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International Market Entry Strategy and Marketing Mix of Adidas: A Comparative Analysis of Germany and China
[bookmark: _Toc235746156]1. Introduction

The success of international marketing increasingly depends on the ability of a multinational firm to maintain a recognizable brand worldwide, and to adapt its value proposition to various institutional, cultural and competitive environments. This puzzle is particularly relevant for sportswear as purchase decisions are dependent on the product performance but also fashion, social identity, internet communities, sustainability expectations and country-of-origin perceptions. Recent research has shown that global brands achieve greater acceptance when global standardisation is combined with product and communication customisation with cultural meaning (Bourdin, Halkias and Makrides, 2021; Khan et al., 2024). 

Adidas is a good case, where the German background creates connotations with engineering, sport and product quality, and China is a strategically important but culturally and institutionally tough host market. In 2025, Adidas sales in Greater China reached €3.623 billion. The Adidas brand saw a 13% increase in sales on a currency-neutral basis, compared to a 10% increase in Europe. The disparity illustrates China’s commercial significance but may not necessarily convert into lasting competitive advantage, given Adidas faces significant local rivalry, platform dependency, consumer nationalism and geopolitical risk (Adidas, 2026a; Adidas, 2026b). 

The economic condition is also very different. In 2025, China’s GDP climbed by 5.2% while Germany’s economy increased by around 0.2% – a stark contrast between a hot and volatile market with a mature, slow-growth domestic economy (World Bank, 2025; World Bank, 2026). 

This article therefore critically analyses the business of Adidas in Germany and China by employing PESTEL, Hofstede’s cultural dimensions, STP and 7Ps. It then analyzes the development of Adidas in entering the Chinese market, the ethical issues and future priorities for international marketing in direct response to the analytical needs of the evaluation brief. 
[bookmark: _Toc235746157]2. Comparative Market Analysis
[bookmark: _Toc235746158]2.1 PESTEL Analysis: Germany and China

[bookmark: _Toc235746159]Table 1. Comparative PESTEL Impact Assessment: Germany vs China

	PESTEL Factor
	Germany
	China
	Strategic Impact on Adidas

	Political Stability
	Very High
	Moderate
	Germany provides stable long-term investment; China presents higher geopolitical and regulatory uncertainty.

	GDP Growth (2025)
	0.2%
	5.0%
	China's stronger economic growth supports greater market expansion.

	Inflation
	2.1%
	0.4%
	Stable Chinese inflation supports consumer spending; Germany faces slower demand recovery.

	Population
	84 million
	1.41 billion
	China's market size provides substantially greater customer potential.

	Urbanisation
	78%
	67%
	China's continuing urbanisation creates new retail opportunities.

	Internet Penetration
	95%
	79%
	Both markets support digital commerce, although Germany has greater internet accessibility.

	Online Retail Sales
	≈€110 billion
	≈RMB15.5 trillion (€1.98 trillion)
	China possesses the world's largest e-commerce ecosystem.

	ESG Regulations
	Very Strict
	Increasingly Strict
	Adidas faces higher compliance costs but stronger sustainability differentiation.

	Overall Strategic Attractiveness (5)
	3.8/5
	4.7/5
	China offers stronger long-term growth despite greater risk.


Source: Adidas Annual Report (2025); OECD (2025); World Bank (2025); National Bureau of Statistics of China (2026).

PESTLE analysis is a framework used to examine the impact of macro-environmental factors on marketing decisions. Germany and China are not comparable as attractive markets and should not be approached as such, but as having separate strategic opportunities and hazards, owing to differences in political institutions, economic growth and consumer behaviour. Institutional theory argues that competitive advantage is not just dependent on firm-specific resources but also depends on the firm’s ability to fit within country-specific regulatory and market environments.

From the political perspective, Adidas has reduced the institutional uncertainty because Germany has a stable regulatory structure that is governed by the European Union with clear legal processes and strong patent protection. China has promised policy continuity but ramped up state interference in digital platforms, multinational corporations and data stewardship. As a result, changes in legislation can directly affect marketing messages, platform connections and supply-chain issues. In China you need to adapt your approach continually to shifting policy aims. Germany is suitable for stable long-term planning.”

The two markets are very different economically. Other countries also reflected similar signs of a mature economy and consistent consumer spending power, with Germany showing GDP growth of just 0.2% in 2025. Instead, China’s GDP increased by about 5.0% due to increased domestic consumption and industrial investment (Destatis, 2026; National Bureau of Statistics of China, 2026). That’s why China is Adidas’ biggest growth market despite more uncertainty. Adidas’s sales in Greater China reached €3.623 billion in 2025, a jump of 13% at constant currencies, topping the 10% growth in Europe. But the red-hot market has also heightened rivalry from domestic competitors, such as Anta and Li-Ning, which have driven up client acquisition costs and reduced-price alternatives.

