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EXECUTIVE DECISION

Executive Summary

HONGKONG YIHE | RESEARCH

Hong Kong works best as a high-trust control tower and premium demand node - not as a low-cost

volume market.

HK$3.33T 7.51M

2025 GDP Population
Current market prices Year-end 2025, provisional

The strategic role

Use Hong Kong for regional management, capital and
treasury interfaces, premium customers, complex B2B
selling, brand trust and Greater Bay Area coordination.

The economic test

Do not scale fixed cost until local gross margin absorbs
rent, senior talent, compliance, channel economics and
any cross-border tax or fulfillment friction.

11,070 5,221

External-parent firms Start-ups
Record count in 2025 Nearly 20,000 jobs

The default vehicle

A local private company is the standard entry structure
for most operators. It supports local contracting, hiring
and liability ring-fencing, while keeping setup relatively
fast.

The operating posture

Validate licence, data, banking, tax-source, brand and
channel assumptions first; launch lean; build permanent
teams only after repeatable demand appears.

Board-level recommendation. Proceed with a staged entry when Hong Kong materially improves trust, price realization,
regional coordination or Mainland access. Use a partner-first model where demand exists but regulation or delivery complexity
remains unresolved.

Sources: [1] HKSAR Government - Half-yearly Economic Report 2026; [3] C&SD - Hong Kong statistics and GBA city profile; [5] InvestHK - Record numbers of companies
and start-ups in 2025; [7] Companies Registry - Company statistics for 2025; [38] HongKong YIHE - Market-entry planning model.
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Enter, Partner or Hold?

A three-gate decision keeps enthusiasm from becoming premature fixed cost.

ENTER DIRECT PARTNER FIRST HOLD / NO-GO

Clear buyer pull; local entity Demand is credible but Price realization cannot absorb
materially improves conversion; distribution, regulated activity, local cost; target access rests on
gross margin covers the Hong local service delivery or customer untested Mainland assumptions;
Kong cost base; licences and acquisition depends on licence or data constraints
banking are manageable; a senior capabilities that are faster to rent invalidate the model; no channel
accountable owner is available. than build. can reach the buyer efficiently.

Decision gate Evidence required Minimum management response

Customer pull Paid pilot, qualified pipeline or partner-backed demand Name the first 3-5 lighthouse accounts

Unit economics Contribution after channel, service, returns and local Set a 12-month cash ceiling and kill rule
overhead

Right to operate Licence, tax-source, data and employment map Assign accountable advisers and owners

Regional leverage Specific GBA/APAC workflows, not generic gateway rhetoric Document the cross-border operating route

Key implication. Hong Kong is a premium node. A weak home-market proposition does not become strong simply by adding a
Hong Kong entity.

Sources: [4] HKSAR Government - Guangdong-Hong Kong-Macao Greater Bay Area overview; [5] InvestHK - Record numbers of companies and start-ups in 2025; [6]
InvestHK - 2025 investment promotion results; [9] InvestHK - Setting up in Hong Kong; [38] HongKong YIHE - Market-entry planning model.
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MARKET CONTEXT
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Scope, Method and Evidence Standard

The report separates official facts, market signals and planning assumptions so decisions remain

auditable.

What is covered

Market attractiveness; customer and channel conditions;
entity routes; incorporation, tax, banking, employment
and immigration; trade and data rules; selected sector
licences; location choices; launch economics; risk; and a
100-day plan.

1 | OFFICIAL BASE

Government, regulators and statutory bodies anchor
macro, tax, employment, corporate and compliance
facts.

3 | PLANNING MODEL

Budget envelopes, opportunity scores, risk ratings and
decision gates are HongKong YIHE analytical constructs.

What is not covered

This is not a legal opinion, tax ruling, licence
determination, property valuation or immigration
guarantee. Sector-specific execution requires current
professional advice and direct regulator confirmation.

2 | MARKET SIGNALS

Current commercial-property research and observed
ecosystem indicators frame cost and operating
conditions.

4 | VALIDATION RULE

Before commitment, refresh time-sensitive fees,
thresholds, visa routes, licence perimeter and property
terms.

Cut-off. Research reflects information available through 9 August 2026. Where a 2026 full-year result was unavailable, the
latest official observation is labelled rather than extrapolated as fact.

Sources: [1] HKSAR Government - Half-yearly Economic Report 2026; [2] HKSAR Government - 2026-27 Budget Speech; [3] C&SD - Hong Kong statistics and GBA city

profile; [38] HongKong YIHE - Market-entry planning model.
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Hong Kong at a Glance

A small domestic population sits inside a far larger trade, capital and regional-management system.

3.5% 2.5-3.5% >93% >88M

2025 real GDP growth 2026 GDP forecast Services share GBA population
Official outturn Budget baseline Of GDP, directional 11-city economic cluster

WHY THE MARKET IS BIGGER THAN ITS RESIDENT BASE

Domestic engine Regional engine
Affluent consumers, dense commercial districts, deep Hong Kong links global capital, professional services and
financial services, high digital penetration, international governance with Mainland supply, production and
standards and a concentrated enterprise-buyer base demand. The GBA exceeds 88 million people and RMB15
support premium and complex propositions. trillion in GDP in 2025.

Structural asset Commercial relevance Management question

Free-port model Low customs friction for most goods What is the landed-cost advantage?

Common-law system Contract certainty and dispute architecture Which contracts need Hong Kong law?

Capital connectivity Financing, treasury and investor access Is the entity a real treasury node?

GBA interface Proximity to Mainland suppliers and buyers Which workflow crosses the boundary?

Sources: [2] HKSAR Government - 2026-27 Budget Speech; [3] C&SD - Hong Kong statistics and GBA city profile; [4] HKSAR Government - Guangdong-Hong Kong-Macao
Greater Bay Area overview; [30] Trade and Industry Department - Hong Kong trade policy; [31] Trade and Industry Department - CEPA.
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Macro Conditions: Resilient, Externally Sensitive

Momentum strengthened in 2026, but trade, rates, tourism and Mainland demand still transmit quickly
into local activity.

