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1. Introduction
1.1 Rationale and Purpose
Toyota Motor Corporation is one of the world's leading automotive manufacturers, recognised for its global presence, technological capabilities and pioneering role in hybrid vehicle technology (Liker, 2004; Fujimoto, 2019). As a multinational company operating in diverse international markets, Toyota provides an appropriate case for examining how global firms balance marketing standardisation and adaptation.
Japan, Toyota’s home country, is a mature and technologically advanced automotive market, while the United States is Toyota’s largest foreign market, characterised by different cultural, economic and regulatory conditions (Statista, 2024). Comparing these two markets provides valuable insights into how Toyota adapts its international marketing strategy while maintaining a consistent global brand identity.
The purpose of this report is to compare Toyota’s international marketing strategy in Japan and the United States by evaluating the macroenvironmental and socio-cultural differences influencing Toyota’s STP strategy, marketing mix, market entry strategy and marketing ethics. The report concludes with strategic recommendations and a reflective account using Gibbs’ Reflective Cycle.
2. Brand and Country Overview
2.1 Overview of Toyota Motor Corporation
Toyota Motor Corporation, founded in 1937 by Kiichiro Toyoda, is one of the world’s leading automotive manufacturers, recognised for quality, operational efficiency and continuous improvement (Liker, 2004). The introduction of the Toyota Prius in 1997 established the company as a pioneer in hybrid vehicle technology (Wells and Nieuwenhuis, 2012). Today, Toyota operates in more than 170 countries, supported by a strong global brand, lean production system and extensive supply chain network (Ohno, 1988; Holweg, 2007; Toyota Motor Corporation, 2024). Unlike born-global firms, Toyota expanded gradually through exports before establishing manufacturing facilities in key foreign markets, including the United States (Cusumano, 1985).
2.2 Japan as the Home Country
Japan is a technologically advanced economy with a mature automotive industry, high income levels and strong environmental regulations (METI, 2023). Consumers value reliability, fuel efficiency and technological innovation, while competition from domestic manufacturers such as Honda, Nissan and Mazda encourages continuous innovation (JAMA, 2023). As Toyota’s home country, Japan provides the foundation for the company’s brand identity and technological capabilities.
2.3 United States as the Host Country
The United States is Toyota’s largest international market and is characterised by strong demand for SUVs, pickup trucks and hybrid vehicles, alongside intense competition from domestic and international manufacturers (Statista, 2024). Federal and state regulations relating to emissions, safety and trade policies influence Toyota’s strategic decisions (EPA, 2023). Consequently, the U.S. provides an appropriate market for analysing Toyota’s international marketing adaptation.
3. Macroenvironment Comparison: Japan vs United States
3.1 PESTEL Analysis of Japan and the United States
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The PESTEL framework is used to compare the macroenvironmental conditions of Japan and the United States. Rather than analysing each country separately, the comparison is organised by individual PESTEL factors to highlight the key differences and similarities that influence Toyota's international marketing strategy.

Political Factors
Japan
Japan has a stable political environment supporting innovation, safety and environmental sustainability through subsidies and incentives for low-emission vehicles (METI, 2024; JAMA, 2024).

United States
The United States has a stable political environment, although trade policies, fuel standards and state-level regulations influence Toyota’s product strategy (U.S. Department of Commerce, 2024).

Consequently, Japan provides favourable conditions for Toyota’s continued investment in innovation and environmentally friendly mobility solutions, whereas policy developments in the United States require Toyota to maintain flexibility and adapt its product portfolio to evolving regulatory requirements.

Economic Factors
Japan
Japan is a mature, high-income economy with an ageing population, increasing demand for compact and fuel-efficient vehicles (World Bank, 2024; Statista, 2024).

United States
The United States is one of the world’s largest automotive markets with strong demand for SUVs, pickup trucks and hybrid vehicles (Statista, 2024).

Consequently, Toyota focuses on compact hybrids in Japan and larger, more profitable vehicles in the United States.

Social Factors
Japan
Japanese consumers value reliability, safety, fuel efficiency and technological innovation (Fujimoto, 2019).

United States
Consumers prefer larger vehicles while demand for hybrid and electric vehicles continues to increase.

Consequently, Toyota adapts its product portfolio to different consumer preferences in each market.

Technological Factors
Japan
Japan is recognised as a global leader in automotive innovation, supporting Toyota’s investment in hybrid and hydrogen technologies (Holweg, 2007; Toyota Motor Corporation, 2024)

United States
The United States leads developments in autonomous driving, connected vehicles and electric mobility (Wells and Nieuwenhuis, 2012).