The two countries also have different societal traits. German customers are placing greater importance on product durability, sustainability and athletic performance, while Chinese consumers are placing greater importance on internet engagement, athleisure fashion and culturally relevant branding. With the rise of the “Guochao” trend, there is a greater desire for local identity. Adidas is trying to find a fine balance between a worldwide brand and adapting to local cultures, rather than simply relying on its German roots.

Germany has an industrial and digital infrastructure that is technologically advanced; and China has the leading digitalisation of retail globally, with integrated ecosystems such as Tmall, JD.com, WeChat and Douyin. The systems provide Adidas with real-time customer data, allowing the company to implement AI-powered demand forecasting, customized marketing and streaming commerce. Yet dependence on platform ecosystems often implies complexity in operations and data governance responsibilities.

Environmental and regulatory concerns are also mounting. In Germany, there are strict sustainability regulations, enforced by European environmental legislation and due diligence obligations in the supplier chains. China is intensifying environmental governance and accelerating carbon mitigation policies. In this sense, Adidas is forced to reconcile global ESG commitments with local regulatory obligations, of delivering common levels of environmental performance, while adapting its operational approach to the legal and institutional circumstances of each local setting. China offers more growth opportunities, Germany more institutional stability. This usually means that Adidas should take selective localisation as a global marketing strategy instead of comprehensive uniformity.

[bookmark: _Toc235746160]2.2 Hofstede Cultural Analysis

Hofstede's Cultural Dimensions offer a useful framework for evaluating the impact of national culture on international marketing strategy. However, with the demographic change, digitalisation and globalisation reducing the cultural homogeneity within countries, culture should not be seen as a deterministic predictor of consumer behaviour. Therefore, it is recommended that Adidas employ the Hofstede framework in conjunction with market intelligence, not just the national culture ratings.

There is a huge cultural divide between Germany and China. China scores 80 on Power Distance, compared to Germany’s 35, reflecting a higher level of acceptance of hierarchy and authority (Hofstede Insights, 2024). From a marketing point of view this difference is important. Chinese customers are often more open to aspirational branding, celebrity endorsement and authority-based product suggestion through Key Opinion Leaders (KOLs). German consumers rather want transparency, technical product information and true communication of brands. Because the techniques that generate confidence are quite different, Adidas cannot just imitate European ads in China.
[bookmark: _Toc235746161]Table 2. Hofstede Cultural Comparison and Marketing Implications

	Dimension
	Germany
	China
	Difference
	Marketing Implication

	Power Distance
	35
	80
	+45
	China responds better to authority figures, KOLs and celebrity endorsement.

	Individualism
	67
	20
	-47
	Germany values personal achievement; China values community and social identity.

	Masculinity
	66
	66
	0
	Performance positioning is effective in both markets.

	Uncertainty Avoidance
	65
	30
	-35
	Germany prefers product assurance; China adopts innovation faster.

	Long-Term Orientation
	57
	77
	+20
	Adidas should prioritise long-term localisation in China.

	Indulgence
	40
	24
	-16
	Chinese consumers place greater importance on social approval and status.



The largest cultural gap exists in Power Distance (+45) and Individualism (-47), requiring significant localisation of Adidas's communication strategy.
Source: Hofstede Insights (2024).


The largest difference is in Individualism with Germany scoring 67 and China scoring 20. Germany’s culture of high individualism leads consumers to prize personal success, self-expression and functional performance of products. Instead, Chinese consumers are more concerned about collective identity, social approval and community participation. This helps explain why social-commerce sites such as Douyin and Xiaohongshu have emerged as prominent shopping channels in China. Rather than relying solely on traditional advertising, Adidas has developed local partnerships and digital community marketing. But as urbanisation has developed, younger Chinese consumers are displaying more hybrid consumption patterns, combining global lifestyle aspirations with national cultural identity.

China’s exceptionally high Long-Term Orientation score of 77, compared with 57 for Germany, also helps explain why Adidas is so focused on localisation as a long-term strategy. Adidas has taken its “China for China” strategy further with locally designed product and regional innovation teams rather than just relying on imported product portfolios. This investment resulted in a 13% currency-neutral sales growth in Greater China in 2025, outperforming the 10% growth in Europe (Adidas, 2026). “The evidence shows that cultural adaptation is a direct contributor to commercial performance, not simply a branding exercise.

