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Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Generadl
Introduction

This publication is one of Source of Asia’s market expansion
resources, designed for CEOs, investors, and business leaders who
need a structured way to evaluate, enter, and grow in ASEAN and
South Korea.

It helps decision-makers choose the right sequence of actions:
market prioritisation, validation, go-to-market strategy, partner
development, sales activation, and commercial execution.

Drawing on Source of Asia’s field experience, this guide provides a
practical approach to reduce uncertainty and move from market
exploration to partner development, sales activation, revenue
growth, and on-the-ground execution.
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E ntering ASEAN markets or South Korea offers strong growth opportunities, but
success depends on making the right decisions in the right order. where to focus,
how to validate the market, which partners to build with, and how to turn early
opportunities into sustainable commercial growth.

This guide draws on Source of Asia’s experience supporting international
companies across industries in these regions. It provides a clear and practical
approach to help you evaluate opportunities, reduce uncertainty, and move from
market exploration to partner development, sales activation, and concrete revenue
growth.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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What you will find inside

A clear expansion journey A structured set of core . .
. . A Sector—Service Matrix that
with decision gates that services presented as h h ]
prevent early lock-in decision tools, built for otsh\zgss (;\f/:e?xkl)ooi:zzr;tr
(exclusivity, fixed cost, practitioners, not brochure & v 4 v
mispricing). language.

By the end of this guide, you will have a practical roadmap to choose the most suitable expansion
path for your business and move forward strategically across ASEAN and South Korea.

Who should read this

This publication is for business leaders and decision-makers responsible for international expansion.

e CEOs, COOs, and country leaders responsible for international expansion outcomes.

¢ Investors and corporate development teams evaluating entry exposure and execution realism.

e Strategy, business development, and market development teams building go-to-market plans.

« Functional leaders (Sales, Operations, Supply Chain) must execute entry without losing control of margin and
cadence.

Whether you are taking your first step into Vietnam or scaling across multiple ASEAN markets, this guide will help
you choose a suitable entry model that delivers speed, compliance, and long-term advantage for your business.

02



source
of
- asia

The Expansion Journey
& Decision Gates

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Source of Asia has supported international companies across
ASEAN and South Korea through different stages of market
expansion, from early market validation to commercial execution.

In our experience, successful expansion is rarely a single decision.
The strongest projects are usually built progressively, where each
step validates critical assumptions before increasing commitment.

The following section outlines the key stages and decision gates
that help companies structure market entry more effectively,
reduce uncertainty, and build sustainable commercial traction.
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How our services support
a structured market entry roadmap?

Expanding into a new market involves a series of strategic decisions made under uncertainty.

Companies often commit resources, partnerships, or operational investments before fully understanding how the
market will respond.

In our experience, the costliest mistakes occur when companies increase their exposure too quickly through
budget commitments, exclusivity agreements, or operational setup before validating the key elements that
determine market success.

To manage this process more effectively, Source of Asia approaches expansion as a structured journey, where
each step builds on the insights gained from the previous one. At key moments in this journey, companies reach
decision gates, which are points where a minimum level of validation is required before moving to the next stage

of commitment.

These gates help companies move forward with greater clarity, confidence, and control over risks.

Core principles

Use the early stage as a learning
phase

Adopt a phased approach Assess partners carefully

Validate opportunities first,
then increase commitments
progressively.

Exclusivity agreements should
only be considered once
partner capabilities and
alignment are proven.

The first 90-180 days are critical for
testing assumptions and refining
the market approach.

Our advisory note

Successful market expansion is rarely driven by a single major decision. In practice, the strongest
expansion projects are built through a sequence of validated decisions made in the right order.
Companies that validate progressively before increasing commitment typically gain stronger market
visibility, better partner alignment, and greater control over execution. Over time, this structured
approach not only reduces risk, but also creates more sustainable commercial traction and scalability.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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Expansion Journey
Overview

This journey illustrates that successful market expansion is not a single decision, but a sequence of controlled
steps. Each phase builds on validated insights, allowing companies to reduce risk while increasing commitment
progressively. By structuring expansion in this way, companies can move from initial exploration to sustainable
market presence with greater clarity, stronger alignment, and higher chances of long-term success.

Phase 0 -
Entry
Readiness

Phase 1 -
Market
Prioritisation

Phase 2 -
Market
Intelligence

Phase 3 -
Partner
Structuring

Phase 4 -
Business
Execution

Phase 5 -
Revenue
Growth

Phase 6 -
Distribution
Enablement

What Needs to Be
Confirmed

Expansion objectives and
success criteria clarified

Most suitable markets
identified and ranked

Demand, pricing feasibility,
and GTM approach validated

Right partners identified,
qualified, and engaged

Commercial presence and
sales pipeline activated

Sales pipeline, account
development, distributor

performance, revenue potential

Revenue streams expanded,
distribution optimised

Primary Risk
Addressed

Misaligned strategy or
unrealistic expectations

Entering the wrong country
first

Misreading the market
opportunity

Locked into weak or
misaligned partnerships

Slow traction or lack of
follow-up

Activity without measurable
revenue

Scaling too early or
inefficient expansion

Service
Typically Used

Internal alignment/odvisory

Country Benchmark
& Market Prioritisation

Market Intelligence
& Go-to-Market Strategy

Strategic Partnering & B2B
Matchmaking

Sales Representation
& Market Activation

Commercial Development &
Revenue Growth

Trading & Distribution
Enablement
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Understanding Our

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Core Services

The next section outlines the six core services through which
Source of Asia supports companies in their expansion journey.

Each service aligns with a specific stage of market development,
helping companies understand markets, identify partners, and
build commercial momentum.

For clarity, each module highlights when it is used, the insights it
provides, and the tangible outcomes companies can expect,
forming a practical toolkit for successful expansion.
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Service 1

Country Benchmark
& Market Prioritisation

For companies considering expansion across Southeast Asia and South Koreq, one of the most critical questions
is where to focus first.

Although ASEAN is often viewed as a single region, each country presents different market dynamics, regulatory
frameworks, distribution structures, pricing levels, and demand conditions. South Korea adds another distinct
landscape with its own competitive environment, business culture, and entry considerations. Selecting the right
priority market can significantly influence the success of the expansion strategy.

What our team evaluates
To identify the most attractive and realistic markets, we conduct a comparative assessment that considers:

¢ Market potential and growth outlook across candidate countries

¢ Distribution structure and category accessibility

¢ Regulatory requirements, entry barriers, and relevant trade agreements
¢ Product-market fit by country

¢ Recommended market sequence with clear rationale

What the client obtains

The service delivers:

¢ Aranked shortlist of priority markets with clear comparative insights

¢ Recommendations on which market to enter first and why

¢ |dentification of the most structurally attractive entry point for your sector
* Afoundation for all subsequent strategy, partner, and execution decisions

This enables companies to focus resources where the probability of success is highest.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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Service 2

Market Intelligence
& Go-to-Market Strategy

A market can look attractive from the outside, but the real question is how to enter it.

Through Market Intelligence & Go-to-Market Strategy, we help companies understand the market environment
before committing significant resources. The objective is to validate the most critical assumptions early, identify
structural barriers, and define a practical route to market.