Consequently, Japan’s technological capabilities provide Toyota with opportunities to maintain its competitive advantage through innovation and sustainable mobility solutions, whereas technological developments in the United States encourage Toyota to pursue continuous innovation.

Environmental Factors
Japan
Japan’s strict environmental regulations support Toyota’s leadership in hybrid technology (Ministry of the Environment, Japan, 2024)

United States
Federal and state regulations on emissions and fuel efficiency, together with growing environmental awareness, have increased demand for hybrid and electric vehicles (EPA, 2024).

Consequently, environmental regulation strengthens Toyota’s competitive advantage in Japan and accelerates sustainable mobility development in the United States.

Legal Factors
Japan
Japan maintains strict regulations on vehicle safety, emissions and product quality, supporting high industry standards and consumer confidence (METI, 2024). Strong intellectual property protection also supports Toyota’s long-term innovation.

United States
The United States maintains strict regulations relating to vehicle safety, emissions and consumer protection. In comparison with Japan, litigation risks are relatively higher, particularly in relation to product recalls and advertising claims (NHTSA, 2024).
Consequently, Japan’s legal environment supports Toyota’s innovation, whereas legal compliance remains essential in the United States.
3.2 Comparative Discussion of PESTEL Factors
Below is a PESTEL Summary Table comparing Japan and the United States:
Table 1. PESTEL Summary Comparison: Japan vs United States
	Factor
	Japan
	United States

	Political
	Stable, pro-innovation, supports hybrid vehicles.
	Stable but changing trade/emissions policies

	Economic
	Mature, high- income, ageing population
	Large, strong demand for SUVs/trucks

	Social
	Values efficiency, reliability and long-term quality
	Values size, performance, and individual preferences

	Technological
	Leader in hybrid technologies
	Leader in EVs, autonomous driving

	Environmental
	Strict emissions Standards and eco-friendly policies
	Strong regulations, rising sustainability awareness

	Legal
	Strong safety and intellectual property protection
	Strict safety regulations and higher litigation risks


Table 1 demonstrates that Japan and the United States share similarities in technological development and environmental regulation. However, significant differences exist in economic structure, consumer preferences and legal environments. While Japan is characterised by an ageing population and demand for compact, fuel-efficient vehicles, the U.S. market favours larger vehicles and performance-oriented products. These differences suggest that Toyota cannot rely solely on standardisation. Instead, the company must adapt elements of its product, pricing and promotional strategies to local market conditions while maintaining a consistent global brand identity. Therefore, balancing adaptation and standardisation remains essential for Toyota’s international marketing success.
3.3 Socio‑Cultural Comparison Using Hofstede and Schwartz
Below is a Hofstede cultural comparison chart for Japan and the United States:
Table 2. Hofstede Cultural Dimensions: Japan vs United States
	Dimension
	Japan
	United States

