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3. Case Studies of Polish Companies Conducting Busi-
ness, Research and Investment Cooperation with Jap-
anese Companies on the Polish and Japanese Markets

This section provides case studies of three Polish ICT companies. Two of them (3.1 and 3.2) were based on in-depth interviews conducted in Tokyo. The
third one (3.3) concerns an ICT company that is now expanding in Poland and that has been working with a Japanese partner for years.
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3.1
Elmodis

Business Profile:

Elmodis is a technology company based
in Krakow, Poland, founded in 2015 by
an experienced team of engineers.
The company operates in the area of
Industrial Internet of Things (lloT) and
develops solutions based on Artificial
Intelligence (Al) and Machine Learning.

Elmodis "improve[s] the energy and
operating efficiency of electric-powered
industrial machines by offering an end-
to-end hardware & software solution that
enables manufacturers and end users to
remotely monitor the performance of
their machines in real time" [Elmodis].
Elmodis offers a hybrid solution
combining hardware (Edge devices) and
digital services (cloud & platform).

The company has clients and investors
both in Poland (e.g., Innovation Nest
Fund) and abroad (e.g. the Dutch
SET Ventures fund, and Meidensha
Corporation, a Japanese company).

Japan operations:

Elmodis found its way to the Japanese
market through a partnership with
Meidensha Corporation (Meiden), a
Tokyo-based company founded in
1897 and listed on the First Section of
the Tokyo Stock Exchange. Meiden
manufactures and sells water treatment
equipment, electronic equipment, and
information equipment [Meidensha
Corporation Linkedin].

Following Meiden's investment in
Elmodis in December 2020 [Meidensha
Corporation, 2021], the companies
have also been collaborating on R&D
and product customisation for the
Japanese market. In July 2023, Meiden
announced it received an order from
Mitsui Sumitomo Insurance Co., Ltd.
for an loT-based engine analysis/
remote monitoring system. "The system
was jointly developed by Meiden and
Elmodis Sp. z 0.0., a Polish startup in
which Meiden holds a minority stake.
By merging the startup’'s analytical
and monitoring technologies that are
being used in European and American
pumping facilities and Meiden's
knowhow in the engine business, Meiden
has been able to customise the new
service for use by Japanese clients’
[Meidensha Corporation, 2023].

Case study analysis:

According to the CEO and co-founder
of Elmodis, finding a Japanese partner
company is key to entering the Japanese
market. Currently, Japan is among the
important and strategic markets for
Elmodis. The company plans to further
expand its business in Japan, and is also
interested in entering other countries in
Asia, where Meiden is also present on
numerous markets. Prior to partnering
with Meiden, Elmodis perceived the
Japanese market as potentially
interesting but not of pivotal importance,
partly due to the widespread belief
that it is a very difficult market to
enter. Elmodis was mainly focused on
developing its business in Europe and
America. In Silicon Valley, the company
connected with Meiden, which was
seeking innovative solutions in foreign
markets through open innovation. One
of the reasons why the Polish startup's
technology interested the Japanese
company was the challenges facing
the Japanese economy, such as the
decreasing number of specialists in the
market, including in the maintenance
and optimisation of industrial machinery,
due to the ageing population. In the face
of such challenges, digital technology
support is of great value. In addition,
the Elmodis product offering also covers
energy optimisation, that is reducing

Case Studies

energy consumption and optimising
costs. This area is becoming increasingly
important both in and outside Japan, as
many companies actively seek to reduce
CO2 emissions and monitor their carbon
footprint, among other things.