There are some differences in Uncertainty Avoidance as well, Germany has a score of 65, while China has a score of 30. German consumers often want more product assurance, sustainability evidence and technical standards prior to the purchase of luxury sportswear. Chinese shoppers, on the other hand, are more open to trying limited-edition collections, live streaming shopping and digital retail innovations. However, lower uncertainty avoidance also increases market volatility and changes consumer preferences more rapidly. But for Adidas, the market is growing faster, but the product life cycle is shorter and marketing expenses are higher in China.

Overall, Hofstede’s paradigm suggests that competitive advantage is derived from the strategic alignment of cultures rather than full standardisation or over-localisation. Germany offers cultural consistency and brand credibility, but China’s larger cultural distance demands investment in local consumer knowledge, digital interaction and relationship building. Hence, Adidas’s long-term worldwide competitiveness is contingent on the ability to reconcile its internationally acknowledged German brand with culturally relevant marketing capabilities suitable to China’s fast expanding consumer environment.






[bookmark: _Toc235746162]3. Comparative International Marketing Strategy
[bookmark: _Toc235746163]3.1 Segmentation, Targeting and Positioning (STP) 

[bookmark: _Toc235746164]Table 3. Comparative STP Strategy: Germany vs China
	STP Element
	Germany
	China
	Strategic Evaluation

	Primary Segment
	Athletes & fitness enthusiasts
	Urban Gen Z and Millennials
	China provides larger lifestyle-driven demand.

	Target Age
	25–45 years
	18–35 years
	Younger consumers dominate China's premium sportswear market.

	Income Level
	High disposable income
	Middle- and upper-middle income
	China's expanding middle class supports premium positioning.

	Purchase Motivation
	Performance and sustainability
	Fashion, identity and digital trends
	Consumer motivations differ significantly.

	Positioning
	Premium German engineering
	Global brand with local relevance
	Local adaptation improves competitiveness.

	Strategic Risk
	Market maturity
	Intense domestic competition
	Greater differentiation is required in China.


China offers greater market growth but requires stronger localisation than Germany.


Adidas adopts a hybrid STP approach that strikes a balance between global brand consistency and local market adaptation. Rather than just depending on demographic segmentation, the corporation is increasingly using behavioural, psychographic and digital segmentation to respond to changing consumer preferences. This is consistent with the concepts of customer-centric marketing: value generation is based on understanding varied consumer demands, not on presuming uniform demand.



[bookmark: _Toc235746165]Segmentation
Adidas is segmented Germany and China by demographic variables such as age, income and lifestyle and behavioural ones such as sports involvement, digital engagement and frequency of purchase. The global sportswear market is expected to reach over US$460 billion by 2030 with China being one of the fastest growing markets for premium sportswear, driven by growing health consciousness, urbanisation and digital consumption (Grand View Research, 2025). “German consumers mainly associate Adidas with football, running and outdoor performance, while Chinese consumers are increasingly buying sportswear as part of everyday fashion and social identity. Thus, segmentation must consider differences in motives for consumption, not just product categories.

[bookmark: _Toc235746166]Targeting
The company’s targeting strategy focuses mostly on Generation Z (18-30 years) and Millennials (26-45 years) who comprise the largest buying segment for premium sportswear. Nevertheless, in the markets Adidas adopts differentiated targeting. In Germany, marketing communications focus on product innovation, sustainability and athletic performance for professional and recreational athletes. However, in China, Adidas is using social commerce, influencer marketing and limited-edition partnerships to reach digitally connected urban consumers. This is in accordance with the digital retail landscape of China where online retail sales surpassed RMB 15.5 trillion in 2025 with ample prospects for AI-powered personalised marketing and livestream commerce (National Bureau of Statistics of China, 2026).

[bookmark: _Toc235746167]Positioning 
Adidas' positioning strategy is based on premium performance products underpinned by innovation, sustainability and brand authenticity. The stand of the two countries is however different. In Germany, Adidas references its past as a German sportswear manufacturer to bolster views of engineering expertise, product quality and sporting credibility. In China, legacy alone is not enough, since domestic rivals such as Anta and Li-Ning increasingly compete on cultural relevance and national identity. To this end, Adidas has adopted its ‘China for China’ approach by launching locally designed collections and market-specific collaborations to foster emotional bonds with Chinese consumers.

Importantly, consumer preferences change quickly, thus STP cannot be static. Research indicates that digitally engaged consumers tend to switch brands based on innovation, sustainability and social influence, rather than loyalty over the long-term (Kotler, Kartajaya and Setiawan, 2021). Therefore, Adidas should further develop segmentation via AI-based consumer insights, while maintain a uniform global positioning. Competitive advantage will not be in identifying customer segments but in quickly turning consumer insights into culturally relevant products and experiences in both Germany and China.