What our team investigates
Working closely with the client, our consultants analyze the key elements that influence market feasibility:

e Customer behavior, buyer expectations, and purchase pathways

¢ Overall market landscape, growth outlook, and emerging trends

e Competitor positioning, pricing levels, and benchmarking

¢ Distribution channels, market access pathways, and route-to-market options
¢ Regulatory conditions, documentation needs, or compliance requirements

¢ Entry barriers, trade conditions, and sector-specific constraints

What the client obtains

The result is a practical market-entry roadmap that provides:

¢ Aclear overview of the market environment and key structural realities
« Early validation of market potential and a go/no-go decision framework
¢ |dentification of key risks, opportunity drivers, and competitive threats

¢ A concrete Go-to-Market strategy and execution roadmap

This allows companies to move from market understanding to a concrete expansion plan, with clearer priorities
for positioning, partner selection, sales activation, and growth.
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Service 3

Strategic Partnering
& B2B Matchmaking

Finding partners is not just about opening doors. It is about opening the right ones.

Distributors, importers, agents, retailers, institutions, and local business contacts can accelerate market access,
but selecting them requires careful qualification. Through Strategic Partnering & B2B Matchmaking, we help
companies identify relevant partners, assess their fit, and gain direct exposure to the local business ecosystem.

What our team analyzes

Before and during the mission, we conduct targeted preparation to ensure meetings are meaningful and aligned
with the client’s objectives:

¢ Identify and map the most relevant potential partners within the target market

¢ Qualify and assess partner profiles across capability, category fit, and governance alignment

e Prepare and coordinate meeting agendas and structured B2B meeting schedules

¢ Organise business missions, trade delegations, and networking sessions

e Support partner negotiation framing and exclusivity risk assessment before agreements are signed

What the client obtains

Through this service, companies are able to:

¢ A shortlist of relevant and qualified local partners

¢ Structured B2B meetings with selected stakeholders

¢ Better understanding of partner expectations and market access conditions
¢ Stronger basis for negotiation, collaboration, and exclusivity decisions

¢ Faster access to local business networks with reduced partner-selection risk

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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Service 4

Sales Representation
& Market Activation

Entering a market is only the first step. Companies also heed someone on the ground to keep opportunities
moving.

Our Sales Representation & Market Activation service gives companies a local commercial presence without
requiring them to immediately build a full local team. Acting as an extension of the client’s organization, our
team helps activate channels, follow up with prospects, and maintain momentum in the market.

What our team organizes
Depending on the client’s objectives and stage of market development, our team supports:

¢ Local brand representation in the target market

e Follow-up with prospects, distributors, partners, and key accounts

¢ Qualified lead generation and opportunity tracking

e Channel activation through offline and online sales routes

¢ Participation in trade shows, industry events, store checks, or local meetings
* Coordination of market feedback, reporting, and first activation actions

What the client obtains

Through this service, companies benefit from:

¢ Continuous local representation for the brand

¢ Qualified lead generation and structured follow-up

¢ Stronger engagement with distributors and key accounts

¢ Better market responsiveness and visibility

¢ First commercial traction without immediately building a full internal team
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Service b

Commercial Development
& Revenue Growth

Once first opportunities are identified, the next challenge is turning them into sustainable revenue.

Commercial development requires more than lead generation. It requires consistent account follow-up, partner
coordination, pipeline discipline, and the ability to adjust commercial priorities based on market feedback.

Our role is to help market presence move from interest to measurable business results.

How our team supports clients
Acting as a local commercial development partner, our team supports:

¢ Development of distributors, accounts, and strategic clients

¢ Sales pipeline follow-up and opportunity tracking

e Support in negotiations, account coordination, and commercial discussions
¢ Identification of new growth routes and revenue opportunities

¢ Regular reporting on market feedback, client objections, and sales progress
e Adjustment of commmercial priorities based on local execution realities

What the client obtains

Through this service, companies benefit from:

¢ Stronger sales pipeline management

¢ Better distributor and key account follow-up

¢ Clearer commercial priorities and market feedback

¢ Expanded market reach through structured local execution

¢ Revenue growth supported by consistent business development activity

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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Service 6

Trading
& Distribution Enablement

For some companies, market expansion requires more than partners and sales meetings. It requires a local
structure to move products efficiently.

We support trading and distribution operations, including product distribution, consignment, warehousing
coordination, logistics follow-up, and local operational support. This helps products reach the right buyers while
keeping the market-entry model more flexible and scalable.

What our team organizes

Depending on the client’s route-to-market model, our team supports:

¢ Product distribution coordination and local trading support

¢ Consignment models where relevant to the market and sector

¢ Warehousing coordination and logistics follow-up

* Coordination between suppliers, buyers, distributors, and logistics partners

* Operational support to reduce friction in importation, delivery, and deployment
¢ Local follow-up to ensure execution remains aligned with market needs

What the client obtains

Through this service, companies benefit from:

¢ Practical distribution and trading support

* Better coordination between suppliers, buyers, and logistics partners
¢ Reduced operational friction in the local market

¢ More flexible route-to-market options

¢ A stronger foundation for scalable product distribution
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@ Our insights #1

Market Entry Fails When Companies Choose Too Broadly

Many companies enter ASEAN with a regional ambition but without a clear first-market priority.
They explore several countries at once, speak with‘scattered contacts, and collect signals.that are
difficult to compare.

The issue is not a lack of opportunity. The issue'is lack of focus. Without clear market prioritisation,
teams spread resources too thin, follow-up becomes fragmented, and early learning does not
translate into a clear decision.

At Source of Asia,.we see stronger results when companies first compare markets with practical
criteria: demand potential, product-market fit, pricing, regulation, distribution structure, and
commercial accessibility.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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High-Potential Regions
for International Expansion

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Source of Asia has developed strong expertise in ASEAN and South
Korea through extensive work with international companies across
industries.

These markets offer complementary opportunities: ASEAN brings
fast growth and expanding consumer demand, while South Korea
provides a highly advanced and innovation-driven environment.

Based on our experience on the ground, we regularly recommend
these regions for their strong growth potential, strategic role in
global supply chains, and sector opportunities.

The following overview highlights why they remain attractive
markets for expansion in 2026 and beyond.
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ASEAN Region

A Dynamic Growth Engine in Asia

The Association of Southeast Asian Nations (ASEAN) has
emerged as one of the most dynamic economic regions
in the world.

With a population exceeding 680 million people, the
region continues to attract international investment and
commercial expansion. In recent years, ASEAN has
strengthened its position as a strategic hub connecting
global supply chains, emerging consumer markets, and
digital innovation ecosystems.

/ For many international companies, ASEAN represents not
only a growth market but also a gateway to broader
Asian and global opportunities.

Key Strengths and Strategic Drivers of ASEAN

ASEAN stands out as an increasingly attractive region for international expansion, supported by a set of key
strengths and strategic drivers shaping its long-term growth. Together, these factors reinforce ASEAN's position as
a strategic destination for companies seeking sustainable growth and regional market opportunities.

Sustained Large and
Economic Growth Rapidly
Across Major Expanding
ASEAN Markets Consumer Base

Supply Chain
Diversification and
Manufacturing

Shift to ASEAN Access

Strong Regional
Trade Integration
and Market

Accelerating Digital
Transformation and
E-commerce
Expansion

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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Key Sectors to Watch in ASEAN in 2026

FMCG & Retail Food & Beverage Healthcare

* Rising disposable incomes  Increasing demand for * Continued investment in
and urbanization are boosting imported and premium food hospitals, pharmaceuticals,
demand for consumer goods products and medical technologies

 International brands are ¢ Growth of modern retail, food « Rising demand for higher-

expanding through modern service, and hospitality quality healthcare services
retail and e-commerce sectors
channels

Manufacturing Transport & Logistics m

¢ Expansion in electronics, ¢ Rapid growth driven by cross- ¢ Rapid growth driven by cross-
automotive components, and border trade and e- border trade and e-
smart manufacturing commerce commerce

¢ Ongoing foreign direct ¢ Infrastructure investments ¢ Infrastructure investments
investment in regional improving regional improving regional
production hubs connectivity connectivity

Why ASEAN Remains a Strategic Region for Expansion

Based on our experience supporting companies in the region, ASEAN continues to offer several advantages for
international expansion:

¢ Relatively accessible market entry conditions compared with many developed markets
¢ Strong economic growth and expanding consumer demand

* Opportunities to scale across multiple countries within the region

¢ Increasing integration into global supply chains

For companies seeking to establish or expand their presence in Asia, ASEAN provides both immediate
commercial opportunities and long-term growth potential.