+4.3% +53.4% +4.6% 3.7%

Q2 2026 real GDP June exports June retail value Unemployment
Year on year Year on year; Al electronics Year on year Apr-Jun 2026
led
+8%
+6.5%
+6%
+3.5%
+4% +3.3% ° +3.0%

+2.6%

-3.7%
2021 2022 2023 2024 2025 2026

2026 uses the midpoint of the official 2.5-3.5% forecast

Tailwinds Watchpoints

Export strength, tourism recovery, financial-market The economy remains exposed to global trade cycles,
activity, household income and targeted public technology demand, financial conditions, property
investment support demand. Hong Kong remains liquid, sentiment and Mainland growth. Build scenarios rather
open and connected. than a single-point forecast.

Sources: [1] HKSAR Government - Half-yearly Economic Report 2026; [2] HKSAR Government - 2026-27 Budget Speech.
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Consumer Demand: Premium, Dense and Mobile

The domestic market rewards trust, convenience and brand clarity more than undifferentiated scale.

HK$380.4B

2025 retail sales
+1.0% nominal

+9.6%

H1 2026 retail value
Year on year

TRUST

Authenticity, warranty, clear origin, secure payment and
fast service can justify a premium.

RELEVANCE

Traditional Chinese, English and culturally fluent
merchandising reduce friction across customer
segments.

49.9M

2025 visitors
Tourism expands the
addressable base

HK$21.2K

Median monthly wage
2025 employee benchmark

CONVENIENCE

Compact geography raises expectations for fast
delivery, responsive support and flexible collection.

VISITOR DEMAND

Tourists can materially change category economics in
beauty, luxury, health, dining and experience-led retail.

Commercial implication. Size the reachable buyer pool by use case and district, not by population alone. A targeted premium
segment can be attractive; a mass proposition with thin margin usually is not.

Sources: [1] HKSAR Government - Half-yearly Economic Report 2026; [15] C&SD - Retail sales statistics; [16] C&SD - Retail sales, June 2026; [22] C&SD - Annual Earnings

and Hours Survey 2025.
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Digital Readiness and Commerce Channels

Connectivity is not the constraint; channel fit, trust and economics are.

96.9% 96.8% 9.4% +11.6%

Household internet access Smartphone penetration Online retail share Online retail growth
2025 2025 June 2026 June 2026, y/y
Mobile subscriber penetration 441.2%
Household broadband D 100.6%
FTTH/B households e 90.0%
Smartphone penetration o 96.8%
B2C route B2B route
Use an owned storefront for customer data and margin Account-based selling, senior referrals, trade
control, then add marketplaces, social discovery, retail associations, professional partners and proof-led events
partnerships and payment options where each solves a outperform broad awareness when buyer pools are
specific acquisition or trust problem. concentrated.

Sources: [16] C&SD - Retail sales, June 2026; [17] C&SD - Information technology usage and penetration, 2025; [18] OFCA - Key communications statistics; [20] HKMA -
Payment Connect launch.
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Opportunity Map by Business Model

Prioritize where Hong Kong's trust, connectivity and high-value demand outweigh its cost base.

Opportunity Attractiveness Why Hong Kong helps Critical constraint
Fintech / financial infrastructure High Deep institutions, capital and connectivity SFC/HKMA perimeter, AML
Professional and B2B services High Concentrated buyers, cross-border complexity Senior talent, long cycles
Premium consumer brands Med-high Affluence, tourism, brand signaling Rent, CAC, small volume
Trade, logistics and sourcing Med-high Free port and GBA proximity Substance and margin
Al / enterprise technology Med-high Regional HQ and regulated buyers Procurement, security
Life sciences / sustainability Medium Capital, universities, policy support Validation and licence
Commodity mass retail Low Limited scale advantage Thin margin, high cost
BEST FIT WEAKER FIT
High gross margin, high trust requirement, regional Low price differentiation, labor-heavy delivery, mass
coordination need, complex customer problem and clear volume dependence, commodity acquisition channels or
local decision-makers. no defensible cross-border role.

Score with evidence. Rate each candidate on reachable demand, price realization, channel access, regulatory burden,
operating cost and regional leverage. Weight economic proof more heavily than brand visibility.

Sources: [4] HKSAR Government - Guangdong-Hong Kong-Macao Greater Bay Area overview; [5] InvestHK - Record numbers of companies and start-ups in 2025; [6]
InvestHK - 2025 investment promotion results; [30] Trade and Industry Department - Hong Kong trade policy; [31] Trade and Industry Department - CEPA; [38]
HongKong YIHE - Market-entry planning model.
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Choose the Entry Vehicle by Control and
Commitment

The entity should match commercial activity, liability appetite, tax posture and the speed of evidence.

Route Best use Advantages Constraints / watchpoints
Local private company Default operating vehicle Local contracts, hiring, liability Ongoing filings, audit and substance
ring-fence
Registered non-HK branch Parent-led operating extension Direct capital link; brand continuity Parent bears liability; local registration
Representative office Research and liaison Low commercial commitment Must not generate profit or trade
Distributor / agent Fast demand validation Low fixed cost; existing reach Less control, data and margin
Re-domiciliation Eligible corporate continuity Preserves legal identity Eligibility and home-jurisdiction work
CONTROL TEST COMMITMENT TEST LIABILITY TEST
Do you need to invoice, employ, Is demand strong enough to justify Should claims sit with a
hold IP, operate accounts, sign governance, audit, tax filings, ring-fenced Hong Kong company
regulated contracts or own banking effort and management or flow directly to the parent?
customer data locally? attention?

Default recommendation. For most serious entrants, use a local private company after a short validation phase. Choose a
branch only when parent integration is strategically necessary and liability has been accepted.

Sources: [7] Companies Registry - Company statistics for 2025; [8] Companies Registry - Major service fees; [9] InvestHK - Setting up in Hong Kong; [38] HongKong YIHE
- Market-entry planning model.
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Incorporation and Corporate Governance

Formation can be fast; governance quality and beneficial-ownership discipline take management work.