	Power Distance
	Moderate to High
	Low

	Individualism
	 Collectivist
	 Highly individualistic

	Masculinity
	Very high
	High

	Uncertainty Avoidance
	Very high
	Moderate

	Long Term Orientation
	Very high
	Medium

	Indulgence
	Low
	High



According to Hofstede Insights (2024), Japan demonstrates higher levels of collectivism, uncertainty avoidance and long-term orientation, whereas the United States is characterised by strong individualism and lower uncertainty avoidance. These cultural differences influence consumer behaviour and marketing preferences in both countries.
Japanese consumers tend to value harmony, reliability and long-term quality, supporting Toyota’s emphasis on durability and hybrid technology. By contrast, American consumers place greater importance on freedom, performance and personal identity, encouraging Toyota to promote larger vehicles and lifestyle-oriented products.
Furthermore, Japan’s high uncertainty avoidance suggests that consumers prefer proven technologies and trusted brands, whereas consumers in the United States are generally more receptive to innovation and emerging technologies, including electric and autonomous vehicles. In addition, Japan’s long-term orientation reinforces customer loyalty and appreciation of durability, while shorter-term orientation in the United States increases the importance of promotions, financing offers and frequent model updates.
Schwartz’s value framework also indicates that Japanese society places greater emphasis on harmony and conservatism, whereas American culture reflects stronger values of autonomy and individual achievement (Schwartz, 1994). Consequently, Toyota cannot rely on a fully standardised marketing strategy. Instead, the company should adapt its product, positioning and promotional strategies to local cultural preferences while maintaining a consistent global brand identity.
3.4 Implications for International Marketing Strategy
The macroenvironmental and socio-cultural differences between Japan and the United States create important implications for Toyota’s international marketing strategy. Despite operating in two distinct markets, Toyota is able to maintain a degree of standardisation through its global brand identity, which is built around quality, reliability, safety and technological innovation. Furthermore, the company’s leadership in hybrid technology supports a consistent global sustainability message.
However, significant differences between the two countries require adaptation in several elements of the marketing strategy. Product preferences differ considerably, with Japanese consumers favouring compact and fuel-efficient vehicles, while American consumers show stronger demand for SUVs and pickup trucks. Promotional strategies also need to be adapted, as Japanese consumers respond better to informative and quality-focused messages, whereas American consumers are more influenced by emotional appeals, lifestyle positioning and performance-oriented advertising.
Price strategies must also reflect local market conditions. In the United States, competitive pricing and financing incentives play an important role in influencing purchasing decisions, while Japanese consumers place greater emphasis on long-term value and reliability. Distribution approaches also differ due to variations in geography, retail structures and consumer purchasing behaviour.
Therefore, Toyota cannot rely on a fully standardised international marketing strategy. Instead, the company must balance global standardisation of core brand values with local adaptation of product, pricing, promotion and distribution strategies. This balance enables Toyota to remain competitive while responding effectively to the needs and preferences of consumers in both markets.
 4. Comparison of Toyota’s STP Strategies in Japan and the United States
4.1 Segmentation Approaches
Toyota employs multi-variable segmentation in both Japan and the United States, although the segmentation bases differ due to demographic trends, cultural values and consumer lifestyles.
In Japan, segmentation is influenced by an ageing population, smaller households and densely populated urban areas (World Bank, 2024). Consumers value reliability, fuel efficiency and long-term value (Fujimoto, 2019). Toyota therefore targets urban commuters with the Aqua and Prius, elderly drivers with the Passo and Sienta, environmentally conscious consumers through hybrid models, and families with the Noah and Voxy.
In the United States, segmentation reflects a more individualistic and lifestyle-driven market (Hofstede Insights, 2024). Demographic and geographic differences increase demand for larger vehicles and greater product variety. Toyota targets families through the RAV4 and Highlander, truck users through the Tacoma and Tundra, environmentally conscious consumers through hybrid models, and premium consumers through Lexus.
These differences show that Toyota adapts its segmentation strategy to local market characteristics. While Japan prioritises efficiency, practicality and long-term value, the United States places greater emphasis on lifestyle, vehicle size and performance. Toyota therefore maintains a consistent global brand while adapting segmentation to local consumer needs.
4.2 Target Market Differences
Toyota targets a broad range of consumers in both Japan and the United States, although the target markets differ considerably. In Japan, the company focuses on middle-class consumers seeking reliability and fuel efficiency, elderly drivers requiring compact and safe vehicles, environmentally conscious customers, and urban families demanding practical multi-purpose vehicles. The Japanese market is relatively conservative, placing greater emphasis on quality, safety and proven technologies (Liker, 2004).
In contrast, Toyota’s target market in the United States is more diverse and lifestyle oriented. The company targets families seeking spacious SUVs, truck users, environmentally conscious consumers interested in hybrid and electric vehicles, young professionals seeking affordable and reliable transport, and adventure-oriented customers attracted to models such as the 4Runner and Tacoma. The U.S. market therefore requires Toyota to address a wider range of consumer preferences.
These differences show that Toyota adapts its target markets to local consumer needs while maintaining a consistent global brand image
4.3 Positioning Strategies
Toyota maintains a consistent global positioning based on quality, reliability and safety, although its positioning strategy varies between Japan and the United States to reflect consumer preferences and market expectations.
In Japan, Toyota is positioned as a trusted domestic brand offering high-quality, fuel-efficient and reliable vehicles. The company emphasises long-term value and practicality, while its communication is subtle and information-oriented, reflecting consumer preferences for quality and reliability (Fujimoto, 2019).
In contrast, Toyota’s positioning in the United States focuses on reliable, safe and value-for-money vehicles competing with domestic manufacturers. The company also positions itself as a leader in hybrid technology and durable SUVs and pickup trucks. Marketing communications are more emotional and lifestyle-oriented, emphasising freedom, adventure and performance (Statista, 2024).
These differences show that Toyota maintains a consistent global brand while adapting its positioning to local market expectations. In Japan, the brand represents quality, efficiency and reliability, whereas in the United States it is associated with safety, versatility and performance.
4.4 Perceptual Map
Figures 2 and 3 illustrate Toyota’s positioning relative to major competitors in Japan and the United States based on perceived quality and price. In both markets, Toyota occupies the high-quality and moderate-price segment, reflecting its reputation for reliability, value and technological innovation.

Figure 2. Perceptual Map of Toyota and Competitors in Japan
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Interpretation
In Japan, Toyota is positioned in the high-quality and moderate-price quadrant, close to Honda. Nissan and Mazda occupy more affordable positions, while Lexus competes in the premium segment alongside BMW and Mercedes-Benz. This indicates that Toyota's positioning is based on reliability and value rather than luxury.