[bookmark: _Toc235746168]3.2 International Marketing Mix: 7Ps 

The 7Ps model suggests that Adidas employs its international marketing strategy to balance between global standards and local response. The Integration-Responsiveness Framework suggests that multinational firms can achieve sustainable competitive advantage by standardizing those activities that generate economies of scale and adapting those activities that respond immediately to local market conditions. This is a broad stroke that Adidas is using in Germany and China.

[bookmark: _Toc235746169]Product

Adidas standardises the core product line with globally recognised technologies like BOOST cushioning, Primeknit uppers and performance football footwear. These technologies improve product quality and brand uniformity internationally. But product adaptability is crucial in China where consumer desire is increasingly a blend of athletic functionality with fashion-oriented design. That is why Adidas has rolled out locally customized collections to fit local tastes under its “China for China” idea. "This flexibility helped drive 13% currency-neutral sales growth in Greater China in 2025, proving localization is not only a branding exercise, but a financial benefit.

[bookmark: _Toc235746170]Price

Adidas follows premium value based pricing strategy in both the markets which is a reflection of the brand equity and technology difference. Germany is pretty stable in terms of purchasing power so they can afford premium pricing and cutting less. But China is becoming more price sensitive and consumers can buy competitively priced local brands such as Anta, Li-Ning and Xtep. Adidas is a premium brand but they do have festival promotions, and special online offers and discounts to members through digital platforms. Discounting is a promotional tool to win clients. Discount too much and you erode the premium positioning. So Adidas needs to balance brand equity long term vs revenue growth.


[bookmark: _Toc235746171]Place

Distribution strategies vary widely.“Germany is based on an integrated omnichannel model of branded stores, sporting goods retailers and e-commerce platforms. But in China’s retail ecosystem, digital marketplaces such as Tmall, JD.com, WeChat Mini Programs and Douyin rule. Digital distribution is an important part of Adidas’s growth strategy since China is the world’s largest e-commerce market with online retail sales surpassing RMB15.5tn in 2025. AI-powered inventory forecasting and data analytics improve stock allocation and delivery performance. There are, however, higher commission fees and a strategic dependence on third-party digital infrastructure that afflicts platform ecosystems.

[bookmark: _Toc235746172]Promotion

Promotion is the most local of anything. Global messages are standardised around performance, innovation and sustainability for Adidas but communication formats are customized between markets. German advertising is soaked in the history of football, athlete performance and environmental responsibility. Chinese campaigns quickly embrace increasing usage of livestream commerce, Key Opinion Leaders (KOLs), social media engagement and localized partnerships. Chinese consumers spend far more time on integrated social-commerce platforms than traditional media and digital marketing expenditure continues to climb. Influencer marketing can increase your consumers reach but at the same time risk your reputation if the celebrity’s behaviour is not in line with the ideals of your organization.


[bookmark: _Toc235746173]People

Employees are a key competitive resource, given that service quality is becoming an increasingly important part of the customer experience. In German retail establishments, technical product knowledge, customer guidance and understanding of sustainability are relied upon. China is more about digital consumer engagement, streaming presentations, online customer service and omnichannel support. Instead of this. The Resource-Based View suggests that certain human qualities are strategically valuable since they are hard to copy by competitors. Thus, besides product innovation, continuous staff development is a source of sustainable competitive advantage.

[bookmark: _Toc235746174]Process

Adidas has digitalised many of its operational functions in both countries. Artificial intelligence, cloud analytics and demand forecasting can enhance inventory management, logistical efficiency and personalized consumer experiences. China will be a special benefactor, with speedy fulfillment systems associated with mobile payment and same day delivery.” But growing digital integration also means more susceptibility to cybersecurity, algorithm bias and regulatory compliance. Hence, operational efficiency should be paired with appropriate digital governance and protection of customer data.

[bookmark: _Toc235746175]Physical Evidence

Physical evidence such as store ambience, packaging, digital interfaces and sustainability efforts influence brand impression. Adidas’ German flagship stores exemplify the brand’s heritage, with elevated layouts and displays showcasing product innovation and sustainability messaging. Digital innovation and interactive displays and QR-enabled shopping experiences have prompted Chinese retailers to bridge physical retail with mobile commerce. Adidas continues to build on its ESG commitments, including commitments on sustainable packaging and environmentally certified retail operations. But as consumers increasingly measure sustainability by companies’ actions rather than words, Adidas needs to deliver transparent environmental reporting to support its marketing.

The 7Ps research suggests that Adidas is successful on an international level by selectively adjusting marketing actions rather than a full worldwide uniformity. Although product technology, brand identity and innovation are globally consistent, pricing, promotion, distribution and customer engagement are increasingly localized to reflect institutional, technological and cultural differences between Germany and China. The balanced strategy enables Adidas to maintain worldwide brand equity and respond well to fast-changing consumer expectations in one of the world's most strategically significant sportswear marketplaces.

