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the Japanese  
nuclear market in 
the early 2020s
The Fukushima Daiichi accident on 11th of March 2011 
following the Great Tohoku Earthquake profoundly changed 
Japanese society and its nuclear industry.  All Nuclear Power 
Plants were shut down, new build projects frozen and the 
Japanese population became much more hostile to nuclear 
power generation.

Since 2011, Japanese nuclear power plants have slowly been 
restarted but face major challenges dealing with new stringent 
regulations on operating plants, management of the damaged 
reactors at Fukushima Daiichi, treatment and storage of 
radioactive waste, suspension of international nuclear projects, 
launch of a decommissioning journey and a progressive loss of 
Japanese nuclear skills and experience.

At the beginning of 2022, out 
of the 60 nuclear reactors 
in Japan:

• 10 units had been 
restarted (all PWRs)

• 24 units had permanently 
shut down, to be 
decommissioned

• 7 units had passed 
regulatory restart inspection 
but had not yet restarted

• 8 units were under restart 
assessment 

• 8 units were pending 
a decision on whether 
to apply for restart or 
decommission

• 3 units which were under 
construction in 2011 have 
been paused

3

Japanese Nuclear Market Guidelines



Today, the main challenges for the Japanese 
Nuclear Industry are:

• The decommissioning of the four damaged 
reactors at Fukushima Daiichi; a project with 
unprecedented technical challenges

• The decommissioning of the other 20 
reactors; a difficult project for Japanese 
companies for whom D&D is quite new

• The decommissioning of the facilities across 
the Japan Atomic Energy Agency (JAEA) 
estate, where over 40 facilities including 
research reactors and a reprocessing plant 
are to be decommissioned over the coming 
decades

• Commissioning of the reprocessing and 
MOX facilities at Rokkasho site; the 
completion of a domestic closed fuel cycle is 
important in Japan

• The treatment of radioactive waste and 
storage, which is a major issue for local 
community relations.

• The restart of shutdown reactors, which 
requires complying with new and more 
stringent regulations

Because these challenges are new to the 
Japanese nuclear industry, Japan needs support 
from foreign expertise.  All of these issues also 
offer synergies with the UK nuclear industry, 
which benefits from the experience from 
our own decommissioning mission – further 
advanced than Japan’s – and our current on-
going new-build projects and advanced nuclear 
development.

The UK nuclear industry has much to offer 
to the Japanese nuclear market, and for UK 
companies who are prepared to learn how to 
operate on the market, these are high-value 
opportunities.
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purpose of these 
guidelines

These guidelines have been created to support 
any UK entity wanting to win business in the 
Japanese nuclear market.  The guidelines lay out 
some basic knowledge and experiences that we 
hope will be useful in defining your approach to 
this complex market.

Who are we? 
The Nuclear Section of the Department for 
Investment & Trade (DIT) at the British Embassy 
of Tokyo and at DIT Headquarters in London.

What do we do? 
Our teams support UK stakeholders to start, 
develop and succeed in their business in Japan.  
We are expert and experienced in covering all 
of the issues across the civil nuclear industry.  
Through dialogue, collaboration and organising 
events with Japanese government and industry, 
we aim to provide UK industry with information, 
contacts and support to grow and win business.
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Identifying the 
main players in 
the Japanese 
nuclear market
In order to understand how to 
sell your products and services in 
the Japanese nuclear market, it is 
very important to understand its 
different stakeholders.
Based on your profile, these 
stakeholders could be customers, 
competitors, policy makers or 
partners.  When you start 
exploring business in Japan, it 
is important to consider the 
environment surrounding 
your target to identify the 
threats and opportunities 
that may impact the 
success of your project.
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The Japanese Utilities:  
9 utilities, plus two companies with 
a focus on development (JAPC and 
J-Power).  The largest utilities are 
Tokyo Electric (TEPCO) and Kansai 
Electric (KEPCO).  

JAEA:  
an important research organisation  
they are also embarking on a 
significant decommissioning 
programme and are a key 
stakeholder on advanced reactor 
types.