Figure 3. Perceptual Map of Toyota and Competitors in the United States
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Interpretation
In the United States, Toyota occupies the high-quality and moderate-price segment, competing with Honda and domestic manufacturers such as Ford and Chevrolet. Lexus is positioned in the premium category alongside BMW and Mercedes-Benz. The map suggests that Toyota maintains a strong reputation for quality while offering value for money in a highly competitive market.
Overall, the perceptual maps demonstrate that Toyota maintains a consistent global quality image in both markets. However, differences in competitors and consumer expectations require the company to adapt its positioning strategies while preserving its core brand values of quality, reliability and safety.
4.5 Conclusion on STP Similarities and Differences
Toyota’s STP strategies in Japan and the United States demonstrate a balance between global brand consistency and local market adaptation. The following tables summarise the key similarities and differences across segmentation, targeting, and positioning in both countries.
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Table 3. Comparison of Toyota’s STP Strategies in Japan and the United States
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Table 4. Summary of STP Similarities and Differences
	Category
	Similarities
	Differences Japan
	Differences U.S.

	Segmentation
	Eco-conscious consumers in both markets
	compact, efficiency-driven, ageing population
	lifestyle-driven, large vehicles, diverse demographics

	Targeting
	Hybrid buyers targeted in both markets
	broad middle-class, urban commuters
	families, truck buyers, adventure-seekers

	Positioning
	Reliable, safe, high-quality brand identity globally
	subtle, domestic, long-term value
	emotional, performance-oriented, lifestyle-focused



Narrative Conclusion
Overall, Toyota maintains a consistent global positioning based on reliability, safety and quality, supported by its leadership in hybrid technology. However, it adapts its segmentation, targeting and positioning to the socio-cultural and economic characteristics of Japan and the United States.
In Japan, Toyota focuses on compact, fuel-efficient vehicles for urban commuters and an ageing population, using subtle, information-based communication. In contrast, the United States strategy targets lifestyle-oriented segments, including families, truck users and adventure seekers, supported by emotional and performance-oriented promotion.
These findings show that Toyota combines global brand standardisation with local market adaptation. This enables the company to maintain a consistent brand identity while responding to different consumer preferences and competitive conditions, creating a sustainable competitive advantage in international markets.

5. Comparison of Toyota’s Marketing Mix (7Ps) in Japan and the United States
Toyota’s marketing mix demonstrates a balance between global standardisation and local adaptation. While the company maintains consistent brand values such as quality, reliability and safety, it adapts product, price, promotion and distribution strategies to reflect different consumer preferences, cultural expectations and regulatory environments in Japan and the United States.
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5.1 Brand Strategy
People:
Japan
Customer service is formal, polite, and relationship‑oriented. Staff are trained to provide long‑term support, reflecting Japan’s service culture (Fujimoto, 2019).
United States
Sales staff focus on customer engagement, negotiation, and personalised service. The U.S. market expects transparency, quick service, and strong after‑sales support.
Therefore, customer interaction in Japan focuses on long-term relationships and service consistency, whereas the U.S. market emphasises responsiveness, personalisation, and customer engagement.
Process
Japan
Processes emphasise efficiency, consistency, and minimal negotiation. Customers expect structured, predictable service experiences.
United States
Processes include negotiation, financing discussions, and trade‑in evaluations. Digital tools (online configurators, virtual tours) play a major role.
Physical Evidence
Japan
Dealerships are compact, clean, and highly standardised. Physical evidence reinforces Toyota’s domestic identity and reliability.
United States
Dealerships are larger, with spacious showrooms, branded signage, and customer lounges. Physical evidence emphasises comfort, scale, and brand experience.
5.2 Product Strategy
Japan
The Japanese market favours compact, fuel‑efficient, and technologically advanced vehicles, reflecting dense urban environments and an ageing population (World Bank, 2024). Toyota’s product portfolio includes kei cars (e.g., Toyota Pixis), compact hybrids (Prius, Aqua), and multi‑purpose vehicles designed for families and elderly drivers. Product features emphasise efficiency, safety, and ease of use, aligning with Japan’s high uncertainty avoidance and long‑term orientation (Hofstede Insights, 2024).
United States
In contrast, the U.S. market prioritises larger vehicles, including SUVs (RAV4, Highlander), pickup trucks (Tacoma, Tundra), and performance‑oriented models. Toyota also offers a strong hybrid range (Prius, RAV4 Hybrid) to meet rising environmental expectations. Product features emphasise power, comfort, advanced safety systems, and versatility, reflecting American individualism and lifestyle‑driven consumption (Statista, 2024).
                        Summary Table 5: Product Strategy
	Aspect
	Japan
	United States

