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Business Plan for Graze’s entry into Japan
 


1. Executive Summary 

The first section, Corporate Global Vision and Goals, discusses Graze’s mission and aims for expansion as well as mentioning its commitment to corporate social responsibility.  It then considers how Graze’s plans follow the trend of globalisation but also how changes in world trade may affect the company.   

International Organisational Structure begins with a review of the stages model. It then proposes a geographic organisational structure as suitable for Graze.  This section also highlights the importance of control systems to monitor business activity. 

A country-specific, Japan: Updated Market Research and Risk Assessment section follows, including:
· Japan PESTLE analysis 
· Graze TOWS analysis
· Japanese Snack Food Industry Five Forces analysis 

The information from the previous section suggest that a joint venture may be an appropriate Japanese Business Strategy.   The advantages and disadvantages of this entry strategy are examined as well as the implications of the cultural differences between UK and Japan.  This links to an exploration of the human resource planning for the joint venture company.  The Japanese standards for quality are also highlighted.     

The International Marketing Planning section discusses the international organisation’s choice between standardisation or adaptation of marketing strategies.  It outlines Graze’s marketing mix for Japan based on the 4Ps and notes some external issues which may affect elements of the mix.       

Finally, there are Recommendations relating to:
· assessment of a potential joint venture partner
· formal financial appraisal of the proposed investment 
· selection of the Japan/Asia regional manager 
· undertaking qualitative marketing research     
· conducting a beta trial 



Attached:	References 
Appendix 1: Overview of Graze’s Darwin system 
Appendix 2: Hofstede (n.d.) cultural comparison of UK and Japan   

2. Corporate Global Vision and Goals 

Graze’s aims

Graze’s ambition is to become the world’s leading healthy snack brand, (Armstrong, 2017), by making wholesome food exciting for the consumer, (Graze, 2018).  Its intention is to ‘surprise and delight’ customers with a constantly evolving range, (ELITE, n.d.). Graze believes these aspirations will be achieved through its strength in data collection and analysis.  This enables it to rapidly personalise healthy snacks to suit customer preference and to create appropriate products for local markets, (Bearne, 2017).  Bartlett and Beamish (2014) note that such market-seeking motivation is often pronounced in companies with a forte related to their technology, which gives them a competitive advantage in overseas markets. 

In tandem with its overall mission, Graze is committed to developing its related corporate social responsibility (CSR), (Graze, 2018).  It focusses on two areas which Deresky (2017:65) includes as being frequent CSR concerns:  impoverished nations where employment opportunities are minimal and consumer issues.  Graze is establishing schools of farming, for example, in Uganda, to provide families and villages with a source of sustainable food and income for school fees and healthcare.  The company is also addressing consumer concerns about food quality by ensuring that ingredients contain no artificial additives and are ethically sourced.  Snacks are both portion-controlled and nutritionist-approved, (Graze, 2018).          

Graze is already successful in the UK and the US and is currently seeking to expand into other markets, with European countries perceived as a further priority, (Pendrous, 2016).  Additionally, the Japanese market may well represent a good opportunity for the company.  As a similar advanced economy, (IMF, n.d.), there is now also a growing desire within Japan’s population for healthy food alternatives, (Euromonitor, 2017a).  

Globalisation

Graze’s goal reflects the trend for globalisation amongst enterprises large and small, as it offers one of the best means of increasing revenues and profits.  However, not all companies succeed in the challenge of enhancing profits through overseas investments, (Corstjens and Lal, 2012).  To engage successfully in international markets, Graze should devise adaptable strategies for a complex, interdependent world where changes in the global environment, such as competitor activity, political reforms or advances in technology, can have far reaching effects on worldwide networks.  At the same time, Graze needs to accommodate the local conditions which persist in the regions of the world where it wishes to trade.   To maintain a competitive advantage, of equal importance to strategy is an effective, flexible management team with diverse and accomplished skills as well as a global perspective, (Deresky, 2017). 

