretsu is a horizontal cooperation network with low-percentage cross-shareholding, non-
dominating control, and managerial stability. This structure shields managers from short-term market
pressure and makes long-term, high-risk investment such as R&D possible. Its governance is consensual
through a council of managers, which is a platform for strategic coordination and information exchange,
not a command institution. Two core institutions, the main bank and the general trading company, as
strategic partners, provide patient capital, monitoring, risk management, and global access. The group's
logic is operational synergy in the supply chain, joint R&D, and integrated marketing. In contrast, Iranian
holdings are centralized pyramids with controlling ownership above fifty percent and top-down command
decision-making. Managerial instability pushes them toward quick-return projects. Governance is
concentrated in the parent company's board, and joint meetings are for reporting and receiving orders.
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Subsidiary banks and investment companies, instead of independent partnerships, are internal funds of the
holding, and resource allocation is influenced by relations and political considerations. Operational
synergy among subsidiaries is weak or nonexistent, and the collection is a heterogeneous portfolio of
unrelated companies. At the contextual level, Japan had a developmental state that was not an owner but
a guide and coordinator of key industries and a preparer for global competition. Iran has an interventionist
and owner state that is simultaneously legislator, regulator, owner, and main customer; privatization led
to quasi-privatization, and managerial appointments are political. In Japan, bank-based financing with
patient capital and low interest made long-term investment possible; in Iran, chronic inflation and
instability have shortened the decision horizon and strengthened speculative behavior. Competition in
Japan was global and pressure-inducing for innovation and quality; in Iran, domestic monopoly or quasi-
monopoly has weakened the incentive for innovation and productivity improvement. At the policy level,
four areas of reform were identified: transparency of ownership and corporate governance and reduction
of circular shareholding; reform of the financing system toward specialized institutions, venture funds,
and independent development banks; revitalization of the labor market with flexible job security and
retraining; and transformation of science and technology policy toward research consortia and network
innovation.

Conclusion: Keiretsu is a horizontal cooperation network based on participation and consensus,
designed for industrial synergy and long-term global competition; the Iranian holding is a vertical
control lever with centralized ownership and command decision-making. This structural gap has
caused Keiretsu, with strategic core institutions and consensual governance, to achieve operational
integration and innovation, while the Iranian model, with managerial instability and lack of real
synergy, has failed to achieve sustainable competitive advantage. Keiretsu is the product of a national
export-oriented development strategy in a stable environment and under global competitive pressure;
the Iranian holding is the product of a domestic political economy with a central state role, inflation,
and monopoly. Therefore, mere copying of the Keiretsu structure without attention to its institutional
context is doomed to failure. Modeling should be at the level of institutional logic and with a native,
gradual, and policy-oriented view. Iranian holdings can move from mere focus on assets and control
to centers of value creation, supply chain synergy, and pivotal actors in industrial transformation,
provided the necessary institutional and policy framework is provided. Reforming holdings is part of
a broader project of modernizing Iran's economic governance, which will not succeed without
changing the governance logic, redefining the state's role, and strengthening knowledge-based and
financial intermediary institutions.
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