For ASEAN, the key is not to enter the region all at once, but to prioritise the right countries, validate channel
realities, and build adaptable local partnerships.
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South Korea ‘@’

A

A High-Value Innovation and Technology Market

South Korea stands among the most advanced economies in Asia and is widely
recognized as a global leader in technology, innovation, and industrial
development. In 2025, its GDP exceeds USD 1.7 trillion, with GDP per capita above
USD 33,000, reflecting a mature and high-value market environment.

With its sophisticated consumer base, strong research capabilities, and
advanced manufacturing ecosystem, South  Korea offers attractive
opportunities for companies seeking technology-driven growth. The country
invests heavily in innovation, with R&D spending above 4.5% of GDP, and plays a
central role in global industries such as semiconductors, batteries, electronics,
and automotive.

In many cases, companies view South Korea not only as a commercial market
‘ but also as a strategic innovation partner in Asio, providing access to
advanced capabilities, premium demand, and strong industrial ecosystems.

Key Strengths and Strategic Drivers of South Korea

Several structural characteristics make South Korea a highly attractive market.

Strong Export-
Technology Oriented
Leadership in Economy with
Advanced Global
Industries Partnership
Focus

Government
Support for
Innovation and
International
Collaboration

High Purchasing
Power and
Sophisticated
Consumer
Demand

Advanced
Industrial Ecosystem
and Manufacturing
Infrastructure

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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Key Sectors to Watch in South Korea 2026

Industrial Manufacturing Healthcare Technology

e Strong capabilities in robotics,
precision machinery, and
smart factory systems

¢ Ongoing investment in
automation and next-
generation production
technologies

Communications 0 - )

* Expansion of battery
technologies, electric vehicles,
and hydrogen energy innovation, and smart mobility
initiatives systems

¢ Increased focus on clean ¢ Continued leadership in EV
energy transition and carbon exports and future mobility
reduction solutions technologies

e Continued global demand for
advanced chips and memory
technologies

e Strategic role in global
electronics and supply chain
resilience

¢ Increasing investment in
hospitals, pharmaceuticals,
and medical technologies.

e Growing demand for quality
healthcare services.

¢ Rapid development in

¢ Global influence of Korean Slectiificationibattory

media, gaming, streaming, and
digital content industries

e Strong opportunities in IP
licensing, platforms, and
creator economy sectors

Why South Korea Remains a Strategic Region for Expansion

For companies looking to engage with advanced industrial ecosystems and high-value markets, South Korea
offers unique advantages:

e Access to cutting-edge technology and innovation networks

e Opportunities for R&D collaboration and industrial partnerships

¢ A sophisticated consumer market with high purchasing power

e Strong infrastructure supporting advanced manufacturing and innovation

For many businesses, South Korea represents not only a market opportunity but also a strategic platform for
technological collaboration and innovation-driven growth.

For South Koreq, the priority is to validate differentiation, credibility, partner fit, and proof of value before
committing to full commercial execution.
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@ Our insights #2

A Market Study Is Only Useful If It Leads to Action

Market intelligence should not stop at market size, competitor lists, or general trends.

For expansion decisions, the real value lies in understanding how the market actually works: who
buys, who influences, which channels control access, how pricing is built, and what barriers can
slow entry.

Companies often lose time when research remains-too descriptive. A good market study should
help define clear go-to-market choices: which segment to target first, how to position the offer,
which partners to approach, and what commercial actions should come next.

At Source of Asia, we use market intelligence as a decision tool, not just an information report. The
objective is to turn analysis into a practical entry roadmap.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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ASEAN & South Korea:
Entry Logic & Complexity

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Through Source of Asia’s experience supporting international
companies across both markets, ASEAN and South Korea can each
offer strong expansion potential, but they require fundamentally
different operating approaches.

ASEAN often rewards adaptability, phased execution, and strong
local partnerships across diverse markets. South Korea typically
requires sharper positioning, stronger credibility, and clear
differentiation within a mature and highly competitive environment.

The key question is not simply “Is this market attractive?” but rather.
“Is this market aligned with our operating model, internal
constraints, and competitive strengths?”
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Section 5 | ASEAN & South Korea: Entry Logic & Complexity

Quick Market Outlook

A structured view of entry dynamics and key considerations

Entry complexity

Hidden risk

Best-fit
company profile

When entry
should be sequenced

Fragmented channels;
market-by-market differences

Margin stack erosion and promo
dependence

Strong governance with flexible
go-to-market capabilities

When regional execution needs
to be staged, not simultaneous

High proof requirements;
sophisticated competition

Commoditization without
clear differentiation

Strong differentiation supported
by credible assets

When demand creation relies
solely on distributors

How to read these market dynamics?

ASEAN and South Korea are both attractive, but they demand distinct expansion approaches.

In ASEAN, the main challenge lies in market fragmentation.
Each country operates with its own distribution systems, regulatory frameworks, and consumer
behaviors. Companies need flexible go-to-market strategies and strong local partnerships to

navigate this complexity.

South Korea, by contrast, is a highly mature and competitive market.

Success depends on demonstrating clear differentiation, strong credibility, and a well-defined value

proposition before gaining traction.

Understanding these dynamics early enables companies to design more realistic and effective entry

strategies.

Expanding with Confidence in ASE

AN & South Korea

A practical guide to validate markets, build partnerships, and grow revenue
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What this means for companies?

Based on Source of Asia’s experience supporting international companies entering both ASEAN and
South Koreq, successful expansion strategies usually reflect the specific realities of each market. While
both regions offer strong opportunities, the conditions for gaining traction are different and require
tailored approaches.

¢ Start with one or two priority markets rather than approaching the region as a single block
¢ Adapt distribution strategies to local market structures
¢ Work with partners who understand country-specific dynamics

South Korea

e Emphasize strong product differentiation and credibility
¢ Build relationships with specialized distributors or industry partners
¢ Enter with a clear, long-term value proposition

How we support market entry?

Because ASEAN and South Korea operate under different market dynamics, companies benefit from a
structured approach that combines early validation with localized execution.

Through our six Market Expansion services, Source of Asia helps companies validate opportunities,
identify the right partners, activate sales, and build scalable commmercial execution on the ground.

By validating opportunities, identifying the right partners, and supporting execution on the ground, we
help clients enter new markets with greater confidence, reduced risk, and stronger early traction.

15
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Sector-Specific Market Entry

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Matrix

Source of Asia has supported market entry projects across
consumer, industrial, technology, healthcare, and service sectors,
where expansion priorities often differ significantly.

What drives success in one industry may be secondary in another.
Buying behavior, channel economics, regulatory complexity, and
time-to-revenue can materially change which actions matter
most.

This matrix is designed as a practical decision-support tool. It
highlights which services are typically Core, Recommended, or
Situational depending on the realities of each sector.

16
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How service priorities change by industry?

