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1. Organisation Selection and Target Market Justification

1.1 Company Overview

Chipotle Mexican Grill has stated that in the fourth quarter and the full year of 2024, they are
expecting to bring in revenues of $11.3 billion, which is a 14.6% increase, and in the most recent
quarter, they had a 13.1% annual growth in revenue after pulling in $2.8 billion (TipRanks, 2025).
According to Third News (2025), in the last quarter, Chipotle revenue grew by 13.1% to $2.8
billion due to a 5.4% increase in restaurant sales. In the fifth quarter, sales similarly increased by
more than 11% due to a high growth in transaction volumes of approximately 8% and a resulting
growth of margins (Chipotle Investor, 2024)

Also, they are projecting that net annual 2024 income will come in around $1.53 billion, a 24.7%
increase over the previous year. As of 12/31/2024 Chipotle had over 3,700 restaurant locations in
the United States, Canada, United Kingdom, France, Germany, Kuwait, United Arab Emirates and
in 2024 they expect to maintain the effective profitability they’ve had in the last several years. The
company has a simple vision to increase the number of restaurant locations to 7,000 across North
America (Third News, 2025).

The company's business model focuses on customizable meals made with high-quality ingredients
because this perfectly fits what today's consumer wants: transparency, freshness, and dieting
customization. In 2024, Chipotle's sales growth was 5.4\%, and 5.3\% of this growth was attributed
to the company's smoked brisket and chicken al pastor (Restaurant Dive, 2025). It is evident that
this was a great success for the company, showing high consumer engagement and proximity for
the creation of new business opportunities.

1.2 Target Market: Japan

Japan is the most appealing growth prospect for Chipotle. The Japan Foodservice Market is around
$289.22 billion and is predicted to grow at a 10.35% annual growth rate to reach $473.35 billion
by 2030 (Mordor Intelligence, 2025). Japan's urban population is highly concentrated. In Japan,
125 million people, 92% of the population, reside in urban areas. This high population density is
ideal for restaurant density (Statistics Bureau of Japan, 2024).

Western-style dining and coffee shops have become popular, especially those aiming at families,
as there is a continuous demand for western and exotic products due to globalization (GourmetPro,
2024). The market has experienced tactical consolidation, involving mergers and acquisitions, as
international chains mainly develop via franchises and collaboration of local players (Mordor
Intelligence, 2025). The quick-service restaurant market in Japan made revenue of 58.6 billion
U.S. dollars in 2024 and is expected to continue to expand at 6.2 % annually until 2033, with fast-
casual being the most developed category (IMARC Group, 2024).




Japanese consumers enjoy novelty and new experiences that involve innovation, new products,
different functions, and greater variety in food. Their interest in foreign food is due to the global
pop culture (media) (WEDC, 2025). Moreover, Japan is also very reliant on food imports. The
emerging trends in Japan's food and beverage market, such as a more Western diet and growing
health foods, is a potential prospect for foreign businesses (WEDC, 2025).

In Japan, there is a very well documented profile of the various groups of its consumers which
shows there are great possibilities for premium fast-casual marketing. For instance, over 60 years
of age constitutes almost 38% of the population, and 26% are aged between 25 and 39 years. These
are the facts as stated by the (Statistics Bureau of Japan, 2024). The millennials and Generation Z
are approximately 34 million consumers, and have particular spending behaviours that distinguish
them from the older generations, as these groups spend more of their money on experiences, tend
to explore more on international cuisine, and adopt tech-based solutions for dining (WEDC, 2025).
Young adults aged 20 to 39 in Japan are more likely to be purchasers of products that are
sustainable, and digital technology devices, value convenience and health, and are quick to adopt
new technologies at a premium price for quality (Kadence, 2024).

