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Chapter 1: An Overview of the Theory of Business Producing
Business Producing is a term that Dream Incubator Inc. coined in 2000, the year of its
founding. The term has gradually gained recognition, with an increasing number of companies
and organizations incorporating it into their parlance. The theory of Business Producing is the
result of a systemization of numerous cases in business creation. The business ‘producer’ can be
thought of as the producer of a movie or TV show, but cast in a business setting.
Diagram 1 illustrates the characteristics of Business Producing.
As indicated on the left side of Diagram 1, Business Producing begins with the business
plan. In this stage it is important to have a perspective and idea that goes beyond the
established industry. Once the plan is created the next step is to develop its execution strategy.
Often times, the new business will exceed the framework of the existing business, making it
necessary to call on outside help for skills that complement the strategy. Critical is to converge
on a win-win agreement with the new partners by establishing the rules for collaboration as
necessary. Frequently, the new business model will not fit neatly into the existing business
framework, at times requiring effort to move policy that governs the industry during the
business model planning stage. Proper management methods are then implemented to drive
the business until the sought after results are reached.
The right side of Diagram 1 illustrates Business Producing examples by me and my
colleagues while at Dream Incubator. We see that Business Producing efforts for the various
companies in their respective industries are supported by changing government policy. A
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proposal is made to the appropriate government agency on an industry-wide concept and
strategy. Once the proposal is accepted, we have the agency translate it into policy. Based on
the new industry policy that supports the plan and strategy objective, Dream Incubator
consults the Business Producing of companies in the relevant industries.
Diagram 2 shows an approach to Business Producing that involves policy change.
The first step in Business Producing is to identify all of the technologies that are available
in the newly defined target industry. If the target business is not technology driven, then it is
suitable to replace technology with company strengths. Instead of laying out a roadmap by
isolating each technology in respective categories, the various technologies are combined in a
myriad of ways to encourage a future vision of what the business could become. Next, the vision
for the future business is conceived, with the various technologies rebundled to support the
potential business model. The challenges in realizing the business model are identified and
then categorized into those that are best overcome through private means and those best
overcome through public policy. Proposals are then made to policy agencies for the necessary
policy changes, while at the same time involving private business.
Policy support is often necessary when creating a new industry. Business Producing is a
process that drives progress, not by accepting existing policy, but by identifying future business,
and then influencing policy as needed.

Diagram 1: Business Producing
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Diagram 2: Involving Policy in Business Producing
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For companies to incorporate policy change as a part of their business development
process, strategic Business Government Relations (BGR) becomes essential. Comparable to PR
(Public Relations) and IR (Investor Relations), BGR is the process of successfully establishing
connections between private companies and Government. This relationship is not predicated
on private companies obediently following the guidelines set forth by government, as was often
the case in Japan in the past, but for private companies to engage government as equals in
business development.
For companies, this entails lobbying in a positive sense. Lobbying has long been regarded
in Japan as a distasteful activity, yet since the lobbying success of the 2020 Tokyo Olympics
and Paralympic Game, the impression towards lobbying activities has taken on a more positive
understanding. In fact, in many overseas countries, lobbying is seen as a common activity for
companies, with the employment of in-house lobbyists. We also see numerous lobbying firms
that support lobbying activities as well as a large market for Government Relations consulting
firms.
As an example, Diagram 3 shows the trend of U.S. lobby spending and registered
lobbyists. In the U.S. lobbyists may choose to register into a system with the restriction of only
being able to support U.S. companies. Lobbyists supporting global companies choose to remain
unregistered to avoid this restriction. Even when only looking at registered lobbyists, we see a
market size of 3.24 billion dollars. When the unregistered lobby market size is included, the
U.S. lobby market becomes considerably larger. Often times PR firms conduct lobbying or
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Government Relations as a part of their business. Though recently, strategic consulting firms
are also entering the market with a gradual uptick in active lobbying and GR business in
Japan.

Diagram 3: Trends in U.S. Lobby Spending and Registered Lobbyists

Year
1998
1999
2000
2001
2002
2003
2004
2005
2006
2007
2008
2009
2010
2011
2012
2013
2014
Source：

Total lobbying spending
($B)
1.45
1.45
1.57
1.64
1.83
2.06
2.19
2.44
2.63
2.87
3.30
3.50
3.52
3.33
3.31
3.24
3.24

# of lobbyists
10,405
12,931
12,537
11,832
12,114
12,909
13,166
14,072
14,486
14,829
14,171
13,766
12,948
12,627
12,185
12,109
11,800

The Center for Responsive Politics

Chapter 2: Business Producing in Practice
I will now introduce a concrete case of Business Producing that follows the framework
described in chapter one. From numerous case studies, the following example is in the
environment and energy industry. Through a survey and analysis of overseas policy on the
environment and energy industries, important aspects in Japanese environment and energy
policy will be illustrated in what follows.
Diagram 4 shows the differences in policy support for the industry in Japan and the U.S.
in 2009. We see that in the U.S. the primary step is to create a vision for the whole industry.
Included in the vision is a method for establishing a future industry roadmap and business
model. Given this roadmap and model, the appropriate specifications and regulations are
established. Furthermore, based on the vision, the necessary research and development,
product development, and mass production is determined. Finally, support for the businesses’
global expansion is provided through top level diplomatic involvement.
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Conversely, in Japan, although the total monetary support for research and development
is large it is divided among numerous technologies. Regarding product development, support is
provided to a certain extent, yet, support for the mass production of the product is uncommon.
Furthermore, support for global expansion is non-existent. It is only after December 2012 when
the second Abe-administration came into power that top diplomacy became active in the
support of global expansion.