Immelt, CEO of GE, (HBR, 2017) argues that in an increasingly protectionist world, a change in strategy from globalisation to localisation is now required.  However, Ghemawat (HBR, 2017) believes that the overestimated costs of globalisation’s disadvantages are often perceived as outweighing its understated benefits.  This has probably led to a temporary dissatisfaction with its expansion.  Globalisation is however likely to continue, possibly in a reduced form, but trade will not necessarily be dominated by a single world order.  The state capitalism system of China, for example, is admired by many other emerging nations which may seek to emulate its advantages, (Moyo, 2013).  This has the potential to affect Graze in terms of supply of ingredients, as some countries may consider food a protected industry, (Jones, 2018a).  
Establishing a global reach suggests that companies will have goals, knowledge and skills which transcend any one country.  However global businesses may find themselves at a comparative disadvantage when addressing peculiarities of local markets.  Success will depend on adapting overall capability to each country by deciding which general policies to apply and which practices to adjust to a local environment, whilst assimilating both into the global enterprise, (Calomiris, 2004).  Part of Graze’s strategic plans will therefore be determining a suitable organisational structure for its growing international business.  

3. International Organisational Structure

Deresky (2017:308) explains that a company’s structure should evolve to facilitate the implementation of its strategy of progressive internationalisation.  The shape of the organisation would therefore be conditional upon the variables existing at that time, such as company strategy and size, availability of technology and the operating environment.  

The stages model

Over time, the structure of many multinational corporations has gone through several stages, arising from both a growing understanding of the nature of internationalisation and the needs of a developing business:
· International approach - overseas activity is perceived as supporting sales of domestic products  
· Multinational approach – more flexible, with products, strategies and often management practices modified on an individual country basis  
· Global approach - overcomes the inefficiency of duplicated manufacturing by designing goods for a world market and producing them at a few specialised facilities  
· Transnational approach - essential activities and resources are allocated to specialist units around the world, affording businesses a flexible response to country-level requirements at the same time as retaining the benefits of global efficiency  
                                                  				          (Bartlett and Beamish, 2014)

Graze’s organisational structure

Not all companies follow this stages model as their internationalisation may start at a higher level than say simply exporting, (Deresky, 2017).  Indeed, Graze has already established a subsidiary in the US to initiate its global strategy, (Culliney, 2014).  With entry into Japan, the company’s organisational structure will need to consider the geographic distribution of its three markets as well as time, cultural, business norms and language differences.  Equally, to ensure immediate response to customer requirements, much production and marketing needs to take place within each local market, (Culliney, 2014), accompanied by related financial reporting.  An appropriate structure may therefore be the one in Figure.1, based on geographic regions, where communication with the CEO and corporate functions at headquarters is fully enabled by technology: 

Figure.1 Global geographic structure.  Adapted from Deresky (2017:311)

Deresky (2017) notes that the geographic structure is one which is frequently used for overseas business, as it accounts for commonality between adjacent countries.   Although there would be only one operating unit within each Graze region at present, this structure would, for example, accommodate other European countries where the company also has plans to set up activities, (Pendrous, 2016).  Just as a subsidiary or country manager is responsible for managing resources and activities to better drive and react to a local market, a regional manager would assume overall responsibility for a successful outcome in all the countries within a specific region.  This would imply a knowledge of local cultures, regulations and business conventions as well as good contacts to achieve an effective response to market conditions or consumer needs, (Deresky, 2017).  

With a geographic structure, the emphasis is on marketing with adaptation to local requirements.  It is therefore favoured by large marketing-oriented organisations such as Nestlé or Unilever.  The disadvantage of a geographic structure is that communication between regions may be limited with a resulting loss of synergies, (Deresky, 2017:311).  Graze could establish a system of regular video-conferencing between regional managers to minimise this issue, if face-to-face meetings are inconvenient.    

[bookmark: _Hlk511380998]Control systems     

Hill (2014) advises that business leaders should devise monitoring systems to ensure that actual performance of the regions is consistent with the company’s strategy, objectives and standards.  Thought needs to be given to any achievement incentives, such as annual bonuses, so that employees have adequate control over objectives and are not disadvantaged by cultural differences.  Consideration should therefore be given to scenarios where successful outcomes involves the cooperation of other divisions.      