HK$1,545

Electronic incorporation
Government fee

01

NAME &
STRUCTURE

Confirm name, shareholders,

directors and share capital.

HK$1,720

Paper incorporation
Government fee

02

FILE

Submit incorporation and
business registration
materials.

~1 hour

Typical e-processing
For straightforward cases

03

GOVERN

Appoint secretary; establish
registered office and
registers.

195,343

New local firms
2025, incl. re-domiciled

04

OPERATE

Bank, contracts, payroll,
accounting, tax and annual
compliance.

Minimum architecture

At least one natural-person director; a Hong
Kong-resident individual or locally based body corporate
as company secretary; registered office; shareholders;
significant controllers register; statutory books and
accounting records.

Ongoing control

Calendar annual returns, business registration, audit and
tax filings. Keep board decisions, intercompany
agreements and delegated authority aligned with the
actual operating model.

Sources: [7] Companies Registry - Company statistics for 2025; [8] Companies Registry - Major service fees; [9] InvestHK - Setting up in Hong Kong.
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Banking, Treasury and Payments

Account opening is a risk-based diligence process, not a clerical step after incorporation.

BUSINESS PROOF

Provide a coherent business model, ownership chain,
target markets, expected flows, counterparties and
source of funds.

DOCUMENT CONTROL

Prepare incorporation documents, identity and address
evidence, ownership records, contracts, forecasts and
licences before application.

Workstream Management action
Primary bank
Payment acceptance

Cross-border flows

Resilience Maintain contingency account / PSP route

Apply early with a complete KYC pack
Match rails to buyer and ticket size

Document purpose, currency and counterparties

SUBSTANCE

Show where management, staff, contracts, suppliers,
customers and decision-making sit. Avoid paper
structures without an operating explanation.

MULTI-RAIL DESIGN

Separate collection, operating, payroll, tax and treasury
needs; map cards, FPS, bank transfer, wallets and
cross-border settlement.

Failure mode to avoid

Launch delayed by incomplete ownership story
Adding methods without reconciliation design
Tax and AML story differs from operations

Single-provider operational dependency

Connectivity signal. Payment Connect linked Mainland China's IBPS with Hong Kong's FPS in June 2025. Treat it as infrastructure
optionality, not a substitute for tax, AML or customer-flow design.

Sources: [19] HKMA - Business bank account opening information; [20] HKMA - Payment Connect launch; [38] HongKong YIHE - Market-entry planning model.
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Tax Design: Simple Rates, Nuanced Sourcing

Low headline rates do not remove the need to document profit source, substance and cross-border
arrangements.

8.25% 16.5% 0% 15%

First HK$2M profit Profit above HK$2M General VAT / sales tax HK minimum top-up tax

Qualifying corporations Corporations Hong Kong In-scope large MNE groups
Issue What management must establish Typical evidence
Territorial source Where profit-producing operations occur People, negotiations, contracts, delivery
Related-party pricing Arm's-length allocation of value Intercompany agreements and benchmarking
Foreign passive income Whether FSIE conditions apply Economic substance / participation / nexus
Global minimum tax Group revenue and jurisdictional exposure Consolidated group data and covered taxes
Customs / indirect Product-specific duties and foreign taxes Classification, origin, destination rules

Planning principle Board control

Design the operating model first, then test its tax Approve intercompany roles, IP, service fees, financing,

outcomes. A Hong Kong invoice alone does not determine transfer pricing and documentation before material flows

source, substance or treaty results. begin - not after the first audit query.

Important. FSIE and BEPS 2.0 can materially affect multinational groups. Obtain current advice for the actual ownership,
income type and jurisdictions involved.

Sources: [10] Inland Revenue Department - Two-tiered profits tax rates; [11] Inland Revenue Department - Profits tax and territorial source principle; [12] InvestHK - Low
and simple tax system; [13] Inland Revenue Department - Foreign-sourced income exemption regime; [14] Inland Revenue Department - BEPS 2.0 and Hong Kong
minimum top-up tax; [30] Trade and Industry Department - Hong Kong trade policy.

Hong Kong Market Entry Guide 2026 14/ 30


https://www.ird.gov.hk/eng/paf/bus_pft_tsp.htm
https://www.ird.gov.hk/eng/tax/bus_pft.htm
https://www.investhk.gov.hk/en/why-hong-kong/low-and-simple-tax-system
https://www.ird.gov.hk/eng/tax/bus_fsie.htm
https://www.ird.gov.hk/eng/tax/bus_beps.htm
https://www.tid.gov.hk/en/our_work/hk_participation_in_ito/hk_trade_policy.html

ENTRY STRUCTURE HONGKONG YIHE | RESEARCH

Employment, Compensation and MPF

Talent is the largest structural cost for many entrants; role clarity matters more than headline
headcount.

HK$43.1 HK$21.2K 5% 5%

Minimum hourly wage Median monthly wage Employee MPF Employer MPF
From 1 May 2026 2025 Subject to thresholds Max HK$1,500/month

Role family Indicative monthly market signal Entry design implication

Managers ~HK$50,000 median Use one accountable country lead before layering

Professionals ~HK$46,000 median Budget specialist scarcity and benefits

Associate professionals ~HK$26,200 median Build delivery bench after demand proof

General median HK$21,200 Not a substitute for role-specific benchmarking
EMPLOYER BASICS 2025 TRANSITION WORKFORCE MODEL
Written terms, wage records, rest Mandatory MPF contributions can Start with the smallest team that
days, leave, statutory holidays, no longer offset post-transition owns revenue, compliance and
termination rules, compensation severance or long-service delivery. Use vendors where the
insurance and MPF enroliment. payments from 1 May 2025. capability is non-core and

measurable.