	Vehicle size
	Compact, kei cars
	SUVs, trucks, larger sedans

	Key features
	Efficiency, safety, ease of use
	Performance, comfort, versatility

	Technology focus
	Hybrid leadership, compact EVs
	Hybrid, EV, advanced safety tech

	Cultural influence
	Collectivism, modesty
	Individualism, lifestyle expression



5.3 Price Strategy
Toyota uses a value‑based pricing strategy globally but adapts pricing tactics to local market conditions
Japan
Pricing is aligned with domestic competitors (Honda, Nissan) and reflects a long‑term value orientation. Discounts are less aggressive, and consumers prioritise reliability and total cost of ownership (Fujimoto, 2019). Financing options exist but are less central to purchasing decisions.
United States
The U.S. market is highly competitive and price‑sensitive. Toyota uses competitive pricing, promotional incentives, financing deals, and regional discounts to compete with Ford, Honda, and Hyundai (Statista, 2024). Price differentiation is common across states due to varying taxes and dealer practices.
Real-life example
For example, the Toyota RAV4 Hybrid is available in both Japan and the United States. In Japan, the starting price is approximately ¥4.9 million, while in the United States the starting MSRP is around US$34,360. This is equivalent to approximately US$33,400 and ¥5.0 million, respectively (Toyota Motor Corporation, 2025; Toyota USA, 2025). The example demonstrates that Toyota applies a value-based pricing strategy while adapting prices to local market conditions, exchange rates, taxation and competitive market environments.
              Table 6. Real-life Price Comparison: Toyota RAV4 Hybrid
	Market
	Price
	Approximate Currency Equivalent

	Japan
	¥4,900,000
	≈ US$33,400

	United States
	US$34,360
	≈ ¥5,040,000



                                   Summary Table 7: Price Strategy
	Aspect
	Japan
	United States

	Pricing approach
	Long-term value, moderate pricing
	Competitive pricing, incentives

	Discounts
	Limited
	Frequent promotions

	Consumer behaviour
	Reliability-focused
	Deal-driven, financing-oriented



5.4 Promotion Strategy
Japan
Promotional messaging is subtle, informational, and harmony‑oriented, reflecting collectivist cultural values (Hofstede Insights, 2024). Advertising emphasises reliability, safety, and long‑term value. Media channels include TV, print, and increasingly digital platforms.
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United States
Promotional messages are emotional, persuasive, and lifestyle-focused, emphasising freedom, adventure, performance, and safety. Toyota invests heavily in sports sponsorships (e.g., NASCAR), digital advertising, and social media campaigns (Toyota Global, 2023).
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                            Source: Toyota USA (2025).



                      Summary Table 8: Promotion Strategy
	Aspect
	Japan
	United States

	Message tone
	Subtle, informational
	Emotional, persuasive

	Appeals
	Reliability, harmony
	Freedom, performance, lifestyle

	Channels
	TV, print, digital
	TV, digital, sports sponsorships


5.5 Place (Distribution) Strategy
Japan
Toyota operates a dense, multi‑tier dealership network, including Toyota Store, Toyopet Store, Corolla Store, and Netz Store. Distribution emphasises long‑term relationships, personalised service, and strong after‑sales support (JAMA, 2023).
United States
Toyota uses a franchise dealership model with wide geographic coverage. Dealerships are larger, more independent, and rely heavily on digital tools for lead generation and customer engagement. Logistics networks are optimised for long‑distance distribution across states.
                        
                                   Summary Table 9: Place Strategy

	Aspect
	Japan
	United States

	Dealer structure
	Multi-tier, relationship-based
	Franchise model, large dealerships

	Digital integration
	Moderate
	High (online tools, virtual showrooms)

	Geography
	Dense urban areas
	Large suburban/rural coverage



5.6 Conclusion on Marketing Mix Adaptation vs Standardisation
Toyota’s marketing mix demonstrates a hybrid strategy that combines global standardisation with local adaptation, enabling the company to maintain a consistent brand identity while responding to differences in consumer preferences and cultural expectations in Japan and the United States.
Standardised Elements
Core brand values: reliability, safety, quality
Hybrid technology leadership
Global visual identity and branding
Adapted Elements
. Product: compact hybrids and kei cars in Japan versus SUVs and pickup trucks in the United States. 
. Price: limited discounts and long-term value orientation in Japan versus competitive pricing and promotional incentives in the United States. 
.Promotion: subtle and informational messaging in Japan versus emotional and lifestyle-oriented appeals in the United States. 
. Place: relationship-based dealership networks in Japan versus franchise dealership structures in the United States. 
. People, Process, and Physical Evidence: adapted to local service expectations and customer experience preferences
Overall Insight
Toyota successfully balances global consistency with local responsiveness. This combination allows the company to preserve a strong global brand while remaining competitive in two culturally and economically different markets. Therefore, Toyota follows a contingency approach rather than relying solely on either complete standardisation or complete adaptation.
6. Market Entry Strategy in the United States