Table 1 Comparative Market Analysis - Japan vs. Chipotle's Current International Markets

Market Factor Japan United France Middle
Kingdom East

Urban Population (%) 92% 82% 80% 87%

Foodservice Market Value (2025 USD  289.22  45.30 52.15 | 38.90

B)

Fast-Casual Market Growth (CAGR 5.2%  3.8% 4.1% 6.5%

%)

Consumer Digital Adoption (%) 94% 88% 85% 81%

Restaurant Density (per 100 people) 1.13 0.82 0.91 0.76

Target Unit Volume (USD millions) 2.8- 2.1-2.5 1.9-2.3 | 3.1-3.5

3.2

Source: Mordor Intelligence (2025), Gourmet Pro (2024), Chipotle Investor Relations (2025)

2. Comprehensive Strategic Analysis

2.1 PEST Macro-Environmental Analysis

The fundamental business surrounding Chipotle’s possible expansion into Japan includes a
possible chance to create a strong business, but it also includes some major challenges that include
the Political, Economic, Social, and Technological factors (PEST). Factors that include business




risks can be controlled, and they can also include the marketplace and business factors that govern
macroeconomic conditions.

Political Environment

Japan has confirmed to be one of the most economically and politically stable countries to have
foreign business investments and expansions, especially in the restaurant industries (JETRO,
2024). The External Trade Agency of Japan (JETRO, 2024) has developed and made available
marketing services that help and assist foreign food enterprises in getting and complying with
Japan’s food safety requirements. The Japanese clientele has only opened up to different and
unfamiliar countries and food offerings, but they also have had very high demands (U.S.
Department of Trade, 2025).

In Japan, there are many different parts of the government that work on food safety at the same
time. The Ministry of Health, Labour and Welfare (MHLW) is the most important for food safety
of the food industry. They create and enforce food safety laws and food safety controls through the
Food Sanitation Act, which addresses food addititves, and food packaging and hygiene standards
at food establishments. Then there is the Ministry of Agriculture, Forestry and Fisheries (MAFF)
which has to do with the food production and is in charge of the safety and the quality of the
agricultural products and controls the Food Labeling Act, while the Consumer Affairs Agency has
to do with food labeling and handles complasinc about food (MHLW, 2025).

Economic Environment:

Japan's economy has shown a strong performance and resilience. There has been a growth in
revenue which is supported by an increase in operational margins. For example, Chipotle showed
a good increase in operating margins. These increased margins are the result of the company being
able to manage the increased costs of raw materials, and still increase profitability. Moreover, the
company has managed to increase profitability more than the prior year and still increase the
operating margin (Nasdaq, 2024).

The economy also allows for new and high priced restaurants to emerge. The food and restaurant
industry in Japan is worth approximately $289.22 billion with a projected growth of 10.35% a year
for the next 5 years. The young customers between 25 and 39 years of age, approximately 34
million of them, are willing to spend high amounts of money for a good dining experience (WEDC,
2025).

Social Environment:

Many foreign businesses, Seven-Eleven, Starbucks, KFC, Chanel, Swatch, and many others, have
entered the Japanese market without a problem, without regard to the foreign businesses' language,
culture, or buying habits (Loc N Apps, 2020). However, there are also many cultural and social
norms that the Japanese market is surrounded with. Purchasing things in Japan represents a culture
of conformity, honor, and respect. (Kadence, 2024).




Japanese people appreciate brand-new products and experiences that are one-of-a-kind. They are
very interested in overseas products and are more and more influenced by international culture and
media. The age group of 20-39 years old focuses on digital technology and sustainable products.
They emphasize and care for convenience and their health and are quick to use new technologies
for an expensive yet high quality product. This age group also shows a receptivity to international
foods. Therefore, their health concerns, technology use and receptivity makes this age group a
perfect fit for Chipotle.

Technological Environment:

In June 2024, Japan had approximately 943.6 million payments made by QR code, bar code, and
smartphone (Cashless Shift in Japan, 2025). This technology allows consumers to purchase
products and services easily. With no need for specialized technology, consumers merely point and
scan their phones to pay. Almost 39.3% of payments are cashless (2024). More and more,
commercial centers, restaurants, supermarkets, and convenience stores are cashless (JASEC,
2025).

The digital payments market within Japan is moving upward and to the right at an astounding rate.
The market is expected to expand from US $ 469.54 billion by the year 2024 to US 1,323.15 billion
by the year 2033. This is an astounding compound annual growth rate (CAGR) of 12.2 %. This
expansion is primarily the result of the increase in the number of smartphones within the country,
the changes in the society toward a cashless lifestyle, the rapid changes fintech innovations and
activity in the e commerce (EK) industry (Renub Research, 2025). In the year 2024 one of japans
top digital financial services, PayPay, reached a user base of 70 million. Also at this time PayPay
reached a market share of 20 % of the nationwide cashless payments. This growth is an indicator
of the rapid expansion, growth and/or penetration of the digital payment infrastructure in the
country, along with the ability of merchants to accept digital payments with a simple scan of a qr
code (Fusion Systems, 2024).