Teamwork, striving for top quality and searching for the correct solution to problems are important elements of Graze’s company philosophy, (Davis, 2014).   It may therefore be most appropriate to establish performance controls, (Hill, 2014), such as problem-solving productivity, quality targets, growth in customer accounts and profitability, on a regional team basis.  However, there should also be flexibility to reward individual creativity and excellence.   
4. Japan: Updated Market Research and Risk Assessment      
                                                                                                                           Adapted from Jones (2018b) 

                At this stage, it is appropriate to review country-specific data:
                
	
JAPAN PESTLE ANALYSIS 


	Political
· Stable, democratic country (constitutional monarchy)  
· After years of deflation, to re-establish Japan domestically and internationally, Prime Minister Abe has:
1. introduced economic stimulus packages and structural reforms to drive growth 
2. strengthened diplomatic activity and introduced security reforms, reversing an inward-looking perspective                    
	Economic
· A robust business culture: third economy in world. 2017 GDP grew 1.5% to $5.4tr. and 0.6% growth expected in 2018
· Ninth ranking in Global Competitiveness Report 2017/18                                      
· Ranked 34th in 2017 Ease of Doing Business report                                     
· Some idiosyncratic business conventions in a high-context society
· Current sterling/yen exchange rate:
       £1 = ¥152.32               
 

	Social
· Ageing population with world’s highest life expectancy       
· 2018 population of Japan 126.59m.; bulge in 35-49 age-group                
· High-income, well-educated consumer market based mainly in urban areas 
· Reputation as early adopters of new products and services                                   
· Growing interest in healthy foods, demand for personalised and convenient packs                              
                                           
              
	Technological
· Excellent, world-leading internet infrastructure                                
· In 2017:
· 103.89m. internet users including senior Japanese
· 91% accessed every day, 6% at least once a week
· 75.32m accessed via mobile phone   
· Reliable, universal postal system with a 7-day delivery service in many areas                                                      
                                          


	Legal
· Deregulation steadily opening country to foreign investment                  
· Transparent, enforced Intellectual Property legislation fosters business innovation                 
· Regulations for “Food with Functions Claims” now relaxed                     

    

	Environmental
· Several active volcanoes, regular tremors but occasionally severe earthquakes, typhoons and tsunamis                  
· Potential for such activity to affect society and disrupt commerce 
· With limited and exposed agricultural land, dependence on food imports
    

	(CIA, n.d.),  (BBC, n.d.),  (Deresky, 2017),  (Euromonitor, 2017a),  (export.gov, 2017),  (GOV.UK, 2015),  (GOV.UK, 2018),  (Scattergood, 2018),  (Statista, 2018a, 2018b, 2018c),  (Statistics Japan, n.d.), (Ward, 2017),  (WEF, 2017),  (World Bank, 2017),  (World Population Review, 2018) 









	
GRAZE TOWS ANALYSIS 


	Threats                                                                                                                                                                                                                                                                                    • Food industry is competitive, particularly with new/non-Japanese entrants                                                                                                                                                                                                                     • Rising NPD in associated health-food sector, with target groups in common                                                                                                                                                                                                           • Price competition from increased consumer purchase of supermarket own brands                                                                                                                                                                                                                        • Residual protectionism in the food industry through a necessity for documentation                                                                                                                                                                                                                 • Demanding business environment in terms of conventions  



	Opportunities                                                                                                                                                                                                                                                                                                                                          • Government policy gradually welcoming foreign investment, with good IP protection                                                                                                                                                                                                                            • Large potential Japanese snack market (equivalent to £12.5bn in 2017, with 1% CAGR) and growing interest in alternative, healthy snacks                                                                                                                                                                                                                                 • Affluent, urban, “internet savvy” society keen to experience new, even premium products                                                                                                                                                                                                                                                  • Demographics indicate a requirement for convenient, customised portions of snacks                                                                                                                                                                                                               • Japan has excellent networks for online marketing/ordering and also delivery


	Weaknesses                                                                                                                                    • Limited knowledge of Japanese:
   language
   marketplace
   business norms 
   management style                                                      
• Non-Japanese entrant to food industry therefore vulnerable to protectionism and aggressive competition from local businesses  
•  Online marketing may not address competitive offers from traditional players, especially for new “healthy” products 