This section examines Toyota's market entry strategy into the United States. It analyses the company's chosen entry mode, the reasons behind its internationalisation, and evaluates Toyota's expansion through the Uppsala model. The discussion focuses on how Toyota gradually increased its commitment to the U.S. market and established a strong competitive position through long-term investment and local adaptation. According to Johanson and Vahlne (1977), firms typically internationalise incrementally by increasing their market knowledge and commitment over time, making Toyota an appropriate example for analysing international expansion.


6.1 Toyota's Entry Mode
Toyota entered the United States through a combination of strategic alliances, joint ventures, and wholly owned manufacturing subsidiaries. One of the most significant stages of entry was the NUMMI joint venture with General Motors in California, established in 1984. This partnership enabled Toyota to gain local market knowledge, understand American consumer preferences, and reduce the risks associated with operating in a foreign market.
Over time, Toyota increased its commitment by establishing wholly owned manufacturing facilities and expanding its dealership network across the United States. This approach allowed the company to maintain greater control over production quality, supply chains, and brand reputation while benefiting from economies of scale.
According to Dunning's Eclectic Paradigm (OLI), Toyota's expansion was supported by ownership advantages such as technological capabilities and brand reputation, location advantages offered by the large U.S. market, and internalisation advantages achieved through controlling production and operations rather than relying entirely on external partners. Therefore, Toyota's entry mode combined strategic alliances with increasing ownership and control, enabling long-term competitiveness in the United States (Dunning, 1979; Keegan and Green, 2013).

6.2 Reason for Internationalisation
Toyota's expansion into the United States was driven by several strategic motives. First, the United States represents one of the largest automotive markets in the world, providing access to a large customer base and substantial sales potential. Entering the U.S. market enabled Toyota to increase revenues and strengthen its global presence.
Second, internationalisation offered profitability and growth opportunities while reducing dependence on the domestic Japanese market. Furthermore, expansion into the United States allowed Toyota to benefit from economies of scale and strengthen its competitive advantage through innovation, quality management, and adaptation to local consumer preferences.
Consequently, internationalisation became an important source of long-term growth and global competitiveness (Keegan and Green, 2013; Bartlett and Beamish, 2018).
6.3 Toyota and the Uppsala Model
Toyota's expansion into the United States closely reflects the principles of the Uppsala Model developed by Johanson and Vahlne (1977). Toyota initially entered the market through exporting before increasing its commitment through strategic alliances and the NUMMI joint venture with General Motors.
Over time, Toyota established wholly owned manufacturing facilities and expanded its distribution network across North America. This gradual process of learning and increasing commitment is consistent with the Uppsala framework.
Therefore, Toyota's internationalisation process demonstrates the incremental approach proposed by Johanson and Vahlne (1977), although the company later expanded more rapidly due to accumulated experience and global capabilities (Johanson and Vahlne, 1977; Keegan and Green, 2013).

