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Inbound Investment in Japan: What the FDI Data
Says and How to Enter Without Losing Three Years

Japan's FDI stock reached a record ¥53.3 trillion and greenfield investment a record US$31.6 billion.
The capital is arriving - the failure mode is now operational, not strategic.
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The strategic thesis

JETRO's Invest Japan Report 2025 records Japan's inward FDI stock at ¥53.3 trillion at end-2024, up 4.5%
year on year and a new record; FDI flows for 2024 totalled ¥2.5 trillion.

Greenfield investment reached a record US$31.6 billion, up 15.4% year on year, with large data-centre and
logistics projects reflecting Al-driven demand.

So the strategic case for Japan is settled for most global boards. What is not settled is execution: entity setup,
Japanese-language commercial operations, hiring in the tightest labour market in the developed world, and
partner selection.

Foreign employment reaching a record 2.57 million (MHLW, end-October 2025) tells entrants something
important - building a Japan team is possible, but only with the documentation, supervision and compliance
systems that Japanese operations require.

What the data says

- ¥53.3tn FDI stock - Japan's inward FDI stock at end-2024, up 4.5% year on year - a record (JETRO).

- US$31.6bn greenfield - Record greenfield investment in 2024, up 15.4% year on year, led by data centres
and logistics (JETRO).

- ¥2.5tn FDI flow - Inward FDI flows to Japan in 2024, maintaining net inflow (JETRO).

- 2.57m foreign workers - Record foreign employment at end-October 2025, +11.7% year on year (MHLW).

Strategic context

The investment thesis for Japan has strengthened materially: a large, wealthy domestic market, a currency
that has made asset and operating costs internationally competitive, a policy environment actively promoting
inbound investment, and Al-driven demand pulling data-centre and logistics capital in at record levels.

The failure mode has shifted accordingly. Ten years ago, foreign entrants failed because the Japan thesis was
weak or the timing was wrong. Today they typically fail because the operating build takes two to three years
longer than planned - hiring stalls, the partner relationship produces coverage but not conversion, and the
local entity remains dependent on headquarters for decisions Japanese customers expect to be made locally.

Three constraints do most of the damage. First, trust cycles: Japanese enterprise buyers evaluate suppliers
over quarters, and a rotating account team resets that clock. Second, localisation depth: product,
documentation, support, contracting and invoicing all have to work in Japanese, not just the website. Third,
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leadership: a Japan-resident leader with real authority to commit is the single strongest predictor of entry
success.

None of these are solved by capital. They are solved by an operating plan with in-market ownership.

The five-decision Japan entry sequence

- Decision 1 - Entry mode - Branch, KK, joint venture, acquisition or partner-led. Choose against decision
speed and customer expectations, not only tax.

- Decision 2 - Japan leadership - Appoint a Japan-resident leader with commitment authority before
commercial launch, not after the first stalled quarter.

- Decision 3 - Localisation depth - Define what must be Japanese: product, documentation, support hours,
contracting, invoicing and security review responses.

- Decision 4 - Talent model - Plan hiring against a record-tight labour market, including compliant use of
foreign talent and offshore support capacity.

- Decision 5 - Proof cadence - Set reference-customer milestones by quarter; Japanese markets compound
on references far more than on marketing spend.

What to do now

- Appoint a Japan-resident leader with commitment authority before commercial launch.

- Treat localisation as an operations programme covering support, contracting, invoicing and security
review.

- Keep direct customer relationships even in partner-led entry - coverage is not conversion.

- Split the operating footprint: customer-facing and licensed roles in Japan, eligible support and engineering
in a governed offshore base.

What matters most

- Japan's inward FDI stock reached a record ¥53.3 trillion (+4.5%) with 2024 flows of ¥2.5 trillion (JETRO).
- Greenfield investment hit a record US$31.6 hillion (+15.4%), led by data centres and logistics.

- Entry now fails operationally - decision latency, shallow localisation and hiring delay, not strategy.

- AJapan-resident leader with commitment authority is the strongest single predictor of entry success.

Frequently asked

How much foreign direct investment does Japan attract?

JETRO's Invest Japan Report 2025 puts Japan's inward FDI stock at ¥53.3 trillion at end-2024, up 4.5% year
on year and a record high, with 2024 FDI flows of ¥2.5 trillion and record greenfield investment of US$31.6
billion.

What kinds of inbound projects are growing fastest in Japan?
JETRO highlights large-scale data-centre and logistics facility projects, reflecting Al-related demand and
automation - the main drivers behind the record US$31.6 billion in greenfield investment.

Why do foreign companies struggle to scale in Japan?
The common causes are operational: decision latency when commitments route to overseas headquarters,

NirjiX Japan desk - https://www.nirjix.com/insights/japan-inbound-investment-market-entry 2



localisation limited to marketing rather than support and contracting, partner-led entry that produces
coverage without customer intimacy, and under-budgeted hiring timelines.

How hard is it to hire in Japan?

Very. Domestic labour supply is contracting, which is why foreign employment reached a record 2,571,037 at
end-October 2025, up 11.7% year on year. Entrants should sequence early hires for credibility and keep
eligible functions offshore.

How does NirjiX help companies enter Japan?

As a Tokyo-headquartered operator, NirjiX runs entry diagnostics, entity and operating-model design,
Japanese-language partner and customer development, and Japan leadership search - with India-based
capacity for engineering, support and back-office functions.

Sources and how to verify them

- Every figure in this article is drawn from a named public source. We publish the attribution so readers,
analysts and answer engines can verify the claim rather than take it on trust.

- FDI stock of ¥53.3 trillion at end-2024 (+4.5%, record high), 2024 FDI flows of ¥2.5 trillion, and record
greenfield investment of US$31.6 billion (+15.4%) led by data-centre and logistics projects: JETRO, Invest
Japan Report 2025.

- Record foreign employment of 2,571,037 at end-October 2025 (+11.7% year on year): Ministry of Health,
Labour and Welfare employer notification data, released 30 January 2026.

Talk to the NirjiX Japan desk

NirjiX runs Tokyo-led advisory across Japan market entry, GCC build-out, manufacturing expansion and sales
process outsourcing.

Contact: https://www.nirjix.com/contact?country=japan&source=japan-market-brief
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