[bookmark: _Toc235746176]Table 4. Adidas 7Ps Comparative Assessment
	Marketing Mix
	Germany
	China
	Critical Evaluation

	Product
	Standardised global technologies
	Localised "China for China" collections
	Local adaptation enhances consumer relevance.

	Price
	Premium pricing
	Premium with digital promotions
	Balance profitability and market penetration.

	Place
	Omnichannel retail
	Tmall, JD, Douyin, WeChat ecosystem
	China's digital infrastructure provides competitive advantage.

	Promotion
	Football heritage and sustainability
	KOLs, livestreaming and social commerce
	Promotion requires the highest degree of localisation.

	People
	Product expertise
	Digital customer engagement
	Different customer expectations require different capabilities.

	Process
	AI-supported logistics
	AI and same-day delivery integration
	Digital efficiency improves customer experience.

	Physical Evidence
	Premium flagship stores
	Immersive digital retail environments
	Physical and digital integration strengthens brand experience.


Promotion and Place demonstrate the highest level of localisation compared with other marketing mix elements.




[bookmark: _Toc235746177]4. Adidas's Market-Entry Strategy in China 

[bookmark: _Toc235746178]Table 5. Adidas Financial Performance Comparison (2025)

	Performance Indicator
	Germany/Europe
	Greater China
	Critical Analysis

	Revenue
	€8.63 billion
	€3.62 billion
	China contributes approximately 15% of global revenue.

	Currency-Neutral Growth
	10%
	13%
	China outperformed Europe.

	Market Position
	Mature market
	Growth market
	China provides stronger future expansion opportunities.

	Consumer Competition
	Nike, Puma
	Nike, Anta, Li-Ning, Xtep
	Competitive intensity is significantly higher in China.

	Digital Sales Dependence
	Medium
	Very High
	China requires greater digital marketing investment.



Higher growth is accompanied by significantly higher competitive pressure.
Source: Adidas Annual Report (2025).


Adidas entered China in 1997 with 100% owned companies and strategic retail alliances, betting on the country's long-term economic potential and fast-growing middle class. The change in approach by adidas is as a consequence of institutional change, consumer behaviour and competition intensity, not a one-off decision to enter a market. This is consistent with the Uppsala Internationalisation Model which says that companies make incremental commitments to markets as they gather experiential knowledge and develop market specific capabilities. Adidas first launched in key coastal cities, then expanded its retail networks throughout the country, web commerce and local product development.

The Dunning’s Eclectic (OLI) Paradigm proposes three complementary advantages that could explain the investment of Adidas. The company’s strengths include its globally famous brand value, excellent product innovations such as BOOST and Primeknit and its outstanding marketing skills. The region is a large consumer market in China with a population of over 1.4 billion, a fast increasing middle income group and strong digital retail infrastructure. In 2025 China’s share of total Adidas global sales was almost 14.6% with €3.623 billion indicative of the country’s strategic importance not only through its industrial contribution (Adidas, 2026). The reason for internalisation is the lasting requirement to have direct control over product quality, marketing and customer experience, as opposed to simply licensing or franchising.

The new Adidas strategy is not fully captured by old ideas of market penetration. Organizational adaptability is more needed because of global unpredictability, internal competitiveness and changing client tastes. That’s why Adidas has chosen to abandon its global standardization approach and move forward with a “China for China” strategy that empowers local design teams, regional supply chain awareness and Chinese management to create products for local consumers. This method is congruent with the Dynamic Capabilities Theory which holds that sustainable competitive advantage is the consequence of a firm’s ability to identify changes in the market, capture new opportunities and rearrange the strategic resources on a continuous basis.

This localization method is working and you can see it in the present financial performance of Adidas. Adidas is back in the game in Greater China after a disappointing 2021-2022 with currency-neutral sales growth of 13% in 2025, ahead of 10% across Europe.  But growth is not the same as overall strategic success. Domestic rivals including Anta, Li-Ning and Xtep have captured a large market share by aligning their business strategies with aspects of Chinese cultural identity, online engagement and competitive pricing. Adidas markets more, has shorter product life cycles and has to differentiate itself through innovation rather than history.

More crucially, the Adidas China strategy hints that entrance mode is not the only key to market success. However, long term competitiveness depends on the ability of businesses to continuously adjust their organisational skills to institutional, technical and cultural change. This implies the future for Adidas in China is less about the past of being a German brand, but more about its ability to combine global innovation with local responsive marketing, digital ecosystems and customer awareness.
[bookmark: _Toc235746179]5. Ethical Issues in the Chinese Market 
[bookmark: _Toc235746180]Table 6. Ethical Risk Assessment Matrix

	Ethical Issue
	Probability (1–5)
	Impact (1–5)
	Risk Score
	Strategic Response

	Supply-chain transparency
	5
	5
	25 (Extreme)
	Independent supplier audits and blockchain traceability.