	Strengths
• Wide-ranging knowledge gained from expansion into US, to capitalise on Japanese government focus on foreign enterprise                                                            
• Speedy, innovative and flexible organisation ready to defend against competition                                                  • Direct-to-consumer, online subscription and network marketing strategies create a close customer relationship                                                                             • Extensive and unique range of healthy snacks in handy punnets fulfils consumer demand for variety, convenience and personalisation - along with direct delivery                                                                                               • Sophisticated in-house algorithms analyse vast amounts of customer opinion/evaluation data, giving rapid insight into both consumers & the market and allowing constant evolution of range 
• Ethical production and packaging, appealing to discerning consumers  



	CIA (n.d.),  (Euromonitor, 2017a, 2017b),  (export.gov, 2017),  (Export to Japan, n.d.),              (GOV.UK, 2015),  (GOV.UK, 2018),  (Graze, 2018),  (Heal, 2016),  (Jones, 2018c),  (Pendrous, 2016),   
(Scattergood, 2018),  (Statista, 2018a, 2018b, 2018c),  (Ward, 2017)                                                                                                                             






	  
JAPANESE SNACK FOOD INDUSTRY FIVE FORCES ANALYSIS  
(Porter, 1979)


	Existing rivals  Competitive industry but current reliance on traditional snacks and standard distribution methods via grocery stores and supermarkets - lacking responsiveness of Graze’s online channel; however, increasing price competition plus NPD in healthy ranges          		
 

	Buyers  Prepared to sample and pay a small premium for value-added products such as nutritious and novel snacks          				                                      


	Suppliers  Graze can source 200 ingredients from 70 countries, although some country-specific preferences may need to come from within Japan                              


	New entrants  Innovative, consumer-direct, online offerings have more potential to succeed against the reputation, size and alliances of incumbents than conventional products and distribution methods                                                                                                                     


	Substitute products/services  Graze has a “First Mover Advantage”: a decade of refining in-house developed systems to gain customer/market feedback and optimise product offering; 
where possible seek IP protection against competitors 

	(AAC, 2015),  (Bearne, 2017),  (Euromonitor, 2017a, 2017b),  (Graze, 2018),  (Jones, 2018d), 
(Pendrous, 2016),  (Scattergood, 2018) 



Key elements from this overall analysis can guide the Japan market entry strategy.
  
5. Japanese Business Strategy

Hill (2014:486) suggests that apart from selecting an international market to enter, two other basic decisions are timing of entry and the level of commitment.  The best alternative is likely to depend on each target market so one company may therefore be working with different options at the same time for international expansion, (Deresky, 2017). The challenges which each scenario presents will also no doubt vary, (Bartlett and Beamish, 2014).   

Joint venture

In the US, Graze has established a subsidiary.  However, this may not be the best option for the Japanese market.  Graze enjoys a First-Mover Advantage (Pearson, n.d.) in its utilisation of continuous, sophisticated analysis of customer feedback data.  Its unique Darwin system, (see Appendix 1) leads to a regularly changing offering to consumers, which needs to be freshly produced within each country.  Food is a competitive sector in Japan where knowledge of the language and in-depth local business experience are essential.   These factors combined suggest that for Japan a joint venture may be the most appropriate entry strategy, (Jones, 2018e).  

Deresky (2017) notes that a joint venture carries a higher level of risk and investment than other entry strategies such as exporting, licensing or franchising.  Conversely it affords opportunities which are not available with these other options and is usually less risky than a wholly owned subsidiary.  
Bartlett and Beamish (2014) explain that joint ventures – creating a business jointly held by two or more parent companies – are often formed to exploit new markets for existing products.  The most typical joint venture is 50:50, where two parties each have 50% ownership and managers share control of operations. In 2017, UK’s Mulberry, an established company of similar size to Graze, set up a 50:50 joint venture with Japanese group Onward Global, affording Mulberry more control and participation than a distribution agreement, (Rovnick, 2017). 

Advantages and disadvantages of a joint venture

Hill (2014) advises that, like all strategic alliances, a joint venture presents strengths and weaknesses.  Graze would save the costs of learning about competitive conditions as well as political and business systems since the Japanese partner would provide the necessary marketing expertise and knowledge.  Project development costs and risks would be shared with the local partner.  