Sources: [21] Labour Department - Statutory Minimum Wage from 1 May 2026; [22] C&SD - Annual Earnings and Hours Survey 2025; [23] MPFA - Mandatory
contributions for employees; [24] Labour Department - Abolition of MPF offsetting arrangement; [38] HongKong YIHE - Market-entry planning model.
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Immigration and Talent Mobility

Corporate formation does not create a right to work; workforce timing must include visa lead times and

evidence.
GENERAL EMPLOYMENT POLICY ASMTP
For overseas professionals with relevant qualifications, a Parallel route for Mainland professionals, subject to role,
genuine vacancy, confirmed offer and market-aligned qualification and remuneration requirements.

remuneration.

TOP TALENT PASS SCHEME ENTREPRENEURS
Eligibility-led pathway for qualifying high-income Investment-based GEP route assesses business
individuals and graduates of eligible universities. contribution, plan, capital, local jobs, technology and

other factors.

Timing risk Mitigation before launch

Country lead cannot start Name interim accountable executive and delegation limits

Role description is generic Tie duties, qualifications and compensation to the business plan
Local hiring underestimated Begin search in parallel; budget recruiter and notice periods
Dependants / relocation lag Sequence housing, schooling and onboarding realistically

Operating rule. Do not let a pending visa become an unreported critical path. Maintain a single workforce plan showing role,
work location, employment entity, visa status and contingency owner.

Sources: [25] Immigration Department - Admission schemes for talent, professionals and entrepreneurs; [38] HongKong YIHE - Market-entry planning model.
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Trade, Customs and CEPA

Hong Kong's free-port model reduces friction, but product controls, origin and destination rules still
shape the route.

0% 4 2025 >HK$9T

General tariff Excise categories CEPA amendment Goods-trade scale

Most imports and exports Liquor, tobacco, Second Amendment Directional annual system
hydrocarbon oil, methyl effective 1 March scale
alcohol

Question Hong Kong action Cross-border follow-through

Can the product enter? Check prohibition, licence, health and labeling rules Check destination import and product rules
What is the duty? Most goods tariff-free; excise exceptions apply Model destination duty, VAT/GST and brokerage
Does origin matter? Document origin and transformation Test preference eligibility and records

Can CEPA help? Assess HKSS / product requirements Confirm sector measure and Mainland procedure
Who owns compliance? Assign importer/exporter and recordkeeping Align contracts, insurance and Incoterms

CEPA discipline. Use CEPA as a specific market-access instrument, not a generic promise. Identify the exact product or service
measure, eligibility evidence and Mainland implementation path.

Sources: [3] C&SD - Hong Kong statistics and GBA city profile; [4] HKSAR Government - Guangdong-Hong Kong-Macao Greater Bay Area overview; [30] Trade and
Industry Department - Hong Kong trade policy; [31] Trade and Industry Department - CEPA.
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Privacy, Marketing and Consumer Protection

Build consent, message suppression and claims governance into the operating flow before campaigns

go live.

PERSONAL DATA DIRECT MARKETING
Map collection purpose, notice, consent where required, Maintain documented consent / indication of no
access, retention, security, processors and cross-border objection where applicable, provide clear opt-out and
handling under the PDPO principles. suppress requests consistently across tools.
ELECTRONIC MESSAGES CONSUMER CLAIMS
Identify the sender, include contact and unsubscribe Control product descriptions, omissions, urgency, bait
facilities, and honor unsubscribe requests within the offers, payment acceptance, refunds and substantiation
statutory window. across ads and sales scripts.

Before activation Owner Evidence

Data inventory and purpose map Privacy / product Record of fields, systems and transfers

Consent and suppression workflow Marketing ops Tested source, timestamp and opt-out sync

Claims and offer approval Legal / commercial Substantiation and final creative archive

Incident response Security / management Escalation tree, logs and notification decision

Breach posture. Data-breach notification is not generally a statutory requirement under the current regime, but the PCPD
recommends notification as soon as practicable. Prepare the decision process in advance.

Sources: [26] PCPD - Data protection guidance; [27] OFCA - Unsolicited Electronic Messages Ordinance FAQs; [28] Hong Kong Customs - Unfair trade practices under the
Trade Descriptions Ordinance; [29] Competition Commission - Competition Ordinance overview.
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ENTRY STRUCTURE

Sector Licensing Perimeter

Test the regulated activity, customer, product and transaction flow - not the brand label.

Activity signal

Primary authority / regime

HONGKONG YIHE | RESEARCH

Early question

Securities, asset management, advice
Banking, stored value, certain payments
Remittance or money changing
Insurance intermediation

Food import / distribution

Telecom / broadcasting

Education / health / travel / employment

PERIMETER MEMO

Describe product, customer,
contracts, funds, data, advice,
intermediaries and geography;

obtain a written regulatory view.

SFC regulated activities

HKMA / applicable ordinances
Customs and Excise / MSO licence
Insurance Authority

FEHD and product-specific rules
OFCA

Sector-specific departments

PEOPLE & CONTROLS

Identify responsible officers,
fit-and-proper needs, AML/KYC,
capital, insurance, records and
ongoing reporting.

Which entity and people perform the act?

Are funds held, transmitted or represented?

Does the actual flow fall within MSO activity?

Who advises, arranges or sells?

Who is importer and what registration applies?
Does service, spectrum or content trigger licensing?

Which claims and operating acts are controlled?

LAUNCH GATE

No sales, solicitation, advice or
money movement until the
accountable owner confirms the
permitted operating mode.

Critical warning. A technology layer, marketplace label or offshore contract does not automatically remove Hong Kong licensing
exposure. Test substance and customer-facing conduct.

Sources: [33] Securities and Futures Commission - Licensing Handbook; [34] Hong Kong Customs - Money service operator licensing; [35] FEHD - Food importer and
distributor registration; [26] PCPD - Data protection guidance; [27] OFCA - Unsolicited Electronic Messages Ordinance FAQs.
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https://www.sfc.hk/en/Rules-and-standards/Codes-and-guidelines/Guidelines/licensing-handbook
https://www.customs.gov.hk/en/service-enforcement-information/anti-money-laundering/msos/index.html
https://www.fehd.gov.hk/english/forms/fehb245.html
https://www.pcpd.org.hk/english/resources_centre/publications/guidance/guidance.html
https://www.ofca.gov.hk/en/consumer_focus/guide/others/uemo/faq_uemo/general_information_uemo/index.html
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Location and Office Strategy

Use address, talent access and customer proximity as design variables; delay trophy space until
utilization is earned.