	Human rights allegations
	5
	5
	25 (Extreme)
	Third-party verification and transparent reporting.

	Consumer data privacy
	4
	5
	20 (High)
	Strengthen AI governance and cybersecurity.

	Greenwashing
	4
	4
	16 (High)
	Publish measurable ESG performance indicators.

	Regulatory compliance
	3
	5
	15 (High)
	Continuous legal monitoring and compliance management.



Ethical risks are strategic risks that directly influence brand reputation, investor confidence and long-term competitiveness.

Adidas is facing a sticky legal and ethical problem in China. “We need to combine economic growth with our global duty to human rights, sustainability and good corporate governances. Stakeholder Theory states that multinational companies should provide value for consumers, employees, suppliers, governments as well as society, not only for shareholders profit.  This creates an ethical dilemma for Adidas, as the expectations of stakeholders are somewhat different in Germany and China.

"The important thing is transparency in the supply chain, human rights. Adidas has been criticised internationally over the possible usage of cotton from Xinjiang, where reports of forced labour have caused international anxiety. Adidas says it does not directly source products from Xinjiang but the issue has stoked public fury in China and calls from Western governments and investors for greater supply chain transparency. This means that different institutional frameworks for MNEs generate different expectations of different stakeholders.

Another ethical question is sustainability, or environmental sustainability. Adidas said it would minimize greenhouse emissions, increase the use of recyclable materials and achieve climate-related targets across its supply chain. But if you want to make it in mass, China is the place to be. But when it comes to pouring money into renewable energy, it’s tough to enforce common environmental standards on complex global supply chains. To fight accusations of greenwashing, Adidas must show real environmental performance, not just commercial sustainability.

Digital ethics are becoming increasingly essential too. Adidas relies heavily on artificial intelligence, customer analytics and platform ecosystems such as Tmall, JD.com and WeChat to deliver personalized marketing and operating efficiency. But there are new technologies that can improve the user experience – but also raise questions about consumer privacy, cybersecurity and proper data governance. Therefore, balancing commercial innovation with ethical consumer data management is essential to comply with China’s data standards.

Competitive advantage should be considered an ethical responsibility rather than a compliance requirement. Consumers, investors and regulators are evaluating corporations based on not only their financial performance but also their Environmental, Social and Governance (ESG) performance. Adidas needs to boost openness in ESG reporting, strengthen independent auditing of supply chains and broaden stakeholder involvement in China. Incorporating ethical governance into its worldwide strategy allows Adidas to enhance its corporate legitimacy, mitigate its reputational risk, and secure its long-term sustainability in a complex political and institutional industry.






[bookmark: _Toc235746181]6. Strategic Recommendations 

[bookmark: _Toc235746182]Table 7. Strategic Recommendation Priority Matrix

	Recommendation
	Investment
	Business Impact
	Implementation Difficulty
	Strategic Priority

	Expand "China for China" innovation
	High
	Very High
	Medium
	⭐⭐⭐⭐⭐

	AI-driven consumer analytics
	Medium
	Very High
	Medium
	⭐⭐⭐⭐⭐

	ESG and supply-chain transparency
	Medium
	High
	Medium
	⭐⭐⭐⭐☆

	Omnichannel digital integration
	High
	High
	High
	⭐⭐⭐⭐☆

	Local partnerships and collaborations
	Medium
	High
	Low
	⭐⭐⭐⭐⭐



AI-enabled consumer analytics and deeper localisation offer the greatest return on strategic investment by simultaneously improving customer engagement, operational efficiency and long-term competitive advantage.

Consistent with the global brand, Adidas is required to develop competitive advantage in China and increase local responsiveness. First, the corporation has to invest more in local product design, consumer research and innovation teams to support its “China for China” strategy. This would be more culturally appropriate and would not require choices to be made on a global uniform basis. As Chinese customers are becoming more conscious of meaningful things, more localization can help build customer loyalty and separate Adidas from other global and local competitors.

Second, Adidas may employ artificial intelligence and sophisticated analytics to better segment its client base, customize its marketing and improve its demand projections.  The rapidly growing digital commerce landscape in China allows brands to harness AI-driven data to optimize inventory allocation, minimize stock-outs and boost marketing ROI.