Once the relationship with the key
partner was established, Elmodis made
several product adaptations for the
Japanese market. In cooperation with
Meiden, the company has modified its
reporting and graphics to better suit
the Japanese market. For example,
numerous detailed descriptions were
added to the reports in a format not
commonly used in Europe, and the colour
scheme and aesthetics were additionally
adapted. EImodis also made efforts to
understand the essential aspects of the
Japanese business culture, including by
attending specialised courses. Although
the primary language of communication
between the companies is English,
Elmodis proactively ensured proper
etiquette in the relationship-building
process, such as by preparing business
cards.
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Lessons and takeaways
for managers from the case

1) The key is to find a strategic partner
in Japan, particularly in such areas as
sales to industry-related companies
and B2B sales.
Establishing a presence in locations
where Japanese companies seeking
partnerships are actively looking for
potential partners (e.g., Silicon Valley)
can be of help.
Operating in sectors that may
address the challenges/problems
of the Japanese economy, such as
the ageing population, sustainability,
and digitalisation, can be of help.

2)The important role of a proactive

approach to market entry in Japan.
There may be a need to partially,
at least, adapt the product to meet
Japanese client specifications, which
may largely differ from European or
American expectations.
Japanese companies appreciate
efforts to understand and integrate
key aspects of the Japanese
business culture.

3)Takeaways for managers: seek a

reliable partner and exercise patience.
Be prepared for often lengthy
internal project/collaboration
approval processes at Japanese
companies, involving product
testing, for example. In turn, if the
verification and internal approval
process is successful, even a verbal
commitment from the Japanese
partner involves a high likelihood of
initiating cooperation. In Japan, you
can also expect strong client loyalty
towards suppliers and vice versa.

3.2
Widmo

Business Profile:

WIDMO Spectral Technologies Sp. z
0.0. is a company founded in 2018, with
offices in Warsaw and Krakow. It is a
deep-tech startup creating "subsurface
tomography based on spectral ground
penetrating radar and advanced
analytical software (...) with Machine
Learning algorithms taught on both real-
world data and advanced simulations”
that enables the delivery of high-quality
geological information [Widmo].

The technology developed by Widmo
has a number of potential applications,
both in mining, as well as in other
areas where subsurface information
is important, such as mapping cities,
where it may be of help in “infrastructure
planning, utility maintenance, and
emergency response” [Widmo].

Case Studies

Case study analysis:

Widmo is in talks with potential clients
in various countries around the world,
especially in Europe and America.
Entering the Japanese market is
appealing to the company. This is due
to the market size and the numerous
challenges it faces that the Polish
startup's product offering could help
address. For instance, one area of
interest is analysing the post-event
impact of earthquakes on infrastructure.
Additionally, Japan's ageing population
and high GDP translate to labour
shortages in the construction industry,
creating a demand for technological
solutions. The CEO and co-founder of
Widmo notes that Japanese companies
often exhibit a strong understanding of
the details and potential of technologies
like those offered by the Polish startup,
which is not always the case in other
markets.

Despite the appeal of the Japanese
market, Widmo also identifies obstacles
such as cultural and language barriers,
as well as a significantly longer sales
cycle compared to Europe or America.
Due to the unique characteristics of
Japan, Widmo is currently viewing
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it not as a potential gateway to the
broader Asian market, but as a big
market in its own right. The company
further acknowledges that direct entry
into the Japanese market can be very
challenging, making it crucial to either
find a local partner or be discovered by
one.

In the case of Widmo, Shimizu
connected with the Polish startup
through open innovation thanks to
its presence in a French accelerator
focused on technology, heavy industry,
and construction. Shimizu also visited
Widmo in Poland and took part in radar
testing. Additionally, another major
Japanese company expressed interest
in the product offering at a conference
in the Netherlands, but requested that
the product be sent to Japan for testing
at the expense of Widmo.

Lessons and takeaways
for managers from the case

1)Sometimes, it may be easier for
a Polish startup to connect with
a potential Japanese partner not
in Poland or Japan, but in a third
country, for example in Western
Europe, by participating in specialised
programmes or industry conferences.

2)In establishing cooperation
with Japanese partners, be
patient and prepare for long
sales processes. On a positive
note, there are substantive
discussions about technology.

3)Deep tech products may
require less adaptation to
different markets, including
Japan, potentially making them
easier to sell. On the other
hand, the occasional need to
provide a prototype for testing
by potential partners or clients
can be a costly and challenging
process for smaller/early-stage
companies.