The total revenue of food and beverage sales in the fourth quarter of the year 2024 in chipotle
reached 34.4 %. It has been stated and is a fact that the digital and throughput integration is
improving which is a sign of the sophistication of the technology. This has been shown to work in
the company’s other locations, leading to high expectations for operations in Japan (tipranks, 2025,
chipotle investor relations, 2025). Japan is one of the largest and most sought after markets for
overseas franchises. Japan has the 3rd largest economy in the world, and so has a lot of potential
for digital and innovative fast food franchises which focus on the delivery of food products through
the smart phone. This places Japan the the targeted market for mobile and delivery integrated
digital first restaurant concepts (WEDC, 2025).

2.2 Porter's Five Forces Analysis

The analysis of Porter’s Five Forces illuminates both the competitive landscape and the future
profitability of the foodservice sector in Japan, and considers the specific structural factors
influencing the competition and the position of Chipotle within this competition (Porter Analysis,




2018). He considers the following factors: the level of rivalry in the marketplace, the ease of
bringing new competitors into the marketplace, the power and control of the suppliers in the
industry, the power of the buyers in the industry, and the threat of substitute products or services
that might be offered in the marketplace. From these factors, he is able to obtain and assess some
of the fundamental relationships within a given marketplace which pertain to the market in which
a business is operating, and those relationships are applicable for effective business planning and
responsible budget allocation (IMARC Group, 2025).

Competitive Rivalry

Rivalry among existing firms is Japan’s foodservice industry competition the most Japan’s
competition is there in the foodservice sector. because of the position of restaurant industry within
the Japanese culture and society (Statista, 2025). In this environment, competition is saturated,
profit margins are slim, and the environment is made for high profitability. Space is made for
efficiency. In this environment, there is a high level of competition among the players. These
players include Seven & I Holdings, McDonald’s, Skylark Holdings, Yum! Brands, Starbucks
Corporation. These competitors are engaging in risk on and off the competition menu Nike
edouane for risk on product offerings (Mordor Intelligence, 2025).

Having over 2,900 locations, such presence makes McDonald's the biggest fast food chain in
Japan. Notably, the market is highly fragmented. There is a large presence of independents in
addition to the major players in the full-service restaurants industry (Mordor Intelligence, 2025).
Despite the current overhanging rival competitors, the fast-casual segment is still vastly
unexploited relative to serviceable, traditional quick-service competitors. This particular segment
is just itching for the right players to come in and build upon the out-of-the-box and unique
propositions that fast-casual restaurants based upon quality and customization (as opposed to
lowball competition) pride themselves upon.

Threat of New Entrants:

Japan is facing a highly saturated market in the world of restaurants, yet the threat of new entrants

is still moderate. New entrants to the industry, and even some of the small businesses, are having
a particularly tough time in terms of survivability, especially given that the market is largely
dominated by domestic players, and a large percentage of the market is still owned by a few
(Statista, 2025). One of the biggest players in the industry, along with the major chains, has the
edge of brand recognition along with ample capital to invest (Chipotles). Entrants with smaller
new businesses in the industry, along with the new competitors, face higher upfront capital
expenditures to enter the market. Add in the fact that Chipotles has extensive experience and brand
recognition in the industry and it would significantly have a lower risk of execution compared to
new competitors in the industry.




Supplier Power:

From an economic perspective, Japan's Foodservice Market is categorized as having moderate to
low supplier power owing to the spread out nature of the supply chain, the various sourcing, and
the supply options available. Major global franchises are primarily developed through the
franchises extending their partnerships with domestic operator, aiding them to adapt to the
Japanese Market's peculiarities (Mordor Intelligence, 2025). Major Japanese wholesalers like
KOKUBU, NIPPON ACCESS, and Mitsubishi Shokuhin are key distribution partners having
mastery and control of the supply over thousands of SKUs with their presence allowing to reduce
supplier dependency. Japan's advanced infrastructure coupled with the relatively high number of
available wholesalers within the market, allows restaurants to have supplier power equilibrium
because of their ability to freely negotiate their supply.