Prime Minister Abe’s government is working to relieve the administrative burden on business in Japan.  Nevertheless, regulatory bodies generally maintain a system of compulsory Japanese-standard certificates and import licences, (export.gov, 2017).  In the established food industry, the motivating factor may well be protectionism.  However, with a joint venture, there is reduced political risk as bureaucratic resistance and complications may be less likely with a local equity partner representing the alliance’s interests, (Hill, 2014).  

A drawback of a joint venture is that Graze risks losing some control of its technology expertise to the local partner, (Hill, 2014).  However, the company operates a 24-hour system for technology support and data analysis in London, (Heal, 2016) so this function could be retained in the UK, (see Fig1: Graze’s organisational structure).  Additionally, local IP protection could be sought for any Graze technology proving necessary for operations in Japan.   These precautions would reduce both the possibility of a joint venture partner becoming a direct competitor in future and of other competitors obtaining access to information.  

Unfortunately, with a dual ownership project, disputes or struggles for control can arise if the investors change their business plans or if they have diverging opinions on overall strategy, (Hill, 2014).  Bartlett and Beamish (2014) recommend inclusion of a clause in the joint venture agreement to modify or even terminate a relationship which is no longer appropriate.   The Japanese-American Fuji-Xerox joint venture, in existence since 1962, has evolved over time, (Bartlett and Beamish, 2014:523), demonstrating how flexibility can prolong a highly successful partnership. 

[bookmark: _Hlk511381215]Cultural aspects of a UK-Japan joint venture 

The UK and Japan diverge in all six of Hofstede’s (n.d.) cultural dimensions, (see Appendix 2).  Joint venture negotiations between Graze and a potential Japanese partner are therefore going to require considerable insight, empathy and trust, as indeed is an ongoing relationship, (Jones, 2018f).    The possible friction between UK and Japanese styles arises from the former being a low-context culture and the latter, high-context.  Deresky (2017) explains that low-context cultures are direct and explicit in communication whereas high-context communication is implicit and relies on the context and understanding of the people involved.  
Significantly however, hard work, loyalty and teamwork are essential in the Japanese culture, with a commitment to society envisaged, (Hofstede, n.d.). These values are shared by Graze, (Bearne, 2017), therefore such accord could provide the foundation of a strong partnership. Graze’s contribution to an effective alliance would predominantly be the responsibility of the Japan/Asia regional manager.  This appointment is therefore key.  

Demonstration of an understanding of local business and social practices is paramount for Graze to forge and maintain a successful business relationship. The Japanese may interpret disregard for local customs as a lack of commitment to the project.  An interpreter or bilingual assistant is expected, nevertheless learning some basic Japanese phrases such as self-introductions is appreciated.   The ritual exchange of bilingual business cards with gift-giving is anticipated at business meetings.   As decisions are made by consensus in Japan achieving a resolution can prove a more protracted operation than in UK culture.  A patient, enduring, strategic approach with frequent communication is therefore advisable for Graze to develop a solid business relationship, (export.gov, 2017).  

There is however an increasing tendency for the Japanese to break away from the perceived constraints of the corporate environment into entrepreneurship, especially amongst younger people, (Choudhury, 2018).  Indeed, Haier has revolutionised the remuneration scheme in its Japan operations.  Effective, self-directed response to the marketplace now dictates workers’ salary, rather than internal, management targets.  The company agrees that younger, less conventional employees adapt more easily to this regime, (Deresky, 2017:227).  This innovative, enterprising quality is something which Graze may be able to harness in its choice of joint venture partner. 

Human resources for the joint venture company 

The staffing of the joint venture company will probably be dependent on the human resource capability of the partner and associated negotiations.    With cultural integration emphasised, it is likely that at first in Japan a polycentric approach with local managers will be necessary.  However, as experience of the joint venture accumulates, a conceivably preferable geocentric approach may be possible, where the most competent people are appointed, irrespective of nationality, (Marchington and Wilkinson, 2008:23).  