Expanding into ASEAN requires more than general market knowledge. The decision-making logic, channel
economics, compliance requirements, and speed-to-cash constraints differ materially across sectors.

These aren't different problems. They're sector-specific failure modes.

Each sector has a predictable set of expensive mistakes that compound if not addressed early. The
companies that succeed in market entry are not the ones who work harder, they're the ones who prevent
their sector's specific pain points before commitments are signed.

This matrix translates that pattern into a decision-support framework.

It shows:

« Which services are required for credible entry in your sector (preventing existential risks)
* Which services accelerate traction (preventing momentum loss)

« Which services deploy conditionally (addressing identified bottlenecks)

Our advisory note

Expanding into ASEAN or South Korea often looks straightforward at a strategic level: strong growth,
attractive sectors, and rising demand across multiple markets. In practice, companies quickly discover
that the challenges differ significantly depending on their industry, operating model, and commercial
objectives.

A consumer brand may struggle with fragmented distribution channels and pricing pressure. An industrial
company may face long decision cycles, technical validation requirements, or difficulties identifying
capable partners. In healthcare or regulated sectors, compliance and credibility can become the main
bottlenecks before commercial traction even begins.

The companies that perform best are usually not the ones investing the fastest, but the ones aligning their
market-entry priorities with the realities of their sector.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Section 6 | Sector-Specific Market Entry Matrix
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How to Interpret the Matrix?

CORE Services

These are non-negotiable. Skipping them means discovering your sector's critical failure mode at month
6-12, when you've already committed budget and signed agreements.

RECOMMENDED Services

These are high-leverage accelerators. They don't prevent existential failures, but they prevent slow,
expensive stumbles that waste 6-12 months and significant capital.

SITUATIONAL Services

Deploy these when you've identified a specific constraint or bottleneck, not as baseline, but as targeted
intervention.

A Practitioner's Approach

This matrix is designed as a working tool, not a checklist.

e Step 1: Identify Your Sector Locate your industry in the left column.

e Step 2: Assess What's CORE: These services address your sector's point-of-no-return decision.
Validate these before commitment.

* Step 3: Layer in RECOMMENDED: Determine which accelerators make sense for your company's
constraints (timeline, capital, risk tolerance). These prevent momentum loss.

¢ Step 4: Identify SITUATIONAL: Needs As you progress through validation, specific bottlenecks will
become clear. These are the moments to deploy SITUATIONAL services.

This matrix isn't a menu of services. It's a practitioner's guide to understanding which decisions matter
most in your sector and which validation prevents the expensive mistakes specific to companies like

yours.

Read your sector. Understand its constraints. Build your entry strategy around preventing those specific
failures. That's how disciplined market expansion works.
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How to interpret the matrix
¢ CORE = usually required for a credible entry in this sector.

seCtO r-SpeCific Ma rket Entry Mqtrix « RECOMMENDED = often the difference between traction and stalled progress.

« SITUATIONAL = deploy when the bottleneck is identified (credibility, pricing, access, demand pull)

*This matrix is indicative.
Final service priorities depend on product type, regulatory exposure, route-to-market model, internal resources, and target-country complexity.

Count;(yNIIB:rrI\(c;rt\mark Market Intelligence & Strategic Partnering Sales Representation Develfonr:::f ;CL(::venue Trading & Distribution
Prioritisati GTM Strategy & B2B Matchmaking & Market Activation P Enablement
rioritisation Growth
s N
FMCG | F&B [ Consumer CORE CORE RECOMMENDED CORE RECOMMENDED SITUATIONAL
- AN AN /. AN AN AN J
( N N N N N N A
Industrial / Manufacturing CORE RECOMMENDED CORE CORE RECOMMENDED CORE
- AN AN AN AN /. AN J
e N N N N N N N
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Side-by-side Comparisons
(Decision Trade-offs)

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

In practice, market entry decisions are rarely about choosing one
approach over another. Most successful expansions are built
through sequenced decisions, where companies start with speed
and flexibility, then move toward deeper commitment once key
assumptions are validated.

Based on Source of Asia’s experience, the comparisons below
highlight the trade-offs between commonly used approaches.
They clarify when to use each, what risks they address, and how
they work together in a structured expansion journey.
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Choosing Between Similar Modules

In practice, market entry decisions are rarely about choosing one approach over another.
Most successful expansions are built through sequenced decisions, where companies start with speed and flexibility, then move toward deeper commitment once key assumptions are validated.

When two services address similar challenges, the decision is not about better or worse, it is about trade-offs and timing.
Misunderstanding these trade-offs often leads to the wrong decisions at the wrong stage, resulting in wasted time, misaligned strategies, or stalled execution.

COMPARISON 1: COMPARISON 2:

Country Benchmark vs Market Intelligence & GTM Strategy Strategic Partnering vs Sales Representation & Market Activation

: Country Benchmark Market Intelligence fromchi " Sales Representation
& Market Prioritisation & Go-to-Market Strategy Critera Strategic Partner & Market Activation
Identify and rank the best country to Deeply understand one market and ) Run commercial cadence and
Purpose 4 ) Purpose Pre-qualify & structure partners
enter first design the full GTM approach governance post-launch
Timin Before any country commitment is After country selection; before partner Timin 6-8 weeks; defined scope before Ongoing engagement:
9 made and execution decisions 9 exclusivity is signed 3-12 months typical
Best for Companies evaluating multiple entry Companies committed to a market Best for Before you sign any exclusivity or After launch: validating performance
options with limited intel and preparing structured entry distribution agreement and building traction
If skipoed Entering the wrong market, wasted Mispricing; wrong positioning; slow If skipped Locked into the wrong partner; very Partner underperforms;
PP resources and delayed traction traction; margin collapse PP difficult to exit cleanly stalled pipeline; pricing drift
. R . You have selected a partner and are
You have 2-3 candidate markets and You are committed to a market and You haven't selected a partner yet, or :
When to choose ) . ) ) When to choose ) launching; need on-the-ground
need a defensible shortlist need a credible GTM blueprint want to negotiate from strength
governance
Key Principle
Start by validating the right sequence before increasing commitment.
¢ Use Country Benchmark & Market Prioritisation to decide where to focus first.
e Then use Market Intelligence & GTM Strategy to understand how to enter the selected market.
¢ Once the opportunity is clearer, use Strategic Partnering & B2B Matchmaking to identify and qualify the right local partners.
¢ After that, Sales Representation & Market Activation helps keep early opportunities moving on the ground.
Expanding with Confidence in ASEAN & South Korea 20
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Choosing Between Similar Modules

Once the market has been prioritised, validated, and partners have been identified, the next challenge is execution.
At this stage, companies often need to decide whether they require local sales activation, deeper commercial development, or operational distribution support.
These services are connected, but they do not solve the same problem.

The key question is no longer only “Can we enter this market?” but “What support do we need to convert market potential into measurable growth?”