Buyer Power:

Buyer Power is moderate to high due to the quality sensitivity and large number of dining
alternatives Japanese customers have. The Japanese market is characterized by, customers valuing
high quality over large quantity and being more than willing to pay higher prices to acquire quality
(Loc N Apps, 2020). This preference is due to the cultural leanings towards cheaper products in
excess being less desirable and an overall preference for minimal possesions that are durable.
However, due to numerous dining alternatives and low switching costs, consumers won't stay loyal
to any provider unless continuous value is delivered. New entrants, as well as, challenger brands
can gain market share by marketing and servicing un catered niche market segment, especially in
emerging areas like plant products and specialty diets (Mordor Intelligence, 2025).This indicates
how Chipotle's approrach to customization and ingredient transparency can address buyer's
preference.

Threat of Substitutes:

Moderate threat of substitutes. Market range yields moderately adjusted factors, how home
cooking and convenience store meals prepared impact market players and trigger home cooking
competitors to market food on quality, ease and uncommon dining out experience (IMARC, 2025).
More than one thousand Yoshinoya stores, Japan's foremost gyudon chain, is able to succeed from
market value and quickness while also responding to working out and health eating trends. Losing
the fast casual dining model. Economy service spending loosening. Computational gym health
trends on meals and quick service market dining. New convenience on fast food mexican. Unique
market position allows to provide quick service, meal customization and ingredient transparency.

Table 2 Porter's Five Forces Analysis for Chipotle Japan Entry

Competitive Rating Key Evidence Strategic Impact
Force
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Competitive High 2,900 McDonald's outlets; | Moderate: Fast-casual
Rivalry established fast-food | underserved
dominance

Threat of New | Moderate High barriers through brand, | Low:  Chipotle's  scale

Entrants systems, capital requirements | advantages

Supplier Power | Moderate- | Multiple wholesalers | Low: Established
Low (KOKUBU, NIPPON | distribution infrastructure

ACCESS, Mitsubishi)

Buyer Power Moderate- | Quality-conscious consumers; | Moderate: Premium

High 109M potential customers positioning  aligns  with
preference
Threat of | Moderate Diverse dining options; health- | Moderate-Low: Unique
Substitutes conscious competitors customization value

Source: RIZING (2024), Mordor Intelligence (2025), GourmetPro (2024)

2.3 International Franchise Success Requirements

During the last five years, brands like Carl's Jr., Shake Shack, Benjamin Steak House, Pizza
Cucinova, and 800 Degrees Neapolitan Pizzeria have entered the Japanese Market and managed
to established a global presence (U.S. Department of Trade, 2025). These businesses have
positioned themselves to offer trendy lifestyles coupled with their gourmet food products and
limited store availability which creates a sense of consumer exclusivity (U.S. Department of Trade,
2025).

When opening a store in a new country, global brands must consider the potential outcomes of
their business. Some restaurant concepts do not have the universal appeal which leads to less
favourable country fit. Some stratergic markers need to be met in order to create a successful
overseas expansion, which includes focusing on the malleable parts of the business concept and
the non-negotiable elements of the brands identity (Aaron Allen, 2019). One of the biggest
challenges is not being able to differentiate the customers of your new market and the home market.
This is best solved with the help of a local market partner that has a deep understanding of the
market (Aaron Allen, 2019).

3. Strategy Development and Formulation

3.1 Competitive Advantage Development

Chipotle has the potential to gain a sustainable competitive edge through the interconnected
Mechanisms of Personality Traits and Positive Country Image. Results have shown that the same
values are placed on innovations in traditional food in a food product. This indicates Chipotle being
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American alongside Chipotle's heritage of Mexican food is a strength the company has in
appealing to their customers in Japan that are looking for diverse and authentic culinary options.

Successful international operators highlight the importance of understanding the flexible and non-
flexible aspects of their concept and to brand identity. in the 80/20 approach, the menu items are
flexible, however, the non-negotiables are brand identity elements such as the decor and ambiance"
(RB, 2025). Chipotle's unique ability to streamline prep work allows for a premium product and
faster service than competitors, though their prices remain affordable.