[bookmark: _GoBack]Initially then, Graze’s IHRM policy would diverge or localise, (Rennie and McGee, 2012), with local isomorphism (exercise of local norms) being applied to HR practice, (Marchington and Wilkinson, 2008:22-23).  Graze would clearly prefer employment of people with the new Japanese entrepreneurial spirit who are quick-thinking and prepared to champion their customer-oriented solutions, (Khan, 2017).  Graze’s HR philosophy reflects the long-standing concept that good employees can have a positive impact on customer experience, supporting the image of the brand, (Judd, 1987).   

Japanese quality standards          

Japanese business partners typically have high expectations of detailed information and research with excellent product and service quality.  Equally, the Japanese consumer has uncompromising demands for customer service, product quality, appearance and packaging as well as convenient delivery, (export.gov, 2017).  Due regard should therefore be paid to these societal concerns in the marketing planning.   
6. [bookmark: _Hlk511381277]International Marketing Planning

Standardisation or adaptation?

The international marketing programme is a further area where Graze needs to decide if approaches should be standardised or adapted to each local market.  Localisation would result in more costs, but it may lead to a bigger return.  Some marketers believe that in a world diminished by technology, consumer needs are becoming very similar.  However, the marketing concept maintains that targeted programmes will be more effective.  Consumers in different countries have varying needs and demands, product preferences and cultural influences, (Kotler, 2017).  Like many companies, Graze should therefore adapt the marketing mix where necessary to accommodate customer requirements in each country.  This particularly applies in Japan where consumer expectations are high.  However, it is possible to “think globally and act locally”, aiming for a balance between standardisation and adaptation where a brand has global recognition, but marketing and operations are adapted to local markets.  The cosmetics organisation, L’Oréal, has been hugely successful in creating global brands which are also differentiated at country level, (Kotler, 2017:576).

Graze’s marketing mix for Japan

Product 

In the US “kitchens”, Graze started out producing the standard UK range, but it quickly deleted some products which Americans disliked.  Other more US-oriented items replaced these, (Bearne, 2017).  McDonalds, operating in 118 countries around the world, similarly has to vary its menu to suit local tastes, (Kotler, 2017:577).  It is likely then that Graze will eventually localise to a bespoke range for Japan.   

Matsuda (2017) cautions that brand name is important:  the evocative name of Graze in English may not mean anything to Japanese customers.   The compact pack sizes should probably remain the same as they are easily deliverable, but packaging design is also critical as the Japanese prefer bright colours such as green, red and yellow, (Matsuda, 2017).  Product information on packaging should of course be in Japanese and there are specific government food labelling requirements, (export.gov, 2017).

Promotion

The target audience is likely to be broader than Graze’s standard target of millennial, young professionals, (Heal, 2016), who are a minority group in Japan.  For example, the large group of Japanese middle-aged are becoming aware of health issues, decreasing their consumption of traditional crisps and biscuits, (Euromonitor, 2017b).  Women are now being encouraged to enter the workforce so ready-to-eat, convenient products are in demand.  An ageing society will create a requirement for individualised healthy snacks for elderly singles who live alone, (Scattergood, 2018).  The Japanese are keen to try innovative products.  To date this has mainly centred on new flavours, but healthy varieties may well now appeal, (Culliney, 2014).   


General internet usage is high with regular access, (Statista, 2018a and 2018b).   Even senior Japanese are keen users of iPads with Japan Post gifting them 5m. devices by 2020, (Ossola, 2015).  There is increasing mobile internet access and already 75.32m. users, (Statista, 2018c), so this channel should also be utilised.   The Japanese people’s facility with technology lends itself very much to Graze’s standard online marketing and ordering approach. 

Matsuda (2017) advises that a website in Japan should have extensive but small-sized text and numerous sales points.  Crucially though, it should be brightly coloured and attractive.  Dell made the unfortunate mistake of creating an interactive website with a black border, which was shunned by Japanese consumers due to its negative connotations, (Deresky, 2017:126). 

Price

Commodity prices have remained unchanged In Japan for 25 years, which influences all product pricing, (Matsuda, 2017).  Nevertheless, consumers will accept a premium for value items, (Euromonitor, 2017b).  Graze’s strategy is to have a set price for a customised subscription box.  The current UK price of £3.99 is approximately equivalent to ¥607.75, (BBC, n.d.).  Additionally, individual products at various prices can be purchased from the Graze online shop, (Graze, 2018).  New customers are eligible to receive a free box using the promotional codes from adverts.  Current customers receive exclusive discounts and deals via email with additional opportunities to win free Graze snacks on social media, (Graze, 2018).  This standard strategy and activity is likely to be appropriate in Japan, to combat price competition from supermarkets and new health food products, (Scattergood, 2018).     
 