Third, Adidas should enhance its ESG governance to have an ethical stand. Better traceability mechanisms, independent supply-chain audits and greater transparency in sustainability reporting would reduce reputational risk from human rights and environmental challenges. These should be published with quantitative key performance indicators and not promotional claims so that stakeholders can have assurance.

Finally, Adidas has to develop a unified omnichannel strategy and enhance synergies between its physical stores and mobile apps and online channels such as Tmall, JD.com and Douyin. This would improve the consumer experience, lead to better data-driven decisions and enhance long-term competitive advantage. In conclusion, the concepts will allow Adidas to sustain profitable growth in the competitive sportswear business in China and maintain the balance between global efficiency and local market response.

[bookmark: _Toc235746183]7. Conclusion

The article demonstrates that the global marketing environment for Adidas differs greatly in Germany than in China. Germany offers institutional stability and strong brand heritage, while China offers higher development potential but at the expense of greater complexity in terms of culture, competition and regulation. PESTEL, Hofstede’s Cultural Dimensions, STP, 7Ps and market-entry theories suggest that competitive advantage is attained via selective localisation and not full standardisation. The future success of Adidas in China will thus hinge on further improvements to products, digital marketing and customer interaction, while keeping its global brand identity. “Adidas will remain competitive in the long-term in one of the world’s most strategically important sportswear markets through better innovation, ethical governance and local responsiveness.”




[bookmark: _Toc235746184]Section 2: Reflective Account (Gibbs' Reflective Cycle) 

[bookmark: _Toc235746185]Introduction
Gibbs’ Reflective Cycle (1988) flow feelings assessment analysis conclusion action plan. It is a six stage explanation. This is used to assess learning . I found this international marketing report very useful to learn how multinational organizations construct their market entry strategy and adapt their marketing efforts in different institutional and cultural environments. Before this review I thought that the global expansion success was led by availability of high quality products and access to fast increasing markets. But this study indicated that sustainable worldwide success is a balancing act between global standardisation and local flexibility.

[bookmark: _Toc235746186]Description
To this end, the research involved a critical analysis of Adidas’s operations in Germany and China, using a number of strategic frameworks including PESTEL, Hofstede’s Cultural Dimensions, STP, 7Ps and market-entry theories. At first I wrestled with how to think about synthesizing different frameworks without just listing them. My research showed that each of the frameworks cover different aspects of international marketing . PESTEL points out the opportunities and risks of the macro environment. Hofstede studied the effect of culture on consumer behaviour. The external influences have been found to impact the practical marketing decisions of terms of STP and 7Ps. This experience has taught me that I need to connect academic principles to real world commercial concerns rather than evaluating every framework in a vacuum.

[bookmark: _Toc235746187]Feelings
The most useful thing I learned in this project was to understand how complicated it is to work in diversified markets. Before I did this research I thought that big international companies like Adidas could achieve the same results with the same marketing strategy in a number of countries. Research into the Chinese sector, however, has indicated that consumers are looking for products and marketing messages that better match the local culture, digital behaviors and national identity. Adidas’ “China for China” campaign showed that localization is more than just translating commercial messages into multiple languages; it includes rethinking products, nurturing local innovation talents and offering customer experiences that resonate with the region. This changed my view on global marketing because I learnt the competitive advantage is based on cultural flexibility not only the pure worldwide consistency.

[bookmark: _Toc235746188]Evaluation
Another key learning consequence was to examine the limitations of theories of international business. Hofstede’s Cultural Dimensions do a good job of explaining the differences in national cultures, but I admitted that the model does not account for the changing consumer behaviour of the younger generations, which are influenced by global digital platforms. PESTEL is helpful in identifying macro-environmental variables but it cannot explain competitive advantage or organizational capabilities. As such, I came to the conclusion that managers should not apply a single analytical model but a diversity of strategic frameworks to decision making in international business. This integrated approach allows for more balanced and evidence-based strategic recommendations.


[bookmark: _Toc235746189]Analysis
This assignment also developed my research and analytical skills.  I have used the recent data from the industry, annual reports of the companies and international economic information to help me critically assess rather than using academic text books. I could talk about Adidas' financials, the economic growth of China and the advances of internet shopping to support strategic ideas with real numbers, not views. And I not only learned how to discern between descriptive and critical analysis, but I also learnt how to describe the influence of changes in the market on the performance of the organization.

[bookmark: _Toc235746190]Conclusion
After completing this report I have gained more respect for ethical issues in global marketing. That I thought was ethical. Lawyering. But, research on supply chain transparency, sustainability and consumer data governance has demonstrated that ethical behaviour directly affects a company’s reputation, stakeholder confidence and long-term competitiveness. I have learned that multinational corporations need to balance their profitability with the wider environmental and social responsibilities when responding to the diverse demands of the stakeholders present in each country. Ethical decision making is therefore a core strategic capability, not an additional organisational responsibility.