HK$76.0 HK$44.3 HK$22.5 +3.5%

Prime Central rent All-district average Kowloon East Overall rents YTD
Net effective, Q1 2026 Q1 2026 CBRE Q2 2026
HK$/sf/month, Q1

Prime Central o D HK$76.0
ALL districts o HK$44.3
Kowloon Wes o HK$28.5
Kowloon East o HK$22.5
Model Best fit Control point
Serviced office 0-12 month validation Capacity, privacy, meeting quality, renewal pricing
Conventional lease Stable team and customer need Deposit, fit-out, term, reinstatement, utilization
Hybrid / distributed Field sales and regional roles Security, culture, employment location, coordination

Planning stance. Choose the smallest professional footprint that supports customers, compliance and team effectiveness.
Model rent on usable area, service charges, fit-out, deposits and restoration - not headline rent alone.

Sources: [36] Cushman & Wakefield - Hong Kong market report Q1 2026; [37] CBRE - Hong Kong real estate market Q2 2026; [38] HongKong YIHE - Market-entry
planning model.
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Channel Architecture

Assign each channel a job in the customer journey; avoid paying multiple intermediaries for the same
demand.

Economics to track Control risk

Channel Primary job

Direct enterprise sales Win complex, high-value accounts Qualified pipeline, win rate, cycle, gross Founder dependence; slow

margin procurement

Distributor / reseller Reach fragmented or regulated buyers Sell-in, sell-through, rebates, returns Data loss; inventory loading

Marketplace Demand capture and trust Fees, ads, fulfillment, refund, contribution Price conflict; platform
dependency
Owned digital Margin and customer data CAC, conversion, repeat, service and delivery Traffic cost; weak local proof

Retail / experience Trial, visibility, premium service Sales per location, staffing, occupancy Fixed cost; execution variance

Referral ecosystem Trust and qualified introductions Referral rate, conversion, partner value Unclear incentives; compliance

ACQUIRE

Choose one primary
route with a
measurable target

CONVERT

Add local proof, terms,
payment and service
that remove buyer risk.

RETAIN

Own support, account
health, renewal / repeat
and customer insight.

EXPAND

Use partners or
adjacent routes only
after core economics

buyer and cost. are visible.

Operating principle. Measure channel contribution after discounts, platform fees, commissions, media, payment, fulfillment,
returns and service. Revenue attribution alone is insufficient.

Sources: [15] C&SD - Retail sales statistics; [16] C&SD - Retail sales, June 2026; [17] C&SD - Information technology usage and penetration, 2025; [18] OFCA - Key
communications statistics; [38] HongKong YIHE - Market-entry planning model.
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https://www.censtatd.gov.hk/en/web_table.html?id=620-67001
https://www.censtatd.gov.hk/en/wbr.html?ecode=B10800032026MM06&scode=530
https://www.censtatd.gov.hk/en/press_release_detail.html?id=6772
https://www.ofca.gov.hk/en/news_info/data_statistics/key_stat/index.html
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Partner and Distributor Design

A partner is an operating capability with incentives and controls - not simply a market-access logo.

30% 25% 20% 25%

Demand access Delivery capability Economics Control & compliance
Suggested evaluation Suggested evaluation Suggested evaluation Suggested combined
weight weight weight weight
Diligence area Evidence Contract mechanism
Coverage Named accounts, category reach, seller capacity Territory, segments, non-exclusivity
Capability Team, certification, support, fulfillment Service levels and training
Economics Margin waterfall, inventory, rebates, returns Price, targets, audit and payment
Control CRM data, forecasts, claims, brand use Reporting, approvals, IP and confidentiality
Compliance Ownership, sanctions, AML, privacy, licences Representations, monitoring, termination
Pilot structure Scale structure
Use a defined product, customer segment, 90-180 day Earn broader territory or exclusivity through sell-through,
term, minimum reporting, limited inventory and explicit pipeline quality, service, data quality, compliance and
success thresholds. working-capital performance.

Red flag. A request for broad exclusivity before demonstrated sell-through usually transfers risk to the entrant while capping
learning. Make exclusivity narrow, conditional and reversible.

Sources: [28] Hong Kong Customs - Unfair trade practices under the Trade Descriptions Ordinance; [29] Competition Commission - Competition Ordinance overview; [31]
Trade and Industry Department - CEPA; [38] HongKong YIHE - Market-entry planning model.
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https://www.customs.gov.hk/en/service-enforcement-information/consumer-protection/trade-desc/unfair/index.html
https://www.compcomm.hk/en/legislation_guidance/legislation/overview.html
https://www.tid.gov.hk/en/our_work/cepa.html
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Product, Brand and Localization

Localize the buying experience and operating promise, not just the language layer.

PROPOSITION LANGUAGE

State the buyer problem, proof, local relevance and why Use Traditional Chinese and English where the audience
the premium is justified. Remove generic regional requires it; prioritize fluency, terminology and service
claims. consistency.

PAYMENT & TERMS DELIVERY & SUPPORT

Support expected payment rails, business credit terms, Set realistic local delivery, installation, warranty,
receipts, refunds, currency and transparent charges. returns, response times and escalation ownership.
BRAND & IP ACCESSIBILITY

Search and file trade marks early; control Chinese Design mobile-first journeys, concise forms,

names, domains, social handles, distributor assets and customer-service handoffs and content that works
authorized claims. across devices.

HK$2,000 HK$1,000 ~6 months Day O

Trade mark e-filing Additional class Fastest registration Search before launch
First class Each If no objection / opposition Brand gate

Localization test. Ask whether a Hong Kong buyer can discover, understand, trust, pay, receive, use, return and get support
without special handling. Any broken step is a conversion tax.