4)Takeaways for managers: to
carefully consider the specific
reasons for entering the
Japanese market. If you manage
to find a reliable partner, it may
be very valuable. Conversely, if
you lack a local partner and your
goal is to expand into Asia at
large, there are easier markets to
start with (markets where English
is more commonly used and sales
processes are shorter) and where
Japanese companies also have a
presence.

3.3

Case Studies

Sirocco Mobile

Sp. z 0.0.: an example of a company
operating in Poland and working with
Japanese partners domestically

Business Profile:

Sirocco Mobile Sp. z 0.0. was founded
in 2008 by Ludwik Zéttowski (CEQ) and
Maciej Wojtyczka (CTO), and initially
specialised in Java mobile games. The
company soon became a major software
company with headquarters in Warsaw
and development centres in Gliwice
and Brussels. Currently, Sirocco Mobile
employs more than 80 IT professionals
who serve clients globally across various
industries, including automotive, e
commerce, media, ICT, and marketing
[Sirocco Mobile 1].

Sirocco Mobile offers IT consulting,
business analysis and UX/UI services,
mobile and web application
development, and Al-based solutions.
After announcing the acquisition of the
company by the Polish group Euvic,

the group's founder and CEO Wojciech
Wolny stated that "the specialisation
developed within the group with Sirocco
Mobile significantly strengthens our
existing software development offerings,
particularly in advanced business
systems and mobile applications" [crn.
pl, 2021]. Sirocco Mobile enhances
the "Software Development pillar,
which, along with the other four pillars
(Body/Team Leasing, IT Infrastructure,
Innovation, and Digital), forms the Euvic
Group's comprehensive IT solutions for
business” [inwestycje.pl, 2021].
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Case study analysis:

Among its extensive portfolio of over
170 clients, Sirocco Mobile collaborates
with Toyota Central Europe, a Japanese
company which sells and distributes
Toyota and Lexus cars in Poland,
Slovakia, the Czech Republic, and
Hungary. This partnership has resulted
in the TMS application which has
been in development since 2014 and
which supports the sale of new Toyota
and Lexus vehicles. "It is an SFA (Sales
Force Automation) business system
that uses technology to automate
the sales process. TMS enables the
creation of a complete sales offer for
individual clients and fleets, using several
advanced features, such as comparison
engines, extensive product price lists with
special offers, and the ability to select
accessories” [Sirocco Mobile 2]. Among
the main benefits of the Sirocco Mobile
solution offering are data centralisation,
the possibility to generate reporting data
to Excel (.xlsx) and PowerBl format files
for easy analysis, the digitalisation of
processes (including the sales process),
improved communication between
headquarters and other company
units, and the potential for further
development with additional modules

Lessons from the case study
of Sirocco:

Higis €% qoRpsiratign develops and

what its results are has become a basis

for mutual trust between the partners.
Toyota Central Europe highlights Sirocco
Mobile's professionalism, state-of-

the-art technological knowledge, and
reliability. These factors, along with the
comprehensive fulfilment of expectations
for the TMS application under development,
have contributed to the continued
advancement of the project.
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4. 4. Directory of Polish ICT companies with
a presence on the Japanese market
or the potential for expansion into it



Directory of Polish ICT companies

Company Production structure Exports - geographical Branch offices abroad
destinations /Other forms of foreign
market presence

Comarch S.A. A global integrator, developer of innovative IT solutions and systems ~ Over 100 countries worldwide Offices in 32 countries, including Japan
Krakdw, Poland [Comarch 1] [Comarch 1] (Tokyo) [Comarch 1]

Founded in 1993

[Comarch 1]
RTB House Marketing technologies for leading brands and agencies [RTB 1], The company operates in numerous Offices in over 30 locations worldwide
Warsaw, Poland specialising in innovative retargeting technology based on deep markets globally [RTB 1], including Tokyo, Japan [RTB 3]

learning [RTB 2]
Founded in 20712

[RTB1]