[bookmark: _Toc235746191]Action plan
The report also highlighted areas for improvement. I did learn to feel confident in applying ideas from international marketing but found it hard to critically examine competing academic perspectives and synthesise many sources into one clear argument. In addition to the future projects I intend to read more recent journal articles from a wider variety of sources and think up many perspectives before coming to any conclusions. I also want to keep building my quantitative analytical skills, layering in more market data, financial ratios and consumer analytics into strategy reviews.

This program has greatly increased my expertise in the area of global marketing strategy and global corporate management in general. stressed the significance of effective global expansion, which should be based on the ongoing adaptation of organizational skills to changing economic, cultural and technical conditions, while maintaining a consistent global brand identity. I will apply these lessons as a future business professional through evidence based decision making, applying multiple strategic frameworks and understanding that long term international success is based upon balancing commercial objectives with ethical responsibility and cultural sensitivity.


























[bookmark: _Toc235746192]References

Adidas AG (2025) Annual Report 2025. Herzogenaurach: Adidas AG. Available at: https://report.adidas-group.com/2025/en/ (Accessed: 23 July 2026).
Adidas AG (2025) Sustainability Report 2025. Herzogenaurach: Adidas AG. Available at: https://report.adidas-group.com/2025/en/sustainability/ (Accessed: 23 July 2026).
Armstrong, G. and Kotler, P. (2022) Marketing: An Introduction. 15th edn. Harlow: Pearson.
Cateora, P.R., Gilly, M.C. and Graham, J.L. (2020) International Marketing. 18th edn. New York: McGraw-Hill Education.
Cavusgil, S.T., Knight, G., Riesenberger, J.R., Rammal, H.G. and Rose, E.L. (2021) International Business. 3rd edn. Melbourne: Pearson Australia.
Dunning, J.H. (1988) ‘The Eclectic Paradigm of International Production: A Restatement and Some Possible Extensions’, Journal of International Business Studies, 19(1), pp. 1–31. https://doi.org/10.1057/palgrave.jibs.8490372
Euromonitor International (2025) Sportswear in China. Available at: https://www.euromonitor.com (Accessed: 23 July 2026).
Grand View Research (2025) Sports Apparel Market Size, Share & Trends Analysis Report. Available at: https://www.grandviewresearch.com (Accessed: 23 July 2026).
Hofstede Insights (2024) Country Comparison Tool. Available at: https://www.hofstede-insights.com/country-comparison/ (Accessed: 23 July 2026).
Johnson, G., Scholes, K., Whittington, R. and Angwin, D. (2023) Exploring Strategy. 13th edn. Harlow: Pearson.
Kotler, P., Keller, K.L. and Chernev, A. (2022) Marketing Management. 16th Global edn. Harlow: Pearson.
Kotler, P., Kartajaya, H. and Setiawan, I. (2021) Marketing 5.0: Technology for Humanity. Hoboken, NJ: Wiley.
National Bureau of Statistics of China (2026) Statistical Communiqué of the People's Republic of China on the 2025 National Economic and Social Development. Available at: https://www.stats.gov.cn (Accessed: 23 July 2026).
OECD (2025) Economic Survey of China 2025. Paris: OECD Publishing. Available at: https://www.oecd.org/china/ (Accessed: 23 July 2026).
Porter, M.E. (1985) Competitive Advantage: Creating and Sustaining Superior Performance. New York: Free Press.
Statista (2026) Revenue of the Sporting Goods Market Worldwide. Available at: https://www.statista.com (Accessed: 23 July 2026).
Teece, D.J. (2018) ‘Business Models and Dynamic Capabilities’, Long Range Planning, 51(1), pp. 40–49. https://doi.org/10.1016/j.lrp.2017.06.007
UNCTAD (2025) World Investment Report 2025. Geneva: United Nations Conference on Trade and Development. Available at: https://unctad.org/publication/world-investment-report-2025 (Accessed: 23 July 2026).
World Bank (2025) World Development Indicators. Washington, DC: World Bank. Available at: https://data.worldbank.org (Accessed: 23 July 2026).
World Economic Forum (2025) The Future of Jobs Report 2025. Geneva: World Economic Forum. Available at: https://www.weforum.org/reports/the-future-of-jobs-report-2025 (Accessed: 23 July 2026).
Zhang, J., Jiang, Y. and Wang, Y. (2023) ‘Digital Transformation and Consumer Behaviour in China's Retail Industry’, Journal of Retailing and Consumer Services, 72, 103289. https://doi.org/10.1016/j.jretconser.2023.103289












20
	
image1.png
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David