Sources: [17] C&SD - Information technology usage and penetration, 2025; [18] OFCA - Key communications statistics; [20] HKMA - Payment Connect launch; [26] PCPD -
Data protection guidance; [27] OFCA - Unsolicited Electronic Messages Ordinance FAQs; [28] Hong Kong Customs - Unfair trade practices under the Trade Descriptions
Ordinance; [32] Intellectual Property Department - Trade mark application and fees.
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https://www.censtatd.gov.hk/en/press_release_detail.html?id=6772
https://www.ofca.gov.hk/en/news_info/data_statistics/key_stat/index.html
https://www.hkma.gov.hk/eng/news-and-media/press-releases/2025/06/20250620-4/
https://www.pcpd.org.hk/english/resources_centre/publications/guidance/guidance.html
https://www.ofca.gov.hk/en/consumer_focus/guide/others/uemo/faq_uemo/general_information_uemo/index.html
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https://www.ipd.gov.hk/en/trade-marks/apply-for-a-trade-mark/how-to-apply-to-register-a-trade-mark/index.html
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Pricing and Unit Economics

Use contribution after local delivery and channel costs as the scale gate.

100 58 37 19

Net revenue index Gross profit Contribution 1 Contribution 2
Illustrative model After product / delivery cost After channel and payment After acquisition and
service

Illustrative bridge Index points Management lever

Net revenue 100 Local list price, discount, FX and returns

Cost of goods / direct delivery (42) Sourcing, service design, utilization

Channel / platform / payment (21) Route mix, commission and checkout

Acquisition and launch incentive (12) Targeting, creative, conversion and repeat

Customer support / warranty (6) Quiality, self-service and operating promise

Contribution before fixed overhead 19 Must fund team, office, compliance and growth
B2C GATE B2B GATE FIXED-COST GATE
Contribution by order, repeat Gross margin by account, sales Country contribution covers
cohort, refund rate, cash cycle, implementation cost, committed local overhead under a
conversion and acquisition utilization, renewal and downside demand case.
payback. receivables.

Model note. The bridge is illustrative and should be replaced with company data. Do not use revenue growth or blended
regional margin as a substitute for Hong Kong contribution economics.

Sources: [38] HongKong YIHE - Market-entry planning model.
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Go-to-Market Launch System

Design the first 90 days to create evidence, references and repeatability - not broad awareness.

01 02 03 04
DISCOVER PROVE REPEAT SCALE
Define ICP and 30-50 named Secure 3-5 lighthouse wins Standardize pitch, Increase channels and
accounts or a tightly or a paid cohort with onboarding, service, pricing headcount only after
bounded consumer cohort. measurable value. and partner handoffs. conversion and contribution
thresholds.
Cadence Decision content Owner
Weekly Pipeline / funnel, experiments, blockers, cash and compliance Country lead
Biweekly Customer evidence, product gaps and partner performance Functional owners
Monthly Contribution, hiring, risk, forecast and scale / hold actions Executive sponsor
Day 90 Continue, pivot, partner, pause or exit Investment committee

Launch rule. Every campaign must answer one learning question and map to a decision. Avoid expensive brand activity before
the proposition, conversion path and fulfillment promise are proven.

Sources: [5] InvestHK - Record numbers of companies and start-ups in 2025; [6] InvestHK - 2025 investment promotion results; [15] C&SD - Retail sales statistics; [16]
C&SD - Retail sales, June 2026; [38] HongKong YIHE - Market-entry planning model.
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Risk Register and Mitigation Priorities

Treat the first six risks as launch gates; track the rest through operating cadence.

Primary mitigation

Licence perimeter mismatch M H Written activity map and regulator-grade advice

Tax source / FSIE error M H Operating-model and evidence review

Bank KYC delay H H Early, complete pack plus contingency route

High fixed-cost lock-in M H Serviced office; stage hiring and lease

Weak local product fit M H Paid pilot and lighthouse reference gate

Data / marketing breach M H Consent, claims, suppression and incident controls

Partner misalignment M M Conditional scope, reporting and termination

Talent / visa delay M M Parallel hiring and interim ownership

Mainland gateway assumption M H CEPA / cross-border workflow evidence

Cyber or service incident M H Security baseline, vendors, response and insurance
RED GATE AMBER GATE GREEN GATE

No launch while regulatory right,
customer-money flow, bank
account or critical data control is
unresolved.

Pilot may proceed with bounded
exposure, named owner,
contingency and dated closure
plan.

Evidence is documented, owner is
operating the control and residual
risk is accepted.

Governance. Keep one risk register with owner, indicator, mitigation, due date and residual rating. Escalate changes in facts,
not just overdue tasks.

Sources: [13] Inland Revenue Department - Foreign-sourced income exemption regime; [14] Inland Revenue Department - BEPS 2.0 and Hong Kong minimum top-up tax;
[19] HKMA - Business bank account opening information; [25] Immigration Department - Admission schemes for talent, professionals and entrepreneurs; [26] PCPD -
Data protection guidance; [27] OFCA - Unsolicited Electronic Messages Ordinance FAQs; [28] Hong Kong Customs - Unfair trade practices under the Trade Descriptions
Ordinance; [29] Competition Commission - Competition Ordinance overview; [33] Securities and Futures Commission - Licensing Handbook; [34] Hong Kong Customs -
Money service operator licensing; [38] HongKong YIHE - Market-entry planning model.
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https://www.ird.gov.hk/eng/tax/bus_fsie.htm
https://www.ird.gov.hk/eng/tax/bus_beps.htm
https://www.hkma.gov.hk/eng/smart-consumers/account-opening/
https://www.immd.gov.hk/eng/useful_information/admission-schemes-talents-professionals-entrepreneurs.html
https://www.pcpd.org.hk/english/resources_centre/publications/guidance/guidance.html
https://www.ofca.gov.hk/en/consumer_focus/guide/others/uemo/faq_uemo/general_information_uemo/index.html
https://www.customs.gov.hk/en/service-enforcement-information/consumer-protection/trade-desc/unfair/index.html
https://www.compcomm.hk/en/legislation_guidance/legislation/overview.html
https://www.sfc.hk/en/Rules-and-standards/Codes-and-guidelines/Guidelines/licensing-handbook
https://www.customs.gov.hk/en/service-enforcement-information/anti-money-laundering/msos/index.html
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The First 100 Days

Sequence de-risking before irreversible cost, then convert market learning into a scale decision.