6.4 Conclusion on Market Entry Strategy
Toyota's expansion into the United States demonstrates a successful market entry strategy based on gradual commitment, strategic partnerships, and long-term investment. The company benefited from the size and profitability of the U.S. market while strengthening its competitive advantage through innovation and local adaptation.
Overall, Toyota's ability to combine local responsiveness with long-term strategic investment enabled the company to establish a strong position in the United States. Therefore, its market entry strategy has been a major contributor to sustained international growth and global competitiveness (Dunning, 1979; Bartlett and Beamish, 2018).
7. Evaluation of Marketing Ethics Practices in the United States
This section evaluates a real ethical issue involving Toyota in the United States, focusing on the company's communication practices, ethical responsibilities, and the implications for international marketing. The selected case is the Toyota Unintended Acceleration Crisis (2009–2010), which later resulted in investigations, recalls, and legal actions extending to 2014. It is widely regarded as one of the most significant automotive ethics cases in recent history, highlighting the importance of product safety, transparency, and stakeholder trust in global markets (Liker, 2004; BBC News, 2010).
7.1 Overview of Ethical Issue
Between 2009 and 2010, Toyota faced widespread allegations that several of its models experienced unintended acceleration, leading to accidents, injuries, and fatalities. The crisis resulted in the recall of more than 12 million vehicles worldwide, including millions in the United States. Subsequent investigations and legal proceedings continued until 2014.
The U.S. Department of Justice (DOJ) alleged that Toyota had:
• withheld important safety information from regulators and consumers.
• provided incomplete or selective disclosures.
• downplayed the seriousness of the issue in its public communications; and
• failed to respond promptly and transparently to emerging safety concerns.
In 2014, Toyota agreed to pay a US$1.2 billion criminal penalty to settle allegations relating to misleading statements made to consumers and regulators. The case became one of the most significant ethical controversies in the automotive industry.
Overall, the crisis highlighted important issues relating to marketing communication, product safety, corporate transparency, and stakeholder trust in international markets (BBC News, 2010; U.S. Department of Justice, 2014).
7.2 Analysis Using Ethical Frameworks
Utilitarianism (Consequences-Based Ethics)
Utilitarianism evaluates actions according to whether they maximise overall well-being and minimise harm. From a utilitarian perspective, Toyota's delayed disclosure of safety concerns increased risks to consumers by allowing potentially unsafe vehicles to remain in operation. The company appeared to prioritise short-term brand protection and reputational concerns over consumer welfare. The consequences included accidents, financial losses, and long-term reputational damage.
Therefore, Toyota's response was inconsistent with utilitarian principles because it failed to maximise overall societal welfare (Crane and Matten, 2016).
Duty Ethics (Kantian Ethics)
Duty ethics emphasises honesty, transparency, and moral obligations regardless of the consequences. Toyota had an ethical responsibility to disclose safety concerns promptly and communicate openly with regulators and consumers. From a Kantian perspective, withholding information conflicts with the principle of truthfulness and risks treating stakeholders as a means to protect profits and corporate reputation rather than as ends in themselves.
Consequently, Toyota's actions were inconsistent with the principles of duty ethics and corporate responsibility (Ferrell and Fraedrich, 2015).
Stakeholder Theory and Corporate Social Responsibility (CSR)
Stakeholder theory suggests that organisations should consider the interests of all stakeholders rather than focusing solely on shareholders. In Toyota's case, the affected stakeholders included consumers, regulators, employees, dealers, and the wider public. The company's communication practices during the crisis weakened stakeholder trust and raised concerns regarding accountability and corporate responsibility.
From a stakeholder and CSR perspective, the crisis demonstrated the importance of transparency, responsibility, and maintaining trust among all stakeholder groups (Freeman, 1984; Crane and Matten, 2016).
Overall, the ethical frameworks indicate that Toyota's handling of the crisis was inconsistent with key principles of utilitarianism, duty ethics, and stakeholder theory.
7.3 Toyota’s Response and Outcomes
Following intense public scrutiny and legal action, Toyota implemented several corrective measures to address the crisis and restore stakeholder confidence. The company initiated large-scale recalls involving more than 12 million vehicles worldwide to resolve issues associated with accelerator pedals and floor mats.
Toyota also undertook significant reputation repair efforts. In 2010, President Akio Toyoda publicly apologised before the U.S. Congress, acknowledging shortcomings in communication and quality oversight. In response to the crisis, the company introduced organisational reforms, including the establishment of a Global Quality Task Force, enhanced safety monitoring systems, improved reporting procedures, and stricter internal controls for U.S. operations.
In addition, Toyota agreed to pay a US$1.2 billion criminal penalty in 2014 and faced further civil settlements and class-action compensation claims. Despite the financial and reputational consequences, Toyota invested heavily in safety communication, transparency, and customer reassurance initiatives. These measures contributed to rebuilding consumer trust and strengthening the company's long-term reputation for quality and reliability (Toyota Motor Corporation, 2010; U.S. Department of Justice, 2014; Liker and Convis, 2012).
7.4 Implications for International Marketing
The Toyota unintended acceleration crisis had important implications for international marketing. First, the case demonstrated the importance of transparent and timely communication, as consumers increasingly expect companies to provide accurate information regarding product safety and corporate responsibility. Consequently, Toyota strengthened its communication procedures and crisis management practices to minimise the risk of future ethical failures.
Second, the crisis temporarily damaged Toyota's reputation for reliability and trust, particularly in the United States. Rebuilding consumer confidence required consistent safety messaging, greater transparency, and improved customer engagement. The case illustrated how brand reputation can be significantly affected by ethical issues and communication failures.
Furthermore, the crisis highlighted the importance of balancing global standardisation with local adaptation. While global safety and communication policies should remain consistent, crisis responses must also reflect the legal and regulatory requirements of individual markets. Regulatory compliance has therefore become an important component of Toyota's brand promise and influences product development, promotional activities, and customer relationships.
Finally, the experience reinforced the importance of ethical marketing, proactive risk management, stakeholder engagement, and transparent crisis communication. Therefore, the Toyota case demonstrates that maintaining trust and corporate responsibility is essential for sustaining long-term competitiveness in international markets (Keegan and Green, 2013; Crane and Matten, 2016; Ferrell and Fraedrich, 2015).
8. Recommendations and Conclusion
This section provides strategic recommendations for Toyota based on the findings of the comparative analysis of its international marketing strategy in Japan and the United States. The recommendations are directly linked to the issues identified in previous sections, ensuring coherence, relevance, and practical applicability. Furthermore, the section summarises the key findings of the report and highlights their implications for Toyota's future international marketing development.