JNFL:  
majority owned by the Japanese 
Utilities, JNFL operates an 
enrichment plant and operational 
waste storage facilities, and will 
operate the reprocessing plant 
and MOX plant at Rokkasho when 
these are completed.

Nuclear power plant 
manufacturers:  
often called the “Big 3”: MHI 
(PWRs), Toshiba and Hitachi 
(BWRs).

Construction companies: 
construction is one of the most 
important industries in Japan, and 
many companies contributed to 
construction of the Japanese NPPs.  
Many now plan to diversify to 
D&D activities.  Big construction 
companies include Shimizu, 
Takenaka and Taisei.  

Equipment manufacturers:  
equipment manufacturers able 
to contract directly with utilities, 
or (more often) without nuclear 
capabilities, who supply to the 
nuclear industry generally through 
the “Big 3”.

Instrumentation 
manufacturers:  
can more often contract directly 
with utilities, and sometimes also 
import instrumentation from 
abroad.

Fuel suppliers:  
companies involved in fuel 
manufacturing and handling.

Trade companies:  
trade companies have close links 
with the Japanese nuclear industry, 
and often support domestic 
companies to import and foreign 
companies to export to Japan.  
Major trading houses in nuclear 
include Marubeni Utility Services 
and Sumitomo Corporation.

R&D organisations: 
independent, affiliated to a 
university or to the Japanese 
government (like JAEA), they also 
have close links with the nuclear 
industry in Japan.

Nuclear related associations 
and organisations:  
several organisations such as JAIF 
and JANSI are active in Japan in 
promoting the nuclear industry and 
its safe use.

Japanese government:  
The Ministry of Economy,  Trade 
and Industry and the Ministry of 
Education, Culture, Sports, Science 
and Technology manage policy 
related to nuclear market.  The 
Nuclear Regulation Autority is the 
Japanese regulator and sets detailed 
regulation for the Japanese nuclear 
industry.
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The Japanese nuclear market operates differently from the 
European model.  This is due to both cultural and industry 
differences.

1.  Main industry differences 
THE EUROPEAN MODEL THE JAPANESE MODEL

The NPP maker builds the plant then transfers 
it fully to the operator.  They remain as a 
supplier.

The NPP maker builds the plant and remains 
deeply involved in its management along with 
the operator (often as a near monopoly) 
during its lifetime.

Products and services suppliers work directly 
with the NPP operator.

Only a very limited number of suppliers work 
directly with the operators; most provide 
their products through the NPP maker.

Suppliers have the capacity to qualify products 
to the required standards.

In most cases, the NPP maker buys standard 
products of sub-suppliers and qualifies them 
by themselves.

International standards can be applied (RCC, 
IEEE, ASME, etc.).

National standards apply (JEC, JIS, JASME), and 
often cannot be met by foreign companies.

International and domestic experience are 
both valued.

Domestic experience in Japan prevails, 
international experience is of interest but not 
always enough.

NPP Operators have the ability to take 
procurement decisions by themselves.

In most cases, procurement of equipment 
by utilities requires acceptance by the NPP 
Maker.
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The main difference is the 
power that the NPP maker 
retains in Japan after the 
delivery of the NPP, and 
the protectionism that has 
been built to preserve this 
situation.

As a foreign potential supplier, 
while searching for business 
opportunities in Japan, there 
are 3 questions you may often 
be asked:

1. Can you meet 
Japanese standards?

2. Do you have 
experience providing 
the same service or 
product in Japan?

3. Do you have a local 
partner in Japan for 
after-sales support 
and maintenance?

As an archipelago, and because of its history, Japan can appear an isolated country that  
values its independence.  Understanding its unique culture is key to understand how to 
approach the market.

2.  Main cultural differences

IN EUROPE, WE VALUE… IN JAPAN, WE VALUE…

LOGIC

The light is red, no car is coming, I will cross 
the street.  

It saves time, it is safe… it is logical!

RULES

The light is red, I will wait for the green light 
to cross anyway.  In Japan there are constant 
natural hazards: tsunamis, earthquakes, 
volcanos… Japanese society has established 
rules for the safety and benefits of everyone.  
So, rules are there to be followed.