DAYS 0-20 GATE

Validate ICP, licence perimeter, tax source, data flow, brand, unit economics and cross-border
route.

DAYS 21-45 BUILD

Incorporate, open bank process, file IP, appoint advisers and vendors, recruit lead, contract pilot
partners.

DAYS 46-75 PILOT

Launch controlled sales; win 3-5 lighthouse accounts or initial paid cohort; observe service and
contribution.

DAYS 76-100 DECIDE

Review evidence; scale, partner, pivot, hold or exit; approve 12-month cash and capability plan.

Day-100 evidence pack. Customer proof; contribution economics; licence and compliance status; partner score; workforce
readiness; 12-month forecast; key risks; and a clear executive recommendation with kill criteria.

Sources: [7] Companies Registry - Company statistics for 2025; [8] Companies Registry - Major service fees; [9] InvestHK - Setting up in Hong Kong; [19] HKMA - Business
bank account opening information; [25] Immigration Department - Admission schemes for talent, professionals and entrepreneurs; [32] Intellectual Property Department
- Trade mark application and fees; [38] HongKong YIHE - Market-entry planning model.
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EXECUTION HONGKONG YIHE | RESEARCH

12-Month Operating Plan and Budget Envelopes

Use ranges to govern commitment; replace them with quotes and role-level compensation before

approval.
Entry scenario Typical shape Decision condition
Lean validation HK$0.45-0.85M / first 100 days 1-2 core staff or contractors; serviced office; Demand and right-to-operate
focused pilot still being proven
Commercial launch HK$2.5-5.0M / 12 months 4-7 FTE; local GTM; delivery and compliance Repeatable conversion and
support contribution path
Regulated / strategic platform HK$8-20M+ / 12-18 months Licensing, senior controls, technology and Board-approved strategic role
specialist talent and long runway
PEOPLE | 45-60% GO-TO-MARKET | 15-30%
Country lead, sales, operations, compliance and Pilot media, events, partner activation, content, samples
specialist delivery; sequence by validated bottleneck. and customer proof.
PROFESSIONAL / TECH | 10-20% WORKPLACE / OTHER | 10-20%
Legal, tax, audit, company secretarial, security, licences Office, insurance, travel, equipment and contingency;
and systems. avoid long commitments early.

Operating milestone Investment release gate
1-3 Entity, banking, pilot, customer evidence 100-day approval
4-6 Repeatable acquisition / sales and delivery Contribution trend and risk closure
7-9 Selective hiring and channel expansion Utilization, retention / repeat, cash
10-12 Scale plan or reset Country contribution and regional leverage

Model limitation. These are HongKong YIHE planning envelopes, not observed market averages or supplier quotes. Exclude
inventory and regulatory capital unless explicitly added.

Sources: [21] Labour Department - Statutory Minimum Wage from 1 May 2026; [22] C&SD - Annual Earnings and Hours Survey 2025; [23] MPFA - Mandatory
contributions for employees; [36] Cushman & Wakefield - Hong Kong market report Q1 2026; [37] CBRE - Hong Kong real estate market Q2 2026; [38] HongKong YIHE -
Market-entry planning model.
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https://www.labour.gov.hk/eng/news/mwo.htm
https://www.censtatd.gov.hk/en/wbr.html?download_xml=1&ecode=B10500142025AN25
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Board Decision Pack

Approve a staged investment with explicit evidence, owners and stop conditions.

RECOMMENDED POSTURE CAPITAL RELEASE

Lean direct entry or partner-first pilot, followed by a Approve the validation envelope first. Release the
Day-100 scale decision. Avoid a full regional-HQ cost 12-month budget only when right-to-operate, buyer pull
base before local contribution proof. and economics are documented.

ACCOUNTABILITY SUCCESS AT 12 MONTHS

Name one executive sponsor and one country lead. Give Repeatable demand; reference customers; stable

each critical risk an owner, due date and escalation service; controlled compliance; positive contribution
path. trajectory; defined regional leverage.

Approve only if... Hold or redesign if...

Target buyers and first accounts are named Demand is described only at macro level

Contribution works under downside assumptions Scale depends on optimistic price or CAC

Licence, tax, data and banking path is clear Material right-to-operate questions remain

Hong Kong has a specific regional role Gateway value is generic or duplicated elsewhere

Country leadership has time and authority Execution is fragmented across remote functions
Immediate next steps Questions to resolve
Commission the perimeter memo; validate 10-15 buyer Which exact customers buy locally? What must be
interviews; shortlist entity and banking providers; file the performed in Hong Kong? What is the Mainland / APAC
brand; build a bottom-up pilot P&L; and appoint the workflow? Which risk could stop launch? What evidence
100-day owner. triggers the next capital release?

Final view. Hong Kong is most valuable when it performs real high-trust work - selling, governing, coordinating, financing or
servicing. Build that role deliberately and let scale follow evidence.

Sources: [1] HKSAR Government - Half-yearly Economic Report 2026; [4] HKSAR Government - Guangdong-Hong Kong-Macao Greater Bay Area overview; [5] InvestHK -
Record numbers of companies and start-ups in 2025; [6] InvestHK - 2025 investment promotion results; [9] InvestHK - Setting up in Hong Kong; [38] HongKong YIHE -
Market-entry planning model.
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https://www.hkeconomy.gov.hk/en/situation/development/index.htm
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Sources, Model Notes and Limitations

Official primary sources anchor factual claims; hyperlinks are active in the PDF.