Graze sources ingredients worldwide, (Graze, 2018), therefore Japanese pricing considerations in common with its other markets will be tax and customs duty as well as currency exchange rates, (export.gov, 2017).    For example, a gradual strengthening of sterling against the yen is predicted for the rest of 2018 and into 2019, (Monfort, 2018).  This will have the effect of making imports from the UK, such as packaging materials or ingredients, more expensive.  With a set price for a subscription and given the economic environment in Japan, it is unlikely that, after initial pricing, increased costs could easily be passed on to the consumer.   If a price rise is attempted, it may well lead to a corresponding decrease in demand.  The joint venture company would probably have to absorb any increases caused by exchange rate fluctuations.  However, mitigating factors are firstly, that not all materials come from the UK and currency rates may well not all move at once.  Secondly, production will be carried out in Japan, therefore wages will be paid in local currency, (Garrett, 2018).

Place or distribution and payment methods

With an excellent, comprehensive postal service in Japan, (Ward, 2017), Graze’s standard distribution method should be a viable option.   However, convenience stores in Japan traditionally accept cash-on-collection payments for online purchases, so Graze may need to be flexible with delivery points and payment receipts.  Credit and debit card payments account for 66% of online transactions, but other e-payment options are rapidly increasing.  One such trend is m-commerce: online transactions on mobile platforms account for nearly 60% of all purchases.  Correct formatting for mobile devices would therefore be required.  Amazon Japan has already created applications to facilitate m-commerce, (export.gov, 2017).

Due to its geography and location, natural disasters such as earthquakes, volcano eruptions and typhoons can occur in Japan.  Clearly these have a potential to affect communication and transport in everyday lives and businesses.  They could disrupt Graze’s ordering and delivery systems, for example.  However, the government is constantly striving to reinforce the country’s state of readiness by improving disaster risk reduction measures, incorporating both its own experience and the latest scientific knowledge.  The country has now become an international adviser in this field.  Whilst not able to prevent an event, Japan has developed a strong capability to minimise the effects and delays of such occurrences, (Kono, 2016).  Therefore, this issue should not constitute a reason to avoid the Japanese market.       

                   
7. [bookmark: _Hlk511381393]Recommendations 

· Although it can be a time-consuming process, thorough measures should be taken to identify the most advantageous joint venture partner, (Deresky, 2017).   Whilst acknowledging potential UK-Japan cultural differences, Graze could apply the following assessment criteria: 
· Similar values and thought processes for evaluating options, ethical issues or risky decisions?
· Adequate complementary skills, resources and expertise for a rewarding joint venture, leaving no gaps which will impede success?
· Matching objectives and a similar view of the market, so that the joint venture does not create a stronger future competitor? 
· Sufficient levels of trust and chemistry to enable a cooperative alliance?  
· No complications such as legal problems, capital constraints or labour issues, which might affect an organisation’s performance as a sound partner?    
                                                                                                                                        (Kwicinski, 2016)

· Before a joint venture agreement is finalised, it is important that a thorough financial appraisal of the proposed investment is carried out, logically with input from the preferred partner.  The four main methods of evaluation which Graze could use are:
· Payback Period – the time in which any initial outlays for the investment are expected to be repaid from the future income it produces
· Accounting Rate of Return – the average profit a project generates expressed as an annual percentage of the average investment made
· Net Present Value – incorporates the time value of money by discounting future incomes to their equivalent present value and calculating the difference between them and the proposed capital outlays       
· Internal Rate of Return – the percentage discount rate at which the investment will have a Net Present Value of zero  
Together Net Present Value and Internal Rate of Return will help to more accurately analyse the potential profitability of an investment.                                               (Atrill, 2017)
· Care should be taken in appointing the Japan/Asia regional manager.  It may be appropriate for Graze’s IHRM department to assign an expatriate to the role, however other staffing options should also be evaluated.  This might be an individual’s request or even someone already based locally, along with alternative forms of mobility like short overseas stints and use of technology for interaction/communication.  In addition to an entrepreneurial approach, for effective fulfilment of the role, IHRM should seek the following types of competencies in a manager: 
· cultural awareness and sensitivity, as well as a desire to work abroad
· open-mindedness and flexibility, with an ability to handle complexity
· honesty and integrity
· resourcefulness and optimism
· energy and resilience
· value-added business skills                                                            (Armstrong, 2017:561)