Every brand owes loyalty to the Japanese brand for understanding the unwritten societal rules in
Japan. Local and Global appeal, the Starbucks case in Japan, is a success for international brands
customizing their offers for Japan (C., 2024). Chipotle's cultural relability while remaining within
the , brand identity is great positioning.

3.2 Implementation Roadmap and Risk Considerations

Phase One (Year One-Two):

International expansion starts opportunisticaly; then evolves to be strategic. Implement six to eight
pilot stores first, in central Tokyo, while fostering operational brand recognition learning.
Authentic US fast-casual marketing needs to leverage primary ingredients and the ability to
customize meals.

Phase Two (Years Three-Four):

Transform operational infrastructure in the marketplace by spread to 25 to 30 restaurants in Tokyo
and Osaka. Operational infrastructure is heavily reliant on digital platform integration. Patience is
key to International success, like the case of TGI Fridays when they signed their first international
agreement in 1985 to the UK and opened their first location in 1986. International profitability was
not achieved until after 15 years in 2000.

Phase Three (Years Five+):

Years 5 and Beyond: Focus on the primary marketplace consolidation and selective expansion to
tertiary. Target major metropolitan areas; 150-200 restaurants.

3.3 Risk Mitigation Framework

Entering new international markets poses uncertain risks and greater challenges than starting new
centers domestically. This is because restaurants have to be established locally before
internationalizing, making it harder compared to other industries. (ScienceDirect, 2012). There are
also challenges that international restaurants face, including difficulties with appropriate supply
chains and distribution, product identification, establishing suitable pricing, labor relations, and
adjusting financial models and expectations for the new market and operating environment (Aaron
Allen, 2020).
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As the supply chain supports the speed of an expansion, the company will need even more patience
as the restaurant industry generally develops slower than any other industry, considering the
decades of experience required to manage an international supply chain (Aaron Allen, 2020). One
of the more pertinent examples of risk management is KFC eluding the reputation of the "finger
lickin' good" tagline as market research revealed the phrase's danger nationalism due to the slogan's
oversight, as "finger lickin' good" was literally translated to "eat your fingers off" (McKinsey
Consulting, 2025). The more investors destined to sell the company's product, the more adaptable
the business framework must become, as there seems to be a gold mine of franchising investors
for businesses that guarantee payback of cash invested within three to four years (Restaurant
Business, 2025).

Some of the risks that Chipotle faces in Japan includes the untested customer's knowledge of
traditional Mexican food, payroll issues, the supply chain that is over budget, and high initial
capital but demands more budget than planned. The company should include a plan that includes
risk-adjusted protocol underpinning a target for the mitigation of each of the identified risk
categories. Market research that evaluates the consumer knowledge and acceptance of Mexican
food during phase 1 is required to avoid rapid changes to the menu or collaterals if the market is
unwilling to pay (Aaron Allen, 2020).

Labour risks can be reduced because new equipment along with automated processes lowers the
labor required, as opposed to the typical Japanese food restaurant, as well as using staffing models
with mixed teams that consist of skilled workers, and workers regulated to specific tasks. The risks
associated with the supply chain can be addressed, as well, through having numerous suppliers to
guarantee ingredient access and creating strategic safety stocks for important supplies while having
standard operating procedures to handle supply interruptions. Risks connected to labor and capital
costs can be controlled with strong cost management during the construction, and installation
phases of equipment, construction partners, and other elements of the project with fixed unit cost
contracts, along with maintaining baseline contingency budgets for the whole project to address
the possibility of excess costs (Allen, 2020).

Market acceptance can be controlled through careful construction of the brand that impacts
positive awareness and consumer perception of the brand, construction of the store in selective
high-traffic locations that have a concentration of the target demographic, and through strong
focused marketing. Active response to competitive risks, for example the presence of a new quick-
service restaurant that strongly competes on price, can be reduced through differentiation on the
quality and variety of ingredients available, the use of a loyalty program that increases the costs of
switching to the customer, and high quality customer service that maintains brand loyalty
(ScienceDirect, 2012).