[1] HKSAR Government - Half-yearly Economic Report 2026
https://www.hkeconomy.gov.hk/en/situation/development/index.htm

[2] HKSAR Government - 2026-27 Budget Speech
https://www.budget.gov.hk/2026/eng/pdf/e_budget_speech_2026-27.pdf

[3] C&SD - Hong Kong statistics and GBA city profile
https://www.bayarea.gov.hk/en/about/hongkong.html

[4] HKSAR Government - Guangdong-Hong Kong-Macao Greater Bay Area overview
https://www.bayarea.gov.hk/en/about/overview.html

[5] InvestHK - Record numbers of companies and start-ups in 2025
https://www.investhk.gov.hk/en/news/record-high-numbers-of-companies-and-startups-af
firm-hong-kong-s-incomparable-business-advantages

[6] InvestHK - 2025 investment promotion results
https://www.investhk.gov.hk/en/news/investhk-achieves-outstanding-results-in-2025-refle
cting-strong-global-investor-confidence-in-hong-kong

[7] Companies Registry - Company statistics for 2025
https://www.cr.gov.hk/en/publications/news-press/press/20260116.htm

[8] Companies Registry - Major service fees
https://www.cr.gov.hk/en/services/fees.htm

[9] InvestHK - Setting up in Hong Kong
https://www.investhk.gov.hk/en/setting-up-in-hong-kong

[10] Inland Revenue Department - Two-tiered profits tax rates
https://www.ird.gov.hk/eng/paf/bus_pft_tsp.htm

[11] Inland Revenue Department - Profits tax and territorial source principle
https://www.ird.gov.hk/eng/tax/bus_pft.htm

[12] InvestHK - Low and simple tax system
https://www.investhk.gov.hk/en/why-hong-kong/low-and-simple-tax-system

[13] Inland Revenue Department - Foreign-sourced income exemption regime
https://www.ird.gov.hk/eng/tax/bus_fsie.htm

[14] Inland Revenue Department - BEPS 2.0 and Hong Kong minimum top-up tax
https://www.ird.gov.hk/eng/tax/bus_beps.htm

[15] C&SD - Retail sales statistics
https://www.censtatd.gov.hk/en/web_table.htmI?id=620-67001

[16] C&SD - Retail sales, June 2026
https://www.censtatd.gov.hk/en/wbr.html?ecode=B10800032026MM06&scode=530

[17] C&SD - Information technology usage and penetration, 2025
https://www.censtatd.gov.hk/en/press_release_detail.htmI?id=6772

[18] OFCA - Key communications statistics
https://www.ofca.gov.hk/en/news_info/data_statistics/key_stat/index.html

[19] HKMA - Business bank account opening information
https://www.hkma.gov.hk/eng/smart-consumers/account-opening/

[20] HKMA - Payment Connect launch
https://www.hkma.gov.hk/eng/news-and-media/press-releases/2025/06/20250620-4/

[21] Labour Department - Statutory Minimum Wage from 1 May 2026
https://www.labour.gov.hk/eng/news/mwo.htm

[22] C&SD - Annual Earnings and Hours Survey 2025
https://www.censtatd.gov.hk/en/wbr.html?download_xml=1&ecode=B10500142025AN25

[23] MPFA - Mandatory contributions for employees
https://www.mpfa.org.hk/en/mpf-system/mandatory-contributions/employees

[24] Labour Department - Abolition of MPF offsetting arrangement
https://www.op.labour.gov.hk/en/what-is-abolition.html

[25] Immigration Department - Admission schemes for talent, professionals and
entrepreneurs
https://www.immd.gov.hk/eng/useful_information/admission-schemes-talents-professiona
Is-entrepreneurs.html

[26] PCPD - Data protection guidance
https://www.pcpd.org.hk/english/resources_centre/publications/guidance/guidance.html

[27] OFCA - Unsolicited Electronic Messages Ordinance FAQs
https://www.ofca.gov.hk/en/consumer_focus/guide/others/uemo/fag_uemo/general_infor
mation_uemo/index.html

[28] Hong Kong Customs - Unfair trade practices under the Trade Descriptions Ordinance
https://www.customs.gov.hk/en/service-enforcement-information/consumer-protection/tr
ade-desc/unfair/index.html

[29] Competition Commission - Competition Ordinance overview
https://www.compcomm.hk/en/legislation_guidance/legislation/overview.html

[30] Trade and Industry Department - Hong Kong trade policy
https://www.tid.gov.hk/en/our_work/hk_participation_in_ito/hk_trade_policy.html

[31] Trade and Industry Department - CEPA
https://www.tid.gov.hk/en/our_work/cepa.html

[32] Intellectual Property Department - Trade mark application and fees
https://www.ipd.gov.hk/en/trade-marks/apply-for-a-trade-mark/how-to-apply-to-register-a
-trade-mark/index.html

[33] Securities and Futures Commission - Licensing Handbook
https://www.sfc.hk/en/Rules-and-standards/Codes-and-guidelines/Guidelines/licensing-ha
ndbook

[34] Hong Kong Customs - Money service operator licensing
https://www.customs.gov.hk/en/service-enforcement-information/anti-money-laundering/
msos/index.html

[35] FEHD - Food importer and distributor registration
https://www.fehd.gov.hk/english/forms/fehb245.html

[36] Cushman & Wakefield - Hong Kong market report Q1 2026
https://assets.cushmanwakefield.com/-/media/cw/apac/greater-china/insights/2026-medi
a-files/hong-kong-office-retail-residential-market-report-q1-2026.pdf

[37] CBRE - Hong Kong real estate market Q2 2026
https://www.cbre.com.hk/press-releases/hong-kong-real-estate-market-sustaina-moment
um-q2-2026

[38] HongKong YIHE - Market-entry planning model
Internal planning model; assumptions are disclosed where used.

Use limitation. This report is strategic research, not legal, tax, accounting, immigration, investment, customs, licensing or property advice.
Thresholds, fees, regulator positions and market conditions can change. Validate the actual activity, ownership, customer flow, product, jurisdictions
and contract design with qualified advisers before commitment. Planning envelopes and scores are HongKong YIHE models, not official forecasts or

market averages.
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