TO BE THE FIRST

Trying a new technology, being a pioneer, 
changing the market… these are positive 
things.  There are risks, but if we succeed 
there it will be worth taking the risks.

NOT TO BE THE FIRST

Innovation is good, as long as we fully master 
it.  We want proven solutions, experience, 
proof that it fully works in our system.  If it is 
proven, if another domestic company has used 
it and succeeded before, then it is safe, risks 
are low, and we feel safe as well.

This is what Japanese 
companies offer in the 
domestic market, and is often 
the minimum requirement 
Japanese customers expect 
from foreign suppliers to 
consider a collaboration.

These requirements are less 
present in decommissioning, 
and the “Big 3” (while still 
very important) have less of 
a monopoly, meaning that 
UK companies have often 
experienced more success in 
this field.
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IN EUROPE, WE VALUE… IN JAPAN, WE VALUE…

EFFICIENCY

We have a process to reach our objectives.  
If we identify a faster process but with same 
results, we use the new process.  Time is a 
line, you can’t go back.  We are judged not 
only on the results of our actions, but also on 
the time we take to implement them.  If safety 
and quality are the same then the faster, the 
better.  

WISDOM OF DECISION

Time is like a loop; you can’t go back, but 
eventually you will reach the same position 
again.  There must be a reason why things 
have been defined this way, so no matter the 
benefits of the new method, there needs to 
be very good reasons to abandon the old one.  
We take the time to study everything before 
making a change, to reduce risks.  Decisions 
take time.

DELIVERY

Our technology is the best, it perfectly 
matches your needs, it is cost effective, we can 
help you to install it without problems.  This is 
the solution you need.  Let us take care of it, 
trust us!

MAINTAINING CONTROL

A technology is part of a system, itself part 
of a larger system, which is itself part of 
something bigger.  The system is like a jigsaw 
puzzle and the product or service is a piece 
that needs to fit in with the rest of it.  This 
is our puzzle, we created it, listen to us and 
adapt your offering to fit the big picture.  We 
use the system, we will manage it.

COST PERFORMANCE

Achieving a goal has a cost.  We value the 
quality/cost ratio of a solution, but if we can 
achieve the same solution with lower price 
that is a benefit both for the customer and 
the company.  That is a win-win relationship.

HARMONY

We highly value quality, but more than that, 
we value availability.  So, we develop close 
links with our suppliers and we protect them.  
We may not get the best market prices from 
them, they may not make the best margins 
with us, but we manage reliable, reciprocal 
benefits together on the long term, giving 
stability.  

AGREEMENT

When we say “yes”, it means we agree.  We 
share the same vision, we have the same 
opinion on how things should and will be 
managed.  It is a verbal acceptance.

UNDERSTANDING

Like in many countries in Asia, “yes” or any act 
of nodding the head doesn’t mean we agree 
with the person we are talking with in Japan.  
It means “I understand what you are saying 
to me”, but it doesn’t imply that we agree or 
share a similar vision.
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care about mutual benefits, 
and take decisions based on 
the effects they may have on 
other members.

Getting integrated in the 
“inner-circle” of a Japanese 
customer generally means 
achieving stable and long-
term business with them.  
Foreign companies wanting 
to succeed in Japan, prior to 
considering the technological 
and industrial sides of the 
project, should try to adapt 
the cultural specificities 
and overcome the cultural 
differences.  Then you have a 

IN EUROPE, WE VALUE… IN JAPAN, WE VALUE…

PROVING OUR SKILLS

When we say “it is difficult”, we may mean 
that a task represents a challenge, but that 
based on our knowledge, technology and 
experience, we have confidence we can 
deliver (but perhaps we need to increase the 
price…).  If it is impossible, we will say that 
clearly.

KEEPING FACE

Japanese culture doesn’t allow us to directly 
admit a task is beyond our capacities, or to 
reject the inquiry of our partner or customer.  
When we say “it’s a bit difficult…” it is a 
polite way of saying it is impossible, without 
losing face admitting we cannot do it.

