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Japan Market Entry: The Diagnostic Phase

Bridging the gap between Global Ambition and Japanese Operational Reality.

A STRATEGIC DOCUMENT BY THE WAREHOUSE



We are not a logistics executor.
We are an operational reality partner.

The Misconception The Reality

Many companies expect a “quick We serve companies that view
logistics setup” or casual testing of Japan as strategic, not
the market. opportunistic.

The Value: in Inter Medium

We act as a strategic filter. We protect capacity, avoid misaligned projects,
and ensure you are ready for the demands of the Japanese market.



Who is this Diagnostic NOT for?

Companies with no internal
operational owner.

Companies testing Japan casually
without commitment.

Companies expecting a “quick
logistics setup” over operational
credibility.

Companies unwilling to align with
Japanese operational standards.

What must be true about you:

You accept that operational
credibility precedes speed.

You understand complexity
must be managed, not bypassed.

You are prepared to elevate
internal standards.



In Japan, partners recruit you
as much as you recruit them.

The Goal The Trust Equation The Asset

Not just moving product, To secure a top 3PL or Your reputation with

but operating at Japanese distributor, you must be Customs and partners is
standards. perceived as serious, an asset. The Diagnhostic

structured, and reliable. protects it.



Anchored in Decision-Making,
Not Just Documentation.

Primary Decision Enabled Definition of Success

Go I No-Go Decision| ° A structured risk map.

e A realistic cost/timeline
framework.

Strategic Outcomes e Clear operational ownership.

e Phased entry vs. Full o A defined next-phase

deployment :
, execution plan.
e Budget reallocation & Team P

reinforcement

Bottom Line: The output leads to action, even if that action is to postpone entry.



Precision creates Value.
What we Assess vs. What we Don't.

IN SCOPE: Operational Reality OUT OF SCOPE: Commercial Strateqy

e Import structure & Flow design e Marketing strategy

e Storage models o Sales projections

e Risk exposure e Product reformulation
e Governance alignment e Legal entity setup
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Why? To prevent scope creep and ensure we solve
operational hurdles before commercial scaling.




Pillar 1: Import & Regulatory Depth

ldentifying Structural Risks Before They Become Incidents.

The Hidden Risk:
Customs reputation is
fragile. Documentation
iInconsistency or cold
chain failures create
long-term damage.

The Shipment

€ Hs Code verification

Q Labeling requirements
The Regulatory

Reality O Temperature classification

Q Documentation mapping




Pillar 2: Flow & Physical Logistics

Moving from Theoretical Flow to Physical Viability.
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Assumptions

We can decide later
The 3PL will adapt
Flexible.

The Trap: Once labels are
printed, flexibility disappears.

Physical Reality

SKU volume vs. Warehouse type
Carton vs. Crate handling
Seasonal fluctuation



Pillar 3: Organizational & Human Friction

Projects fail due to Ownership Gaps, not Logistics.

HQ Ops

Who owns Japan?
e -3 Finance

Regional
APAC

Friction Points
» Budget approvals
e Responsibility overlap
o Timeline optimism

This diagnostic forces governance structure before execution begins.



Risk Philosophy: Managing Reputational Exposure.

Managed Risk Irreversible Damage

Inconsistent First delivery Public cold
quality failure chain incidents

Market Perception: Japan has a long memory. it is a trust-based market
where recovery is difficult. We reframe risk as an asset to be
managed deliberately.



Replacing Optimism with
Structured Trade-offs

Speed Key Insight

It is rarely true that you can have
Fast, Cheap, and Compliant.

The Investment

More expensive short-term decisions
often reduce 12-24 month risk. This

.- framework legitimizes disciplined
Cost Robusthess investment to Finance/HQ.

| The
Trade-Off




The Output: A Decision Tool

for HQ Leadership
Executive Summary  Risk Heat Map Decision Tree Phased Roadmap
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Translation Layer: The deliverables translate
“Japan Reality” into “HQ Language”

Designed for: Finance, Regional Stakeholders, and HQ Leadership



Commercial & Capacity

Alignment

Boutique Capacity

We maintain high-touch involvement
and limited capacity. We prioritize
depth over volume.

Ideal Engagement

We prioritize 12-month+ phased
partnerships with operationally serious
companies.

The Goal: To position The Warehouse
as a long-term partner, not a
transactional project vendor.
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The Reality Check.

@ The Diagnostic @

Credibility eXists to ensure Reputation
foreign companies

operate at Japanese @
Capital Partnerships

standards.

It ensures that when you move, you move with precision.



Ready to Assess
Your Readiness?

Schedule an initial consultation to
discuss scope and eligibility.

Samuel Corre - Founder

] samuel@thewarehouse.solutions
@ www.thewarehouse.solutions

[T}] linkedin.com/in/samuel-corre-814b85195

Tokyo, Japan