ICEYE Continuous monitoring of the Earth using radar satellite imaging The company operates in numerous Offices in Finland, Poland, Spain, the
(in, i.a., Espoo, [Ilceye 1], SAR (synthetic aperture radar) technology in microsatellites markets globally United Kingdom and the United States
Finland (HQ); [lceye 2] [lceye 1]; in Japan, ICEYE collaborates
Warsaw, Poland with Tokio Marine & Nichido Fire

Insurance [Iceye 3]
Founded in 2014
(spin-off from Aalto
University), ICEYE
Polska registered in
2017 [Iceye 2, 4, 5, 6]

Juice Comprehensive visual effects, design and sound services [Juice 1] The company operates in numerous Offices in Tokyo, Japan; Shanghai,
Warsaw and markets globally Ching; partnership in the USA (Brand
Wroctaw, Poland Yew)

Founded in 2006
[Juice 1, 2]
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5 Codahead Deep-tech company, provider of software development solutions, The company operates in numerous Visit to Japan IT Week [Codahead 3]
Krakdw, Poland specialising in artificial intelligence, hardware development, markets globally, with bulk of the clients
blockchain, immersive reality (XR/AR/VR), among others [Codahead 1] being from the European Union and the
Founded in 2015 United States [Codahead 2]
[Codahead 1]
6 Vasco Electronics Design, manufacture and sale of mobile translation devices [ The company operates on international Main offices in Poland and the United
Krakdw, Poland, Vasco 2] markets, in almost 20 countries [Vasco 1] States [Vasco 1]; presence and sales in
Japan [Vasco 3, 4]
Founded in 2008
[Vasco 2]
7 Velis Software for Facility Management (Singu FM), Visitor Management More than 30 countries worldwide, US office (Austin, Texas) [Velis 1], foreign
Krakdw, Poland (Singu Guestbook), Vehicle Access Control (Singu Smart Security Desk)  including Poland, Hungary, Japan, the partnerships [Velis 3]
a Polish company [Velis 1] United States, Austrig, etc. [Velis 1]
[Velis 2]
Founded in 2009
[Velis 1]
8 Neoteric Web development, product design and Al development projects in The company operates in numerous
Gdansk, Poland a wide range of industries from telecom to marketing and wellness markets, working with international
a Polish company [Neoteric 2] companies
Founded in 2005
[Neoteric 1]
9 Meeting15 A platform for comprehensive management of events, in both the The company operates in numerous A Japan office (in Tokyo) to eventually
Warsaw, Poland real and the virtual world [Meeting 15 1] international markets, handling operate in the Asia-Pacific region
a Polish company hundreds of events in European [Meeting15 1]
countries. In 2021, it began operations
Founded in 2019 in Japan with bold plans to expand into
[Meeting15 1] other Asian markets [Meeting15 1]
[Meeting15 2]
10 TenderHut A group with a portfolio of 15 companies in IT/ICT, legal consulting, The company operates in numerous At least 8 foreign representative offices,

Biatystok, Poland
a Polish company

Founded in 2010
as CodeArch
[TenderHut 1]

laboratory solutions, HR, etc. [TenderHut 2]

markets globally

including in China, Germany, Sweden,
the UK and the US [TenderHut 3]. Willing
to expand into the Japanese market
[TenderHut 4]
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Directory of Polish ICT companies

1" SKILLS & CHILL, Optimising solutions for touch-screen devices. It designs and develops  Germany, Switzerland, the UK, France,
registered in 2014. applications and web portals fit for screens of various sizes. Handling ltaly, the US and Canada
and managing content resources: Enterprise Content Management.
Based in Poznan
12 Typly Sp. z 0.0., Natural Language Processing. Advanced Al writing assistant that
leverages multilingual models, e.g. GPT, ChatGPT, LLaMA.
registered in 2021.
Based in Warsaw
13 UXMINING Sp. z UI/UX design and user research for startups, public institutions and
o.o0., enterprise companies [Eastern Business Accelerator].
registered in 2021.
Based in Stalowa
Wola
14 Movello.pl A Polish app supporting charity and environmental causes by
('DROGA DO promoting walking
LEPSZEGO"
Foundation,
Namystéw)
15 QPER, Hyper-Convenience Retail. It consists of Al-powered micro-stores
registered in 2023. and smart vending solutions, ensuring quick and secure shopping
with convenient automated payments.
Based in Lublin
16 Reakto Drone Security. Rapid response drone systems.