COMPARISON 3: COMPARISON 4:
Sales Rep. & Market Activation vs Commercial Development & Revenue Growth Commercial Development & Revenue Growth vs Trading & Distribution Enablement
e Sales Representation Commercial Development Criteria Commercial Development Trading &
& Market Activation & Revenue Growth & Revenue Growth Distribution Enablement
PUrbose Build local presence and activate first Convert traction into revenue PUrDOSE Grow revenue through sales and Move products through local
P commercial opportunities and account growth P account follow-up distribution and logistics
. After initial market validation and Once leads, partners, o . When product delivery or stock flow
Timing . e ) L . Timing When opportunities need to convert .
partner/lead identification or first opportunities exist becomes critical
Best for Local visibility, lead follow-up, Pipeline management, account Best for Sales execution, account growth, Distribution, consignment, warehousing,
channel activation development, distributor follow-up partner follow-up logistics coordination
. Leads lose momentum; . . . Pipeline stays fragmented; Delivery delays, stock issues, logistics
If skipped o Y Activity does not convert into revenue If skipped P Y 9 Y 4 . &
visibility stays weak growth slows friction
W e EhEes You need Ioccn'l 'support'to keep You need stronger follow-up to grow When to choose You need to convert opportunities into You need produ;ts to reach buyers
opportunities moving sustainable sales revenue reliably

Key Principle
Once the market is validated, execution support should match the level of commercial maturity.
¢ Use Sales Representation & Market Activation to create local presence and keep early opportunities moving.

¢ Then move into Commercial Development & Revenue Growth when the focus becomes pipeline conversion, account development, and sustainable sales.
e Add Trading & Distribution Enablement when product movement, warehousing, logistics, or local distribution becomes critical to growth.

Expanding with Confidence in ASEAN & South Korea 21
A practical guide to validate markets, build partnerships, and grow revenue



soa SOUFCE
asia

Ine 'Adcl.]r Partner Is Not the £End or market ‘.uldr\'

s e i e

Finding a distributor, agent, importer, or strategic partner is often seen as the key milestone

IN practice, It Is only the @Laew'm.__“ market exec L"'"'J.' &

. -
1 4 e

““Even tr_..,_, ers need clear © e_ctd lons, oIe finltln 0 —up rh hm, reporting, and
ﬂ:d“mmercml dlrgnmen Without this structure drtnerﬁlps can lo mementt!m prrcmg can drift,
dpd the brand may become secondary to eosrer to- seII products 2 o

- At Source of Asia, we heIp compdnleS‘“ qudllfy pdrtners before engdgement dnd support the

commercml__c_odence after the flrst meetlngs ‘This reduces pdrtner Sele“étlon risk-and |mprove.srth‘\v.\ W
““chance of building red‘l‘“trdctlon L S N T s, g oJogle—"—3 }

[ § e

Expanding with Confidence in ASEAN & South Korea e
A practical guide to validate markets, build partnerships, and grow revenue S



source
of
- asia
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Deep dive:
What Happens
If You Skip Steps

In practice, market entry decisions are rarely about choosing one
approach over another. Most successful expansions are built
through sequenced decisions, where companies start with speed
and flexibility, then move toward deeper commitment once key
assumptions are validated.

Based on Source of Asia’s experience, the comparisons below
highlight the trade-offs between commonly used approaches.
They clarify when to use each, what risks they address, and how
they work together in a structured expansion journey.
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Section 8 | Deep dive: What Happens If You Skip Steps

A reality check from expansion failure patterns

In many expansion projects, the issue is not strategy, it is sequencing.
Companies often accelerate directly into execution, assuming speed will compensate for uncertainty. In practice, skipping key steps leads to slower traction, higher costs, and weaker control.

Skipped step What happens in practice Typical consequences Impact on your expansion

No Prioritisation

No Validation

No Structuring

No Cadence

No Commercial
Development

No Distribution
Enablement

Expanding with Confidence in ASEAN & South Korea

Signal quality collapses
Follow-up weakens

Learning remains fragmented
Resources are spread too thin

Meetings are mistaken for real demand

Pricing and channel friction are underestimated
Over-optimistic forecasts

Premature commitments

Partners prioritise what is easiest to sell
No enforceable terms or incentives
Weak visibility and reporting

Your brand becomes secondary

Follow-up is inconsistent

Objections are not captured systematically
Pipeline momentum slows

Insights are not compounding

Leads are generated but not converted
Partners are contacted but not developed
Account ownership remains unclear
Market feedback is not turned into action

Product flow becomes slow or fragmented
Warehousing and logistics lack coordination
Delivery reliability weakens

Scaling becomes difficult as demand grows

A practical guide to validate markets, build partnerships, and grow revenue

Teams mistake poor focus for poor market
potential.

Interest is confused with conversion, leading to
unrealistic projections and costly course
corrections.

You lose control over execution,
positioning, and pricing.
Value slowly shifts to the partner.

Opportunities stall and execution becomes reactive.

You lose momentum and focus.

You appear active in the market, but do not build
measurable growth.

You generate demand, but struggle to deliver
consistently.

Section 8 | Deep dive: What Happens If You Skip Steps

SLOW LEARNING, WRONG CONCLUSIONS
You misread the market
and miss the right opportunities.

MISPRICING, WEAK TRACTION
You concede too early
and struggle to build sustainable momentum.

LOSS OF CONTROL, MARGIN EROSION
Your leverage weakens
and pricing drifts over time.

PIPELINE STAGNATION, NO COMPOUNDING EFFECT
You don't build momentum. Competitors do.

ACTIVITY WITHOUT REVENUE
You create activity, but not sustainable
commercial traction.

OPERATIONAL FRICTION, WEAK SCALABILITY
Demand grows faster than your operating
model can support.

source
of
- asia
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Which Model is Right

for Your Business?

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

This section provides a practical self-assessment tool, based
on Source of Asia’s market expansion approach, to help you
determine where you stand in your expansion journey and
which module to prioritize next.

The 16 questions below reflect common decision points
observed across market entry projects. They are designed to
highlight gaps, confirm readiness, and guide when to move
from initial validation to structured market expansion and
execution.

25
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$93:.
What You Are Assessing?

There is no one-size-fits-all approach to market entry. The right decisions depend on your priorities, how much
uncertainty you are willing to manage, how quickly you need to move, and how prepared you are to commit
resources. Rather than prescribing a fixed path, this section helps you assess your current position.

That's why we've developed a 16-point self-assessment across five key areas of market expansion readiness.

Market
Attractiveness &
Prioritisation

Commercial
Model & Pricing
Control

Execution
Readiness &
Cadence

Go-to-Market &
Partner Strategy

Commitment & Risk
Management

As you go through the questions, don't just tick boxes. Consider how each “Yes” or “No” reflects your business
today and where you want it to be next.

Your answers will not only indicate which module fits best at this stage. They will also highlight what needs to be
validated next, and when it may be the right time to shift from exploration to structured market entry and
execution.

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Section 9 | Which Model is Right for Your Business?

How to Interpret Your Results?

13-16 “Yes”

10-12 “Yes”

7-9 “Yes"”

0-6 “Yes”

You are ready for structured market entry and execution.

Your fundamentals are largely validated. The focus should shift toward:

 Market Intelligence & GTM Strategy (if not done) to refine positioning and pricing;
e Strategic Partnering & B2B Matchmaking to structure the right partnerships;

e Sales Representation & Market Activation to drive execution and traction.

You are approaching commitment stage, but gaps remain.

The opportunity is promising, but key elements still need validation.
* Strengthen Market Intelligence & GTM Strategy before locking decisions.
¢ Avoid early commitments on pricing, exclusivity, and fixed investments.

You are in validation phase.

Early signals exist, but are not yet reliable.
« Prioritise Market Intelligence & GTM Strategy to confirm demand and constraints.
¢ Delay structuring and execution until fundamentals are clearer.

You are in exploration stage.

The market opportunity is still unclear.
e Focus on Country Benchmark & Market Prioritisation first.
¢ Keep exposure low and avoid premature commitments of any kind.

16-POINT SELF-ASSESSMENT

source
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Market Attractiveness & Prioritisation Commitment & Risk Management

Do we have a clearly defined entry thesis (revenue vs partnerships vs footprint) for
the next 12-24 months? 13 Do we need operational conviction (sites, suppliers, facilities) before committing?