BEING MYSELF

We do business the same way we act every 
day with our friends, colleagues, family… 
When we sell something, we are part of the 
item or service we sell, and our personality 
serves the selling purpose.  I am being me 
while I do business.  Within governance limits, 
I can make decisions by myself and I can make 
them on the spot if I need to.

SOCIAL CONVENTION

In Japan, the social conventions are much 
stronger and strictly applied.  We have our 
own personality and view (本音 or hon-ne), 
and we have the official message we defend 
in front of a stakeholder, like a façade (立て
前 or tatemae).  We have as much personality 
as anyone else, but it will take time and 
confidence before we show it to people 
from outside of our company.  Decisions are 
not made by individuals, they are made by 
committee, and never made on the spot.

chance of entering the “inner-
circle”.

Of course, Japanese 
stakeholders will not expect 
you to understand all of the 
intricacies of Japanese culture.  
Understanding these aspects 
will help you to navigate what 
your counterparts are really 
thinking, but to ensure a 
conversation goes well, when 
you are first exploring business 
in Japan the most important 
thing of all is simply to be 
respectful.

In Japan, there is the concept 
of what the Japanese call “外” 
(soto or outer-circle) and 
 “内”(uchi or inner-circle).  
Japanese companies develop 
close relationships with their 
suppliers, customers and 
partners, in order to ensure 
the stability and efficiency 
of their supply chain: that 
is their “inner-circle”.  This 
is a concept that applies to 
all of Japanese society, not 
only to industry.  The “inner-
circle” works like a family: 
members of this family rely 
upon and protect each other, 
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Defining your offer 
for the Japanese 
Nuclear Market
The Japanese nuclear market is very capable and about as old as the European one.  Japanese 
society is very conservative and protectionist, so it is better to be clear from the beginning: do 
not expect to sell in Japan a product or service that can already be supplied domestically.  The 
Japanese market will almost always prefer to buy locally if they have the choice.

The goal of these guidelines is not to help you prepare your products or services for the 
Japanese market.  However, you should consider questions like the below to prepare your 
strategy for selling in Japan:

Q1. Is my offering unique (no Japanese 
company is able to provide an 
equivalent solution)?

Q2. Is my offering competitive, through 
its pricing, its quality or its features, 
compared to solutions available on the 
Japanese domestic market?

Q3. Is there a known need for my offering 
on the Japanese market?

Q4. Is my offering suitable for a nuclear 
environment?

Q5. Is my offering proven, if not in the 
Japanese market, at least in my 
domestic nuclear market?

Q6. Do I have enough knowledge of the 
Japanese market?

Each “no” should make you 
consider if your offer is ready 
for export to Japan.  But a “no” 
does not have to mean you 
should give up your Japanese 
objective, though it may mean 
more work is required before 
you approach Japan.
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Defining your 
strategy to enter 
the Japanese 
Nuclear Market
Defining how you will tackle the Japanese 
nuclear market is a key point in your strategy 
to succeed and should be well thought 
through.  It is easy to fail in Japan if the route 
you choose is not aligned to the profile and 

aims of your company.  There is no magic 
formula for success in Japan, but the below 
flowchart and potential routes to market  
may help you consider how to approach  
the market.  
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How do 
you plan to 

approach the 
market?

Collaborate with a Japanese partner

Seek a 
Japanese 

R&D 
partner

Seek a 
Japanese 

commercial 
partner

Seek a 
Japanese 
industrial 
partner

Shared 
development 
program with 

lab / uni

Establish 
a Japanese 
subsidiary

Collaborate with 
one of the “Big 
3” or a main 
manufacturer 

with qualification 
capacities to gain 

the necessary 
qualifications

Partner with 
a small local 

Japanese 
trading 

company

Collaborate with 
an industrial 

partner outside of 
the “Big 3” (the “Big 

3” could also be 
a feasible route if 

offering something 
they cannot)

Partner with a 
large Japanese 

trading company or 
(rarely) approach 
the end customer 

directly

Sell directly or through an  
intermediary to the end user

Is your offering 
fully developed? Is 
it proven in use in 

industry?

Do you already 
have customers in 

Japan?

Does your 
offering need 

to meet specific 
Japanese codes  
and standard  
(e.g.  JASME)? Are you offering 

off the shelf 
equipment and 
components?