Diagram 4: Japanese and U.S. Industry Differences in Policy Support
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Diagram 5 shows the significant change in overseas industry policy, extracted from surveys
and analysis.
At Dream Incubator, our proposal identified three areas that were crucial to any policy
change for the environment and energy industries. These were vision, development of
promising technology modules, and management. Regarding vision, the proposal was dubbed A

Smart City Plan, though, when translated into policy, it was renamed to Smart Community,
and then finally to Smart City.
Diagram 6 shows the Smart Community policy that became the centerpiece project of the
Ministry of Economy, Trade, and Industry (METI) in fiscal year 2010.
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Diagram 5: Important Aspects of Environment and Energy Industry Policy
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Diagram 6: Ministry of Economy, Trade, and Industry Smart Community Policy
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Diagram 7 illustrates the thought behind the Green City Plan.
In the past, Japanese policy was often constrained by ideas of egalitarianism and rejected
on grounds that the new policy did not favor community interests. Technologies that emerged
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from the bottom-up were selected without any form of coherence and then subject to
experimentation that was conducted in isolation of other technologies. Furthermore, research
and development was limited to a single year. As a result, it was seldom that new technology
could emerge as a catalyst in creating new industry.
In our policy example, the Green City Plan, only those technologies that Japan held a
global advantage in were selected. These technologies went through integrated implementation
tests. Afterwards, we advised that the verification tests be managed continuously until the
business model was shown to be viable.

Diagram 7: The thinking behind the Green City Plan
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With this vision forming our foundation, all environmental and energy field technologies
were laid out on the table, with only those technologies that Japan lead globally in being
selected and rebundled in-line with the envisioned business model.
Diagram 8 shows how the selected technologies were rebundled.
Frequently, isolated technologies were not sufficient to develop a business model in the
environment and energy industries. So we expanded the scope of the business to smart grids or
entire cities on the large end and buildings, houses, and transportation systems on the smaller
end, thinking of how to create business models at each of these respective scales.
Diagram 6 shows the policy content created for the Smart City Project with the rebundled
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technologies on Diagram 8. The verification tests for the Smart City Project were carried out in
four locations—Yokohama City, Toyota City, Kyoto-Oskaka-Nara, and Kitakyushu City—for
the five years from April 2010 to March 2015. Prior to this, it was rare for a policy to be tested
in four locations that were selected out of a prioritized list with continued testing for five years
instead of the customary one year.

Diagram 8: Technology Map based on Future Business Model
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Dream Incubator has many other business producing results in various fields including
agriculture and forestry, community development for a declining birthrate and aging
population, exportation of infrastructure systems, Cool Japan, and regenerative medicines.
More recently, I am involved in business producing in the fields of nursing, tourism,
education, sports, and healthcare as a researcher at Keio Business School (KBS).

Chapter 3: Rule Making for Business Model Creation
Next, let’s look at what it means to actually make the rules. Until now, Japanese firms
would often work without questioning the rules that other foreign companies, organizations,
and governments had created, not taking it upon themselves to make rules that held global
sway.
For a considerable time after the second world war, Japanese companies put their
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strength into building inexpensive but high quality products, selling these the world over. But
the model of exporting inexpensive products vanished once the role of manufacturing flowed
out to other Asian countries. For Japan to continue to succeed in global business, it has become
necessary to create rules that enable the selling of high quality products and services at higher
prices.
In July of 2014, the Rule Making Strategy Division was established by the Ministry of
Economy, Trade and Industry. The division has the goal of supporting international rule
creation for the expansion of Japanese companies on a global scale.
Until recently, Japan’s commerce policy focused primarily on the liberalization of markets.
A departure from this focus, a new form of commerce policy is to create a framework for selling
high quality products and services at higher prices by advancing Standards and Regulations
(S×R) on a global scale by leveraging the abilities of Japanese government and companies to
solve social challenges.
The following are important when advancing international rule making:
l

To have a product or service that is valued by the international community.

l

To think about what is necessary to solve the world’s social challenges instead of focusing
solely on expanding the company’s product or service.

l

To decide the proper mix of standards and regulations that promote the spread of the
good and prevent the spread of the bad.

l

To align the company’s products and services to the standards and regulations when
devising the business model.