Do we have 2-3 candidate markets with a defensible shortlist, not just

14 Is our internal alignment strong enough to commit to one market first?
preferences?
Have we tested whether buyer interest converts at our expected price point (not 15 Do we have a realistic timeline expectation for first order and reorder?
just 'need’)?
Do we know the real purchase pathway (who decides, procurement steps, typical 16 Have we defined go/no-go criteria to avoid sunk-cost escalation?
cycle time)?

TOTAL “YES"” =
Go-to-Market & Partner Strategy

Do we have clarity on route-to-market feasibility and who controls channel access
in the category?

Have we modelled the channel margin stack and promotional expectations for the
category?

Do we have a defined partner profile (category focus, capability, governance
expectations)?

[
8 Are we at risk of granting exclusivity due to time pressure or weak leverage? ou r adVISOI , nOte

Execution Readiness & Commercial Cadence From Source of Asia’s experience supporting international companies across ASEAN and South Koreq,
expansion challenges rarely come from a lack of opportunity. More often, they come from committing too
g Do we have an operating cadence plan (weekly reporting and pipeline early, validating too late, or scaling without enough operational visibility.

governance) for the first 90-180 days?

The objective of this assessment is not to have all the answers immediately, but to know what must be

) ) ) el )
10 Do we have resources to follow up consistently, or will execution be episodic? proven before moving to the next stage.

Do we have a plan for learning loops — capturing objections and iteratin: ! A . . . .
posvi:ionin\::; qui?:kly” iglet PIITE G ' 9 In practice, successful expansion is rarely a single “go / no-go” decision. It is a sequence of validated steps,

where companies progressively reduce uncertainty while building traction and local understanding.

12 Do we have a clear first segment or first 10-20 target accounts/channels identified?

Commercial Model & Pricing Control

13 Do we need operational conviction (sites, suppliers, facilities) before committing?
14 Is our internal alignment strong enough to commit to one market first?
15 Do we have a realistic timeline expectation for first order and reorder? . . . . .
The objective is not to have all the answers immediately, but to
16 Have we defined go/no-go criteria to avoid sunk-cost escalation?

know what must be proven before moving to the next stage.

Expanding with Confidence in ASEAN & South Korea 27
A practical guide to validate markets, build partnerships, and grow revenue
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Sales Activation Needs Local Ca ence Not Only Local Contacts

Many companies generate early leads but struggle to"c':onvert them because no one is consistently
managing the market on the ground. Meetings happen, interest is recorded, but follow-up
becomes irregular once the first activation phase is over.

e

Commercial traction requires cadence: prospect-follow up, distributor engagement, account
development, objection tracking, reporting, and. adjustment based on market feedback. Without
this, opportunities slowly lose momentum. iR -

At Source of Asid,"oUr role is often to..act as..a=local commercial extension. of:the client’s team,
helping maintain visibility, activate channels, and keep the pipeline moving.
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Source of Asia’s

End-to-end Support

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

Through years of supporting international companies across ASEAN
and South Korea, Source of Asia has assisted clients at different
stages of expansion, from early market validation to operational
execution and long-term business development.

The following case snapshots illustrate how our services are
applied in practice to help companies reduce uncertainty,
accelerate market entry, and build sustainable traction in the
region.
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Our Case Study

CASE1 “ Country Benchmark & Market Prioritisation CASE 2 Sport Equipment Market Intelligence & Go-to-market Strategy

Helping a Grain Processor Prioritise Supporting Gymnova'’s Entry Readiness

the Right Southeast Asian Market in Vietnam’s Sport Equipment Sector

The client wanted to expand into Southeast Asia but lacked clarity on which market
THE offered the strongest potential for its baby food and processed cereal products. Before THE
CHALLENGE committing resources, they needed to compare market attractiveness, entry CHALLENGE
conditions, and commercial opportunities

Gymnova wanted to evaluate the commercial potential of the Vietnamese market
for its professional gymnastic equipment.

THE
SOLUTIONS

THE
RESULTS

SOA conducted a country benchmark across Vietham, Thailand, and Malaysia,
assessing consumption trends, competitive dynamics, regulatory frameworks, and
business environments.

After identifying Vietnam as the most promising market, we developed a go-to-
market report covering entry strategy, distribution models, pricing structure, and
potential partners.

15-page country benchmark supporting market prioritisation
35-page Vietnam entry roadmap with practical recommmendations
5 targeted B2B meetings with qualified distributors and importers
Clear expansion direction for Southeast Asia market entry

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue

THE
SOLUTIONS

THE

RESULTS

SOA conducted a full market diagnosis covering market size, growth potential,
customer segments, regulatory context, pricing trends, and local distribution
dynamics.

We also mapped relevant distributors and qualified potential partners based on
their capacity, references, positioning, and fit with Gymnova’'s premium
standards.

22-page market report covering market dynamics, regulations, pricing trends,
and sales recommendations

38 qualified leads segmented by potential, product fit, and institutional buyer
experience

Clear distributor selection basis for future market entry

Stronger understanding of Vietnam'’s sport equipment market

Actionable go-to-market direction for mid-term growth in Southeast Asia
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Our Case Study

CASE 3 Medical Devices Strategic Partnering & B2B Matchmaking

Identifying the Right Distribution
Partners for Livetec’s Medical Devices

Livetec wanted to expand into Vietnam and Indonesia with its cardiology medical

THE devices. The company needed to understand each market's regulatory and import
CHALLENGE requirements, identify suitable distributors, and build a practical path toward
commercial entry.

¢ SOA conducted a market diagnosis covering healthcare structures, import
procedures, regulatory requirements, pricing trends, and distribution dynamics in
THE both countries.
SOLUTIONS ¢ We then identified and evaluated potential distributors based on market reach,
portfolio fit, operational capacity, and relevance to Livetec’s product range.
Selected leads were introduced through targeted B2B meetings.

e 230 potential distributors identified and assessed
THE » lltargeted B2B meetings with qualified leads
RESULTS e Clearer market entry pathway for Vietnam and Indonesia
¢ Reduced regulatory uncertainty before commercial deployment

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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CASE 4 Sales Representation & Market Activation

Building Local Brand Presence for DES

Blanc des Vosges in Vietham VOSQ ES
1843

Blanc des Vosges wanted to expand in Vietnam and build a stronger presence in

THE the premium home textile segment. The brand needed to understand the market,
CHALLENGE identify the right distributors, and secure long-term commercial development with
consistent local support.

¢ SOA identified and qualified potential distributors, then supported the brand
through ongoing sales follow-up, distributor training, marketing coordination,
Facebook content management, and trade show representation.

» This full-package representation helped the brand maintain visibility and
progress in the market.

THE
SOLUTIONS

e 25% increase in annual sales

THE ¢ 5 branded stores opened in Hanoi and Ho Chi Minh City
RESULTS « 3-year partnership built on consistent local support
e Stronger positioning in Vietnam’s premium home textile segment
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Our Case Study

CASE5 Medical Devices Commercial Development & Revenue Growth

Developing OTEGO’s Client Pipeline (
in Vietnam’s PPE Sector beyond textile

THE

CHALLENGE

THE
SOLUTIONS

THE

RESULTS

OTEGO wanted to expand its presence in Vietnam through a structured local sales
approach. The company needed a trusted partner to represent its products, manage
client development, and provide regular market feedback without building its own local
commercial team.

¢ SOA dedicated a local sales team to represent OTEGO in Vietnam, manage direct
sales activities, and develop client relationships.