To handle regulatory and compliance risks, Chipotle must work with Japanese food safety
authorities from the beginning of the Japanese market entrance. To ensure operational standards
exceed regulatory minimums, the company must establish food safety training for employees, and
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establish quality assurance protocols which ensure continual monitoring of standards. Chipotle
must establish a food safety incident management plan and Japanese focused food safety protocols
as food safety is a sensitive concern for the Japanese market. (U.S. Department of Trade, 2025)

4. Performance Evaluation Framework

4.1 Balanced Scorecard Implementation

A thorough Balanced Scorecard framework allows for performance evaluation on four
interconnected fronts. Digital sales comprised a considerable portion of total sales at 35.3% and
34.4% in the 2Q and 4Q of 2024, a testament to Chipotle's tech savvy and digital customer
engagement (Chipotle Investor Relations, 2024).

Financial Perspective:

Chipotle registered 20% and 24.7% diluted EPS growth for Q4 and FY, respectively, alongside the
opening of 304 restaurants in 2024, particularly and substantially improving the company’s
footprint (TipRanks, 2025). Some relevant performance targets should include comparable
restaurant sales growth of 5-7% annually, operating margin at 15-18% to remain in line with the
North American operations, consistent achievement of average restaurant revenue, and assuming
a positive operating margin for the North American restaurant operations.

Customer Perspective

Chipotle’s limited-time offerings like Smoked Brisket and Chicken Al Pastor drove more
transactions and spend, indicating the extent of consumer engagement and incremental spend the
company achieved through menu innovation (Restaurant Dive, 2025). Relevant metrics include
customer acquisition cost, customer lifetime value, net promoter score — a measure of satisfaction
and loyalty, repeat visit frequency, and net promoter score.

Internal Process Perspective:

Chipotle has continually defied the industry's trend of falling foot traffic for the quarter, in stark
contrast to the 3.3% decline in traffic to competitor restaurants. It is worth noting, however, that
the company's performance in test market conditions was significantly below the expected
threshold. Underlying the company's achievements in productivity, national supply chain
performance, and service issues over the relative quarter is the low frequency of food and labor
productivity incidents. Average service times, order accuracy, and supply chain issues are all
positively correlated, and the performance issues of the national supply chain are mostly unknown.

Learning and Growth Perspective

There is little doubt that organizational learning is essential. In the hands of knowledgeable and
experienced operators, the core of any concept is malleable, and it is vital to retain the brand's
integrity while meeting local market demands. Employee retention rates, training completion rates,
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local manager development, and the adoption of new innovations are some of the pertinent metrics
(Restaurant Business, 2025).

4.2 Specific KPIs and Success Metrics

Table 3 Balanced Scorecard KPIs for Japan Expansion Initiative

Perspective | Key Performance | Year 1 | Year 3 | Year S | Measurement
Indicator Target Target Target Method

Financial Comparable Sales | 2-3% 5-7% 4-6% Restaurant-level
Growth (%) sales tracking

Financial Operating Margin (%) | 12-14% | 16-18% | 16-19% | Profit &  loss

analysis

Financial New Restaurant | 8-12 25-30 40-50 Construction
Openings completion records

Financial Revenue per | 2.2-2.6 2.6-3.0 2.8-3.2 Point-of-sale
Restaurant (USD analytics
millions)

Customer Net Promoter Score 45-50 55-60 60-65 Quarterly customer

surveys

Customer Repeat Visit Frequency | 1.8x 3.2x 3.8x Loyalty programme
(/month) data

Customer Digital Sales % of | 30-32% | 35-38% | 38-40% | Point-of-sale
Revenue analytics

Customer Brand Awareness | 8-12% 28-35% | 45-55% | Third-party  brand
(unaided %) research

Internal Food Safety Incidents | <0.5 <0.3 <0.2 Incident  reporting
(per 100k) system

Internal Average Service Time | 4.5-5.0 | 4.0-4.5 3.5-4.0 Point-of-sale data
(minutes)

Internal Inventory  Accuracy | 94-96% | 97-99% | 98-99% | Inventory audits
(o)

Internal Labour  Productivity | $18-22 | $24-28 | $28-32 | Payroll & sales data

(sales per labour hour)
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Learning Employee Retention | 65 75 80 HR records
Rate (%)
Learning Local Manager | 30% 60% 75% Promotion tracking
Promotion (%)
Learning Training Completion | 85% 95% 98% Learning
Rate (%) management system
Learning Japanese Language | 15% 50% 75% Language
Proficiency (% fluent) assessment records