l

To create internationally relevant policy while coordinating the standards and regulation
with policy authorities.
With the announcement by the Ministry of Economy, Trade and Industry that rule

creation will be supported on a national level, it is expected that many companies will establish
an in-house strategic rule making division.
Diagram 9 shows the proper system when implementing rule making.
There do exist a fair number of Japanese companies that possess a policy division.
However, often times it is not coordinated with the business strategy and technological
strategy divisions. Yet, for rule making it is imperative for the policy division to be aligned with
business and technology. Preceding this, policy must be deeply understood as a business
matter, and to be positioned within the organization in close connection with the CEO. In other
words, the strategy division must be placed directly below the CEO, to have a structure that
allows the strategy division to cooperate easily with business strategy, technological strategy,
and government relations. Given this, when necessary, policy proposals can then be advanced
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by partnering with outside lobbying firms, GR consulting firms, or universities. To partner
with a third party is meaningful in that it increases public visibility. It is effective to utilize the
appropriate third party organization as necessary.
The difficulty of managing an organization that unifies three different divisions under
one roof is the challenge of communication among professionals from different fields. It is
necessary to create ways that promote communication, for example, to place personnel who
know business or technology within the GR division and to conversely place personnel who
understand policy in the business or technology strategy division.

Diagram 9: Structure for Rule Making
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Chapter 4: How to Groom Business Producers
The need for grooming business producers has increased sharply over the past few years,
with many companies beginning to establish a system for developing such talent.
New businesses are not born within the existing industry framework. In fact, many
companies feel the limits of creating new business in a framework where everything has
already been thought of and attempted. In this sense too, it is necessary to think of new
business that goes beyond the existing framework. Moving policy is one effective method for
developing a new business model. Moreover, the coordination between professionals from
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various fields, such as technology, strategy, and policy is integral to successful business
producing.
Diagram 10 shows the main points for Business Producer Development
The first point is to create an environment where professionals from different
backgrounds are able to discuss matters openly as equals. This is easily said, but
implementation is another matter. Discussion with those from different specialties often
results in the breakdown of communication due to the different perspectives that emerge,
regardless of the object of discussion being the same. Because the fundamental assumptions
that form the base of the opinions are different, to understand the other’s view takes time.
Even when assumptions are understood, to align the assumptions and then organize the
resulting ideas under one framework can be a monumental task.
To create a corporate culture that is conducive to smooth communication between
divisions takes several years to as long as a decade. But for the very reason that it is not easy to
develop, if built before other competitor companies, it becomes a competitive advantage that
others will have a hard time catching up to.

Diagram 10: Keys to Business Producer Development
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The second point is to groom business producers that combine specialties in diverse fields.
The ability to organize, combine, and facilitate issues that are qualitatively different is
necessary. In order to develop this ability, it is important to develop a π type of talent
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illustrated in Diagram 11.
By acquiring deep experience in a particular field, and then obtaining a relatively
comprehensive experience in a second field, the ability of assimilating qualitatively different
fields with a certain degree of depth becomes possible. The result is someone that is able to
manage professionals from divergent backgrounds.
In the U.S., public relations organizations and business schools have begun to join forces
to grow talent with knowledge in both lobbying and business. Since 2012, the PRSA (Public
Relations Society of America), an industry organization PR firm, and a business school
developed the PRSA MBA Program, with an increasing number of business schools starting
their own PRSA MBA programs since.
-Diagram 12 shows a list of business schools that have established PRSA MBA Programs.
There are no examples of PR Lobbying groups and MBA programs partnering in Japan as
of yet. However, the need for human resources who understand both policy and business is
urgent: in addition to the development of business producers in companies, business schools
need to begin grooming business producers as well.

Diagram 11: Necessary talent, the π type professional
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Diagram 12: Business Schools with PRSA MBA Programs
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Chapter 5: Summary
When forming business strategy, a common approach is to analyze the future market and
then subsequently think about what position to compete in. This approach does have merit.
However, in Business Producing, it is important to consider how to recreate the future market
and the levers that need to be pulled to accomplish this. To analyze those players who are
pulling these levers becomes critical in planning future strategy.
Moreover, it is important to consider the total progression from the instigation of policy
change to its implementation, and then the realization of the business. Business Producers
begin at ground zero and grow the new business to a scale of ‘one’, then further grow that ‘one’
into ‘ten’ and then to ‘ten thousand’. To take a long term perspective when planning the
required action for each of these phases and then to implement the plan is the job of the
Business Producer. Each phase has its own distinct characteristic, where ‘zero’ to the creation
of ‘one’ can be described as the business plan evolving into a business with revenue. Phase ‘one’
to ‘ten’ is the evolution of the enterprise into a structure that produces revenue with profit. And
finally from ‘ten’ to ‘ten thousand’ is the successful mass production of the product or service.
Lastly, Business Producing entails taking the business beyond the existing framework
and then executing the new business plan. It should be understood that to go beyond the
industry framework and consider policy is one essential tool in Business Producing.
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joining Dream Incubator in 2002, he worked as a research manager of Nokia Research Center
and as an R&D engineer of Lucent Technologies (Bell Laboratories) and Motorola
(Semiconductor Sector).
Dr. Iwamoto received his Ph.D. and MS (Master of Science) degrees in Materials Science
and Engineering from the University of California, Los Angeles (UCLA), and his BE (Bachelor
of Engineering) degree in Metallurgy from the University of Tokyo.
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