¢ We supported customer acquisition, market feedback, regular reporting, and
commercial coordination to keep local actions aligned with OTEGO's strategic
priorities.

¢ SOA has been the official representative of OTEGO in Vietnam since 2023
e Stronger visibility in Vietnam’s PPE market

* Consistent client development through on-the-ground sales support

¢ Clearer market feedback for ongoing commercial decisions

Expanding with Confidence in ASEAN & South Korea
A practical guide to validate markets, build partnerships, and grow revenue
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CASE 6 Medical Waste Treatment & Sterilization Equipment Trading & Distribution Enablement

Enabling Medical Equipment Deployment Fé S a Iys

Across Remote Provinces in Vietham

THE

CHALLENGE

THE
SOLUTIONS

THE

RESULTS

Making biomedical waste safe

Tesalys wanted to deploy advanced medical waste treatment and sterilization
equipment in remote regions of Vietnam. As a foreign company, the client faced
complex regulatory, customs, logistics, installation, and stakeholder coordination
challenges.

¢ SOA managed the local project deployment process, coordinating the
partnership between Tesalys, an international organization, and local healthcare
institutions.

¢ We supported site assessments, importation, customs clearance, equipment
transportation, installation, testing, and regulatory certification.

¢ 6 sterilization machines deployed across 3 remote provinces

e Customs clearance, transport, installation, and certification completed
e Stronger healthcare capacity in underserved regions

¢ Replicable deployment model for future projects
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References
and Sources

The insights in this guide are primarily based on Source of Asia’s
direct experience supporting international companies across
ASEAN and South Korea.

Over the years, our teams have helped clients validate markets,
define go-to-market strategies, identify partners, activate sales,
develop revenue, and manage on-the-ground execution across
multiple industries.

Rather than relying solely on external research, this publication
reflects practical observations, recurring market patterns, and
execution challenges identified through real client projects
between 2015 and 2026.

While some market indicators may align with public data, the
frameworks and strategic perspectives presented here are mainly
derived from Source of Asia’s field experience, internal market
intelligence, and continuous interactions with local business
ecosystems across the region.
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About Us

Source of Asia

Source of Asia is an International Business Accelerator helping
companies explore, enter, and grow across Southeast Asia, South
Korea, and the broader Asian region.

With more than 20 years of field experience, we support
international companies in turning market opportunities into
practical business development.

Our approach combines strategic insight with local execution,
helping clients move forward with clarity, confidence, and the right
on-the-ground support.
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About Source of Asia

Source of Asia is an International
Business Accelerator in Southeast Asia
and the broader Asian region.

20+

Over the past 20 years+, we've been
guiding global enterprises to
successfully penetrate, operate, and
flourish in this vibrant region through
tailored solutions in Market Expansion,
Sourcing & Supply Chain, Corporate &
HR Solutions, M&A, and Digital
Solutions.

100+

500+

20+

Representative
office in France

EUROPE

ATLANTIC
OCEAN

INDIAN OCEAN
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Our Services

Section 12 | About Us Source of Asia

Source of Asiqg, your unique ONE-STOP SHOP company that covers all
your business needs in Southeast Asia and the broader Asian region.

MARKET EXPANSION

Formulating and implementing
tailored growth strategies to

successfully transition into your
targeted countries.

CORPORATE & HR SOLUTIONS

Helping you optimize
your foothold in target countries,
and managing your setup
on your behalf.

IT SERVICES

Advising and supporting you in
modernizing IT systems,
improving operational efficiency,
and ensuring a secure and
scalable digital infrastructure.

Expanding with Confidence in ASEAN & South Korea

SOURCING & SUPPLY CHAIN

Optimizing your production and
organization by outsourcing supply
chain management
to experienced experts.

M&A SERVICES

Accompanying and advising

in each step of your business

expansion strategy through
M&A transactions.

MARKETING SERVICES

Driving measurable business growth
through end-to-end marketing

services aligned with your business
strategy and objectives.

A practical guide to validate markets, build partnerships, and grow revenue
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Meet Our Management Team

Meet the leadership behind Source of Asia, supported by trusted
consultants and advisors across industries and markets.

‘ \
Thierry MERMET
Managing Partner | CEO

Aurelie TRAN NGOC

Country Manager

Zacharie BLONDEAU
Managing Partner | COO

Julien BARATEAU

Director of Business
Transformation

S o

/
y

»

2

Huong LE Quyen NGUYEN Xavier POULIQUEN Kiet DO
Corporate Services Marketing & Communications Head of Head of
& HR Solutions Director Director Business Development Market Approach
<

/s

Il

/A
Anh VU Ngan NGUYEN Nhi NGUYEN Thanh BUI
Head of Head of Head of HR Manager
Corporate Services HR Solutions Sourcing Operations 9
37



source
of
- asia

Ready to take your next step
in ASEAN and South Korea?

Every expansion journey is different.
Let’s define what to prioritise, validate, activate,
and grow next.

CONTACT US!

e hello@sourceofasia.com

=10

www.sourceofasia.com

d

CE

0 The Galleria Metro Tower,
59 Vo Nguyen Giap Street, An Khanh Ward,
Ho Chi Minh City, Vietham

[=]

© 2026 Source of Asia
www.sourceofasia.com
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	General
	Introduction
	This publication is one of Source of Asia’s market expansion resources, designed for CEOs, investors, and business leaders who need a structured way to evaluate, enter, and grow in ASEAN and South Korea.
	It helps decision-makers choose the right sequence of actions: market prioritisation, validation, go-to-market strategy, partner development, sales activation, and commercial execution.
	Drawing on Source of Asia’s field experience, this guide provides a practical approach to reduce uncertainty and move from market exploration to partner development, sales activation, revenue growth, and on-the-ground execution.
	ntering ASEAN markets or South Korea offers strong growth opportunities, but success depends on making the right decisions in the right order: where to focus, how to validate the market, which partners to build with, and how to turn early opportunities into sustainable commercial growth.
	This guide draws on Source of Asia’s experience supporting international companies across industries in these regions. It provides a clear and practical approach to help you evaluate opportunities, reduce uncertainty, and move from market exploration to partner development, sales activation, and concrete revenue growth.


	What you will find inside
	By the end of this guide, you will have a practical roadmap to choose the most suitable expansion path for your business and move forward strategically across ASEAN and South Korea.

	Who should read this
	international expansion.

	The Expansion Journey
	& Decision Gates
	Source of Asia has supported international companies across ASEAN and South Korea through different stages of market expansion, from early market validation to commercial execution.
	In our experience, successful expansion is rarely a single decision. The strongest projects are usually built progressively, where each step validates critical assumptions before increasing commitment.
	The following section outlines the key stages and decision gates that help companies structure market entry more effectively, reduce uncertainty, and build sustainable commercial traction.
	Expansion Journey
	Overview
	Core principles
	Most suitable markets identified and ranked
	Primary Risk Addressed
	Entering the wrong country first
	Market Intelligence
	& Go-to-Market Strategy
	Strategic Partnering
	& B2B Matchmaking
	Sales Representation
	& Market Activation
	Commercial Development
	& Revenue Growth
	Trading
	& Distribution Enablement

	High-Potential Regions
	for International Expansion
	Source of Asia has developed strong expertise in ASEAN and South Korea through extensive work with international companies across industries.
	These markets offer complementary opportunities: ASEAN brings fast growth and expanding consumer demand, while South Korea provides a highly advanced and innovation-driven environment.
	Based on our experience on the ground, we regularly recommend these regions for their strong growth potential, strategic role in global supply chains, and sector opportunities.
	The following overview highlights why they remain attractive markets for expansion in 2026 and beyond.
	Healthcare Technology