· Although the joint venture partner will offer well-informed advice and Graze’s data-processing capability will speedily refine the product range, given the burgeoning new product launches in the healthy food sector, (Scattergood, 2018), undertaking qualitative marketing research may be prudent.  At the same time as researching product possibilities, the appeal of various brand names, pricing points and promotional activities should be investigated.  Survey research may well be the best method for obtaining such information with contact by telephone or personal interviewing in Japan.  Alternatively, online research may be a suitable method for Graze via focus groups with a trained moderator or internet surveys with the joint venture partner’s customers, (Kotler, 2017).

· In addition to the marketing research, a beta trial is recommended to check customer-friendly and efficient ordering, delivery and payment methods.  A specific audience should be selected in various cities in Japan who would be contacted simultaneously by Graze/joint venture partner to submit an online order which would be subject to close tracking.  A beta test group can provide feedback about ease-of-use and suggest improvements for both deliveries and products.  The group may also become ambassadors for the brand, helping to build awareness and excitement at full launch, (Jones, n.d.).          


Concluding comment: 

‘Significant time and financial investments are needed,                                                                                                                     but rewards for success in Japan can be substantial’.                                                                                                                       
(Jones, 2018b)
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Appendix 1 Darwin system (Fletcher, 2015)

The bespoke “Decision Algorithm Rating What Ingredient’s Next” system collects data received from customers and creates innovative snacks based on their needs and preferences.  The algorithm is capable of establishing dietary requirements such as vegan or gluten/lactose intolerance through analysis of customer behaviour during product selection.  Each customer therefore receives an appropriate type, combination and quantity of snacks.        

There are more than 15,000 customer product evaluations per hour and these can be used to develop a new product within 24 hours.   Subscription customers may therefore be sent an assortment which they like but might not have chosen themselves.  Traditional snack suppliers are not able to offer such rapid engagement and response to customers.    
  
Darwin is also a logistical tool.  It controls filling and labelling of boxes along with their preparation for delivery. It monitors stock levels and initiates replenishment procedures whilst being aware of the location of stock replenishers through wireless devices. 

Appendix 2 Analysis of UK and Japan based on Hofstede’s (n.d.) six cultural dimensions 
POWER DISTANCE: UK – 35 and Japan - 54                                                                                                               UK, through a sense of fairness, tends to minimise inequalities.  Japan is borderline hierarchical.  Decision-making is a slow process as there must be collective agreement at each level, although no single person makes the ultimate decision.                                                                                                                                                               INDIVIDUALISM: UK – 89 and Japan – 46                                                                                                                            UK is a highly individualistic society and personal fulfilment is important, whereas in Japan loyalty is to the group and its overall success.  The Japanese are more restrained emotionally, albeit losing face is shameful.                                                                                                                                                         MASCULINITY: UK – 66 and Japan – 95                                                                                                                       UK is driven by competition and achievement.  Japan is even more so but a collectivist approach directs efforts at other groups.                                                                                                                                                             UNCERTAINTY AVOIDANCE: UK – 35 and Japan – 92                                                                                                         UK is tolerant of uncertainty and will change plans with new information.  Japan is one of the most uncertainty avoiding countries in the world, with rituals and ceremonies governing everyday life.  Business requires feasibility studies and risk assessment to proceed.                                                                                                LONG-TERM ORIENTATION: UK – 51 and Japan – 88                                                                                                          UK has no dominant preference, but Japan will invest in R&D and grow market share rather than chase short-term profit.  The idea is to serve stakeholders and society for many years to come.                    INDULGENCE: UK – 69 and Japan – 42                                                                                                                                     UK is more positively demonstrative and leisure time is important.  The Japanese are more restrained with less gratification of wants, so work takes precedence over leisure.      
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