Services
a Polish company

registered in 2023.

Based in Piotrkow
Trybunalski




30 Characteristics of the cosmetic industry
17 Gekko Photonics Proprietary photonic (optical) solutions and their adaptation to A global company
a Polish technology industrial and medical applications. Precise and non-invasive
company, measurement methods; proprietary, cost-effective and miniaturised
Raman spectroscopy [Platforma Inwestoral.
founded in 20719.
Based in Wroctaw
18 DBR77 Robotics, Services to support the digital transition process in companies
registered in 2020.
Based in Torun
19 NOT Informatyka The company provides IT solutions for scientific and technological Relations with entities in Belgium and

Sp. z 0.0.,

founded in 2012.

Based in Warsaw

entities

Japan

Source: own elaboration based on available online sources and information provided by the Polish Chamber of Commerce and Industry in Japan (PCCIJ).
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Conclusion

Information services, research, and ICT-related services and
production account for the largest share of GDP generated by
Japan's information and communications industry. The industry
employs 3.5% of the country's total company workforce, and
Jopan's ICT market is well established globally. In contrast, the
ICT sector in Poland is primarily developing in IT services. Most
companies in this sector are SMEs, and there are nominally far
more of them than ICT companies in Japan. However, Japanese
ICT companies generate a much higher headcount. In recent
years, R&D expenditure among companies in Poland's ICT
sector has increased significantly (by 40.5% in 2022 compared
to the previous year), while in Japan, research expenditure in the
industry has either declined or remained steady.

SIDLY (-

The main partners of Japan's international trade in ICT goods ADVOCACT EOR SN m“ A BVET TRt

are Asian countries. In Poland, ICT goods exports are predo- OMARCH 9—%
minantly to European countries, while imports are mainly from

Asian countries. Poland's ICT services exports have a higher va-

lue than those of Japan. Domestically, the share of ICT services =
exports in Poland's total services exports is more than twice that =
of Japan. The opposite is observed for imports. Interestingly,
Japan ranked 8th by value in Polish imports of ICT goods with

a 2.5% share. Moreover, Poland's trade in digitally deliverable
services was marked by significantly higher growth dynamics
than that of Japan.

o

In recent years, Poland has been emerging as a leader in the
ICT industry among Central and Eastern European countries. Its
technological appeal is underscored by investment from inter-
national giants in the sector. In Japan, the pace at which new
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technology is adopted across the economy is driven by the
social infrastructure, as well as the finance and insurance
industries. Transforming the existing product and service de-
livery methods and creating new, next-generation business
models are the most significant challenges in those sectors.
In the other industries, the review of decision-making and
business processes in accounting and HR remains a com-
mon problem.

Cooperation of Polish and Japanese companies in the ICT
industry is currently limited, but holds the potential for deve-
lopment. Case studies of business, research, and investment
cooperation between Polish and Japanese companies, as
well as of the presence of Polish companies on the Japane-
se market, show that finding a strategic Japanese partner
is crucial for Polish companies. This is particularly important
given the significant barriers and cultural differences, such
as English proficiency and the length of negotiation and
sales processes, between European countries and Japan.
Entering the Japanese market on your own is challenging,
although success can depend on such factors as the type of
the product offered, the sales model, and the target custo-
mer's main industry (in the case of B2B). What is noteworthy
is that valuable contacts between Polish and Japanese
companies are sometimes established in third countries,
such as Western European countries or the United States,
where some large Japanese companies actively seek open
innovation partners.

Conclusion
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