	ASEAN & South Korea:
	Entry Logic & Complexity
	Through Source of Asia’s experience supporting international companies across both markets, ASEAN and South Korea can each offer strong expansion potential, but they require fundamentally different operating approaches.
	ASEAN often rewards adaptability, phased execution, and strong local partnerships across diverse markets. South Korea typically requires sharper positioning, stronger credibility, and clear differentiation within a mature and highly competitive environment.
	The key question is not simply “Is this market attractive?” but rather:
	“Is this market aligned with our operating model, internal constraints, and competitive strengths?”
	Quick Market Outlook

	Sector-Specific Market Entry
	Matrix
	Source of Asia has supported market entry projects across consumer, industrial, technology, healthcare, and service sectors, where expansion priorities often differ significantly.
	What drives success in one industry may be secondary in another. Buying behavior, channel economics, regulatory complexity, and time-to-revenue can materially change which actions matter most.
	This matrix is designed as a practical decision-support tool. It highlights which services are typically Core, Recommended, or Situational depending on the realities of each sector.
	How service priorities change by industry?
	How to Interpret the Matrix?
	A Practitioner's Approach

	Side-by-side Comparisons (Decision Trade-offs)
	In practice, market entry decisions are rarely about choosing one approach over another. Most successful expansions are built through sequenced decisions, where companies start with speed and flexibility, then move toward deeper commitment once key assumptions are validated.
	Based on Source of Asia’s experience, the comparisons below highlight the trade-offs between commonly used approaches. They clarify when to use each, what risks they address, and how they work together in a structured expansion journey.
	Choosing Between Similar Modules
	COMPARISON 1:
	Country Benchmark vs Market Intelligence & GTM Strategy
	COMPARISON 2:
	Strategic Partnering vs Sales Representation & Market Activation
	Key Principle
	Choosing Between Similar Modules
	COMPARISON 3:
	Sales Rep. & Market Activation vs Commercial Development & Revenue Growth
	COMPARISON 4:
	Commercial Development & Revenue Growth vs Trading & Distribution Enablement
	Key Principle

	Deep dive:
	What Happens
	If You Skip Steps
	In practice, market entry decisions are rarely about choosing one approach over another. Most successful expansions are built through sequenced decisions, where companies start with speed and flexibility, then move toward deeper commitment once key assumptions are validated.
	Based on Source of Asia’s experience, the comparisons below highlight the trade-offs between commonly used approaches. They clarify when to use each, what risks they address, and how they work together in a structured expansion journey.
	A reality check from expansion failure patterns


	Which Model is Right
	for Your Business?
	This section provides a practical self-assessment tool, based on Source of Asia’s market expansion approach, to help you determine where you stand in your expansion journey and which module to prioritize next.
	The 16 questions below reflect common decision points observed across market entry projects. They are designed to highlight gaps, confirm readiness, and guide when to move from initial validation to structured market expansion and execution.
	0-6 “Yes”
	Section 9 | Which Model is Right for Your Business?
	Section 9 | Which Model is Right for Your Business?
	No.
	Question
	Yes/No
	Notes
	Market Attractiveness & Prioritisation
	Go-to-Market & Partner Strategy
	Execution Readiness & Commercial Cadence
	Commercial Model & Pricing Control
	No.
	Question
	Yes/No
	Notes
	Commitment & Risk Management
	TOTAL “YES” =



	Our advisory note
	From Source of Asia’s experience supporting international companies across ASEAN and South Korea, expansion challenges rarely come from a lack of opportunity. More often, they come from committing too early, validating too late, or scaling without enough operational visibility.
	The objective of this assessment is not to have all the answers immediately, but to know what must be proven before moving to the next stage.
	In practice, successful expansion is rarely a single “go / no-go” decision. It is a sequence of validated steps, where companies progressively reduce uncertainty while building traction and local understanding.
	The objective is not to have all the answers immediately, but to know what must be proven before moving to the next stage.
	Expanding with Confidence in ASEAN & South Korea
	A practical guide to validate markets, build partnerships, and grow revenue


	Source of Asia’s
	End-to-end Support
	Through years of supporting international companies across ASEAN and South Korea, Source of Asia has assisted clients at different stages of expansion, from early market validation to operational execution and long-term business development.
	The following case snapshots illustrate how our services are applied in practice to help companies reduce uncertainty, accelerate market entry, and build sustainable traction in the region.
	Section 10 | Source of Asia’s End-to-end Support
	Section 10 | Source of Asia’s End-to-end Support


	Our Case Study
	CASE 1
	F&B
	Country Benchmark & Market Prioritisation

	CASE 2
	Sport Equipment
	Market Intelligence & Go-to-market Strategy

	Helping a Grain Processor Prioritise the Right Southeast Asian Market
	Supporting Gymnova’s Entry Readiness
	in Vietnam’s Sport Equipment Sector
	THE CHALLENGE
	THE SOLUTIONS
	THE
	RESULTS
	THE CHALLENGE
	THE SOLUTIONS
	THE
	RESULTS
	Section 10 | Source of Asia’s End-to-end Support
	Section 10 | Source of Asia’s End-to-end Support



	Our Case Study
	CASE 3
	Medical Devices
	Strategic Partnering & B2B Matchmaking

	Identifying the Right Distribution Partners for Livetec’s Medical Devices
	THE CHALLENGE
	THE SOLUTIONS
	THE
	RESULTS
	CASE 4
	Home Linen
	Sales Representation & Market Activation



	Building Local Brand Presence for
	Blanc des Vosges in Vietnam
	THE CHALLENGE
	THE SOLUTIONS
	THE
	RESULTS
	Section 10 | Source of Asia’s End-to-end Support
	Section 10 | Source of Asia’s End-to-end Support



	Our Case Study
	CASE 5
	Medical Devices
	Commercial Development & Revenue Growth

	CASE 6
	Medical Waste Treatment & Sterilization Equipment
	Trading & Distribution Enablement

	Developing OTEGO’s Client Pipeline
	in Vietnam’s PPE Sector
	Enabling Medical Equipment Deployment
	Across Remote Provinces in Vietnam
	THE CHALLENGE
	THE SOLUTIONS
	THE
	RESULTS
	THE CHALLENGE
	THE SOLUTIONS
	THE
	RESULTS


	References
	and Sources
	The insights in this guide are primarily based on Source of Asia’s direct experience supporting international companies across ASEAN and South Korea.
	Over the years, our teams have helped clients validate markets, define go-to-market strategies, identify partners, activate sales, develop revenue, and manage on-the-ground execution across multiple industries.
	Rather than relying solely on external research, this publication reflects practical observations, recurring market patterns, and execution challenges identified through real client projects between 2015 and 2026.
	While some market indicators may align with public data, the frameworks and strategic perspectives presented here are mainly derived from Source of Asia’s field experience, internal market intelligence, and continuous interactions with local business ecosystems across the region.

	About Us
	Source of Asia
	Source of Asia is an International Business Accelerator helping companies explore, enter, and grow across Southeast Asia, South Korea, and the broader Asian region.
	With more than 20 years of field experience, we support international companies in turning market opportunities into practical business development.
	Our approach combines strategic insight with local execution, helping clients move forward with clarity, confidence, and the right on-the-ground support.
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	Ready to take your next step in ASEAN and South Korea?
	Every expansion journey is different.
	Let’s define what to prioritise, validate, activate,
	and grow next.
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