Do you 
have enough 

opportunity in 
Japan to justify 

a local presence, 
and sufficient 

funds to invest 
in and run a 
local office?

NO NOYES YES

YES

YES

NO

NO

NO

YES
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Notes:
• In Japan, foreign experience can help, but nothing replaces domestic experience.  Often, 

customers will inquire about existing experiences with Japanese customers, in Japan.  If you are 
new to the market it is normally even more important to find a commercial/industrial partner.

• The flow chart sums up the main routes.  However, this is not exhaustive, other solutions may 
exist that work better for you.

ROUTE PROS CONS

Common 
development 
with a Japanese 
laboratory or 
university

Laboratory professors are generally 
much more accessible than companies; 
gives the opportunity to complete the 
development of the product in Japan 
which gives a “Japanese made” label to 
the product and can be helpful

Risk of unwanted transfer of 
technology in the longer term; takes 
a long time; commercial development 
may have to follow product 
development rather than being done in 
parallel

Collaboration 
with one of the 
“Big 3” 

Often the only way to get required 
Japanese certifications; privileged 
access to the end customers; excellent 
engineering capabilities 

Risk of unwanted transfer of technology 
in the longer term; loss of control of 
the price of the offering; may have weak 
negotiating position compared to the 
strength of the “Big 3” 

Collaboration 
with a company 
with nuclear 
capabilities 
outside of the 
“Big 3” 

Privileged access to the end customers; 
win-win situations as companies may 
seek to expand their capabilities with 
international collaboration

Risk of unwanted transfer of 
technology in the longer term; loss 
of control of the price of the offering; 
such companies may hesitate if the 
product/service might be seen as them 
trying to compete with the “Big 3” 

Establishment of 
a local subsidiary 

Independence; control of the business 
and of the price 

Expensive; cultural difference to 
manage; difficult to guarantee a regular 
income for the first few years of trying 
to do business in Japan 

Collaboration 
with a major 
Trade Company 

Good visibility of the products; 
powerful access to the customers; 
accustomed to work internationally; 
very large network; generally fluent in 
English 

May not be so interested in more 
modest scale projects; loss of control 
of the price of the offering 

Collaboration 
with a smaller 
Trade Company 

Proximity to the customers; more 
able to deal with smaller projects 
(particularly for hardware)

Hard to contact; lower power of 
recommendation to the customers; 
lower visibility of the products; very 
local companies that are not always 
accustomed to international business 
so high probability that it requires a 
Japanese speaker interface 

Of course, every route has its pros and cons:
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What resources  
are available?

• Procurement lists:  
Japanese utilities publish their procurement plan for the new 
fiscal year (between April and June each year).  JAEA also has 
a specific website to publish its call for tenders and JETRO 
gathers a daily updated business opportunities list on their 
website.  

• Japan Atomic Industrial Forum (JAIF):  
JAIF is an association that promotes the nuclear field in 
Japan.  They have a large number of members among the 
most important Japanese companies in the field, organise 
several events in Japan throughout the year, and participate 
in international events as well.  They are a good resource 
to increase your network and get in touch with Japanese 
companies.

• Japan External Trade Organization (JETRO):  
JETRO is not focused only on the nuclear market, but their 
mission is to promote Japanese industries abroad, and to 
encourage investment in Japan.  For foreign companies that plan 
to start a subsidiary in Japan, they offer a large range of services 
to support and facilitate this.

• Overseas offices of Japanese companies:  
Several major Japanese companies have established offices 
in Europe and other markets.  Some are specialised in the 
management of overseas procurement.  They can be a good 
source of information for UK companies.

• Your network:  
Most business opportunities in Japan are not published in lists 
or available online.  It is very important to develop a network 
within the organisation of your target customers directly or 
indirectly.

Several resources are 
available to help UK 
companies to export to Japan, 
and to find opportunities.
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How can the DIT Nuclear team help?
• Working Groups: DIT organise working groups with UK 

companies, to share information and intelligence and bring 
together companies who may want to collaborate.