Source: Balanced Scorecard Institute (2025), Rhythm Systems (2024), Chipotle Investor Relations
(2025)

4.3 Investment Requirements and Financial Projections

Table 4 Japan Expansion Financial Projections and Capital Requirements

Metric Year 1-2 | Year 3- | Year 5+ | Cumulative
4 Total

Estimated Capital Investment (USD | $18-25 $35-50 | $60-80 | $113-155
millions)

Average Unit Volume per Restaurant (USD | 2.2-2.6 2.6-3.0 |2.8-3.2 | N/A
millions)

Cumulative Restaurants Opened 8-12 35-50 150-200 | 150-200

Projected Total Revenue Year 1-2 (USD | $18-31 $90- $420- N/A

millions) 150 640

Operating Profit Margin Target (%) (5-8)% 12-14% | 16-18% | N/A

Payback Period per Restaurant (Years) 3.5-4.5 3.0-3.5 | 2.5-3.0 |3.0-35

Expected Cash Flow Breakeven End Year | N/A N/A Post-Year 4
4

Annual Investment for Expansion (USD | $9-12 $17-25 | $15-20 | N/A
millions)

Source: Chipotle Investor Relations (2025), Standard Franchise Industry Benchmarks, Restaurant
Business (2025)
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4.4 Performance Monitoring and Adjustments

To incorporate the moved scorecard framework, Chipotle management needs to implement strict
quarterly and yearly performance reviews to assess how management has performed with respect
to their evaluated goals, to develop corrective measures, and to assess possible problems which
arise. Each Chipotle restaurant should have a daily dashboard which updates the employees about
their sales, labor hours, inventory, and customer counts, and should have regionally set reviews at
the end of the week to assess possible problems and trends. (Rhythm Systems,2024)

As so, there needs to be quarterly reviews of businesses, with corporate management, restaurant
general managers, and regional leaders, that focuses on all aspects of the Balanced Scorecard.
Within these reviews, businesses and regions that are not performing up to standard should be\n
highlighted, and if there needs to be a quick adjusting of how the company interacts with those
businesses. Balanced Scorecard Institute, 2025

Each year, we need to assess our continued growth against our targets for each Phase. These targets
include total restaurants opened to date, revenues, profitability, positive trajectory in profitability,
and recognition of the brand. These reviews should check if the assumptions made during
expansion planning remain relevant, especially for labour, supply and demand costs, and the
responsiveness of the consumer. Meeting the targets should spur planning for the Phase to be
accelerated, and if targets are significantly missed, we may have to slow down expansion planning
until the market improves. (Pacific Crest Group, 2023).

Conclusion

Chipotle has decided to open their next restaurant in Japan for several reasons: geostrategic
opportunism, competitive advantage, and proven/actual operational capability. The industry
market has undergone further industry consolidation for However, restaurant chains due to
franchise growth and partnership with local players (Mordor Intelligence, 2025). Based on portions
of Chipotle’s customer base and target market in the United States, along with their business
model, brand, and Digital Infrastructure, Fast-Food Retailing, and Interest in Foreign Culture,
Chipotle’s Success in Japan is Highly Likely.

Impending on customer service, Chipotle has the potential to develop a solid brand presence with
operational profitability. Global expansion is a long term investment with international
profitability of 10-15 years due to a lack of initial positive cash flow (Restaurant Business, 2025).
Chipotle is likely to hit this target due to the increased operational frameworks and customer
demand, positioning the company to exceed the market in this area.

In order to make this work, we need to corporate dedication, lots of capital to spend, and a
willingness to give a little based on what the local customers want and expect while still keeping
to the main ideology of the brand. The Balanced Scorecard and its 12 KPIs will help in keeping
on track with progress, adjusting to changes that need to be made, and in establishing
accountability for strategic goals in a more organized manner. Japan will not only be seen as a new
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place to do business, but also as a market that could serve as a launchpad for other Asian countries,
including ones in Southeast Asia and South Korea. This will help achieve Chipotle's decades-long
plan of becoming a globally recognized brand on par with the world's largest corporations.
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