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When Polish startups think about international expansion, they usually look first to Germany, the 

UK, or the United States, while Japan is often seen as distant, complex, and difficult to enter. Yet 

in reality, Japan may be one of the most strategically attractive markets for Polish startups, 

especially those working in deep tech, manufacturing, foodtech, AI, and industrial software. This is 

not simply about accessing another large economy; Japan offers something far more valuable: 

long-term customers, strong technology partners, and a powerful gateway to the broader Asian 

market. 

For many years, Central and Eastern Europe was perceived mainly as a cost-efficient engineering 

hub, but that is not what Japan is looking for today. Japanese corporations are facing profound 

structural challenges, from an aging workforce and labor shortages to rising global competition, 

decarbonization pressures, digital transformation, and growing geopolitical risks in Asia. To stay 

competitive, they must innovate faster than ever, and they are actively searching for advanced AI 

and data solutions, robotics and automation, smart factory technologies, cybersecurity, food and 

agri-tech, and climate and energy innovations. These needs align extremely well with Poland’s 

strengths. Poland has one of Europe’s largest pools of engineers, strong academic traditions in 

mathematics and physics, and a rapidly growing deep-tech startup ecosystem. Japanese 

companies are no longer focused on finding the lowest cost; they are looking for reliable, high-

quality technology partners who can help them solve real industrial problems. 

Japan is also a huge but surprisingly underserved market for foreign startups. As the world’s 

fourth-largest economy, its food, manufacturing, healthcare, logistics, and infrastructure sectors 

are enormous, yet compared with the US or Western Europe, competition from overseas startups 

is still relatively limited. This is largely because Japan is perceived as difficult to enter due to 

language barriers, conservative corporate culture, complex procurement processes, and unique 

regulations. However, for those who make the effort, the rewards are substantial. Japanese 

customers tend to be extremely loyal once trust is established, contracts are often long-term, and 

customer churn is low. Japan is not a market driven by constant price competition but one shaped 

by reliability, reputation, and long-term value, which suits technically strong and execution-focused 

Polish startups very well. 

The compatibility between Poland and Japan goes deeper than market dynamics; it is rooted in 

their similar industrial DNA. Both countries have strong manufacturing traditions, highly skilled 

engineers, and a large base of small and mid-sized industrial companies that are deeply 

embedded in global supply chains. Many Polish startups already design solutions for German 
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manufacturers, and in most cases, those same solutions can be applied with only minimal 

adaptation to Japanese manufacturers, who face very similar challenges around efficiency, quality 

control, predictive maintenance, energy optimization, and automation. From this perspective, 

Japan is not an entirely foreign environment for Polish technology companies but rather another 

advanced industrial economy dealing with the same structural pressures. 

At the same time, Japanese corporations and government agencies are increasingly eager to 

engage with European technology. As they seek to reduce over-reliance on China and the United 

States, they are actively looking for diversification and trustworthy long-term partners. Central and 

Eastern Europe, and Poland in particular, is becoming more strategically important in this context 

because of its growing role as a manufacturing hub, its geopolitical significance, and its position at 

the heart of Europe’s future economic and security architecture. This creates a unique opportunity 

for Polish startups to position themselves not merely as vendors but as strategic technology 

partners for Japanese companies. 

Success in Japan also brings benefits far beyond local revenue. A reference customer in Japan, 

whether it is a large automotive supplier, a food manufacturer, or an electronics company, carries 

enormous weight across Asia. Japanese firms operate globally, and their endorsement opens 

doors in Korea, Taiwan, Southeast Asia, and even within other Japanese subsidiaries worldwide. 

Because Japanese companies are cautious about adopting new technologies, their decision to 

use a product or platform is a powerful signal of quality and reliability that resonates internationally. 

Culturally, many Polish startups are also a better fit for Japan than they might expect. Japanese 

companies tend to value technical depth, careful execution, long-term commitment, and 

understated professionalism rather than aggressive sales tactics or inflated promises. This aligns 

closely with the engineering-driven, pragmatic culture that characterizes many Polish technology 

teams, making it easier to build trust and productive partnerships. 

The timing could hardly be better. Japan is currently investing billions of euros into open 

innovation, corporate-startup collaboration, and international technology partnerships, yet most 

European startups that take advantage of these programs still come from Germany, France, or the 

Nordic countries. Polish startups remain underrepresented, which means competition is lower and 

visibility is higher for those that do engage. There is, in effect, a Poland-sized gap in the Japanese 

innovation ecosystem waiting to be filled. For Polish founders willing to look beyond the usual 

expansion paths, Japan offers not just another market but a platform for building durable revenue, 

global credibility, and a strategic bridge into Asia. 
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