• Monthly updates: once a month, we send out an update by email 
and hold an online meeting to summarise the latest intelligence 
from Japan.  This update is open to any UK company with an 
interest in the nuclear industry in Japan.

• Monitoring of specific opportunities: we analyse the market to 
search for opportunities for UK businesses.  Through review 
of procurement lists and direct discussion with Japanese 
companies, we search for opportunities that are then sent out 
to UK companies to consider.

• Introduction to partners and customers: based on the needs 
and the capabilities of each company, we can support matching 
UK stakeholders with potential partners in Japan and make 
introductions 

• Consultation: we are here to support UK companies, and are 
always happy to talk and offer advice on your goals in Japan.  
Don’t hesitate to approach us, DIT London or your  
    regional DIT Team in the UK to  
            let us know about your   
       capabilities and your interest in  
          the Japanese market.
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CONclusion
To summarise:

1. Opportunities exist: mainly in the fields of D&D and waste 
treatment, as these topics are quite new to the Japanese 
industry and they need support from overseas.

2. The Japanese nuclear market is made up of many stakeholders, 
most of whom have close links with each other.  Try to 
understand the relationships existing between a customer and 
their stakeholders to identify the levers and obstacles you may 
meet.

3. Many industrial and cultural differences exist between the UK 
and Japan.  To succeed in Japan, you should be aware of them – 
and above all, be respectful with Japanese stakeholders.  

4. The Japanese domestic market in general is very capable.  Make 
sure that your offer brings something that can’t be provided 
by a Japanese company and that matches the needs and 
requirements of the Japanese market.

5. The Japanese nuclear market can be difficult to access.  There 
is no magic formula to break in, but try to plan your route out 
early in order to maximize your chance of success.

6. Resources exist to help you start business with Japan.  Use 
them to get the information that will drive your project.  DIT is 
here to help you.  Do not hesitate to get in touch.

And the most important advice of all: be patient.  Japan is 
often slow in its decision making process.  Projects can take 
years to be developed; it doesn’t mean that the opportunity 
doesn’t exist, but simply that Japan does not work on the same 
timeline as  other markets.  Doing business in Japan is not a 
sprint, it is a marathon.  But if you can provide something that 
Japan needs and cannot do domestically, and if you can navigate 
the difficulties of doing business there, Japan can provide long 
term, stable, reliable business.
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Contacts 
and  
links
Contact us to discuss your projects
Thomas Cross 
Nuclear Counsellor 
British Embassy Tokyo 
Tel: +81(0)80 2564 8066 
Thomas.Cross@fcdo.gov.uk

Maxime Flick 
Senior Trade Officer (Nuclear) 
British Embassy Tokyo 
Tel: +81(0)90 6055 2090 
Maxime.Flick@fcdo.gov.uk

Anna Donnellan  
Deputy Head of Civil Nuclear 
Department for International Trade, London  
Tel: +44 (0)20 7215 6404  
Anna.Donnellan@trade.gov.uk 

Emmy Wilcock 
Senior Sector Manager (Nuclear) 
Department for International Trade, London  
Tel: +44 (0)78 1085 8774 
Emmy.Wilcock@trade.gov.uk

Useful links:
General advice and support 
on doing business in Japan: 
www.exporttojapan.co.uk/ 
www.jetro.go.jp/en/

General information on the 
Japanese nuclear industry: 
www.jaif.or.jp/en/

Decommissioning plans: 
www.dd.ndf.go.jp/english/
strategic-plan/index2021.html
www.tepco.co.jp/en/hd/
decommission/project/
roadmap/index-e.html
www.jaea.go.jp/english/about/ 
(see Back-end Roadmap)
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exporttojapan.co.uk@Export2Japan

The Department for International Trade (DIT) helps businesses 
export, drives inward and outward investment, negotiates market 
access and trade deals, and champions free trade.

Legal disclaimer

Whereas every effort has been made to ensure that the 
information in this document is accurate the Department for 
International Trade does not accept liability for any errors, 
omissions or misleading statements, and no warranty is given or 
responsibility accepted as to the standing of any individual, firm, 
company or other organisation mentioned.
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© Crown Copyright
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