8.1 Summary of Key Findings
The analysis revealed several important findings regarding Toyota's international marketing strategy in Japan and the United States. The company successfully combines global standardisation with local adaptation, maintaining consistent brand values and technological leadership while adapting products, pricing, promotion, and distribution strategies to local market conditions. Significant differences in consumer preferences, cultural values, and regulatory environments between Japan and the United States require differentiated marketing approaches. Furthermore, Toyota's expansion into the U.S. market followed a gradual internationalisation process consistent with the Uppsala Model, progressing from exporting to deeper market commitment and local production. Finally, the unintended acceleration crisis highlighted the importance of transparency, stakeholder trust, and effective crisis management in sustaining long-term brand reputation. These findings provide the foundation for the strategic recommendations presented in the following section.

8.2 Strategic Recommendations for Toyota
Recommendation 1: Strengthen Transparent Communication and Ethical Marketing Practices
Based on the findings of Section 7, Toyota should strengthen transparency and ethical communication practices across global markets. The unintended acceleration crisis demonstrated the importance of timely disclosure and effective crisis management. Therefore, Toyota should implement global communication protocols, enhance reporting systems, and provide ethical communication training for marketing teams. These measures would help reinforce stakeholder trust and reduce reputational risks.
Recommendation 2: Increase Localisation of Product Lines in the U.S. Market
The analysis of consumer preferences and marketing mix strategies highlighted the importance of local adaptation. Toyota should further expand hybrid and electric versions of popular U.S. models and continue developing features tailored to American consumers. This would strengthen the company's competitive position against Ford, General Motors, and Tesla while maintaining its technological leadership.
Recommendation 3: Enhance Digital Promotion and Lifestyle-Based Marketing
The Hofstede analysis and promotional strategy comparison revealed important cultural differences between Japan and the United States. Consequently, Toyota should continue investing in digital marketing, social media campaigns, and lifestyle-oriented advertising in the United States, while maintaining more informational and rational communication in Japan. This approach would support more effective market segmentation and positioning.
Recommendation 4: Optimise Pricing Strategies Through Regional Adaptation
Given the highly competitive nature of the U.S. automotive market, Toyota should utilise data-driven pricing strategies, financing incentives, and customer loyalty programmes. At the same time, value-based pricing should remain central in Japan. Such an approach would improve competitiveness while preserving Toyota's premium reputation and long-term customer loyalty.
Recommendation 5: Strengthen Cross-Market Knowledge Transfer
Toyota should continue promoting knowledge sharing across international markets. Japanese expertise in hybrid technologies and operational efficiency can support sustainability objectives in the United States, while American experience in digital marketing and customer engagement can provide valuable insights for Japanese operations. This balance between global standardisation and local adaptation would strengthen Toyota's long-term international competitiveness.
8.3 Final Conclusion
This report examined Toyota's international marketing strategy in Japan and the United States and demonstrated how the company successfully balances global standardisation with local adaptation. Toyota's strong competitive position in both markets is supported by its commitment to quality, innovation, and customer value, while differences in consumer preferences, cultural characteristics, and regulatory environments require market-specific strategies.
The analysis also identified several challenges, particularly regarding ethical communication, product localisation, and digital marketing capabilities. The unintended acceleration crisis highlighted the importance of transparency,stakeholder trust, and effective crisis management, while the comparative analysis emphasised the need to balance global consistency with local responsiveness.
By implementing the recommendations proposed in this report, Toyota can further strengthen brand trust, enhance its competitiveness in the U.S. market, maintain leadership in hybrid and sustainable mobility, and improve the effectiveness of its international marketing activities. Overall, Toyota remains a highly successful multinational corporation whose international strategy continues to evolve in response to cultural, technological, and regulatory changes across global markets (Keegan and Green, 2013; Bartlett and Beamish, 2018).

9.Gibbs' Reflective Cycle
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9.1 Description
This reflective account is based on Gibbs' Reflective Cycle (1988) and evaluates the learning gained from analysing Toyota’s international marketing strategies in Japan and the United States.
The assignment examined Toyota’s macroenvironment, cultural differences, STP strategy, marketing mix, market entry and ethical practices. It required applying international marketing theories and real-world evidence to explain how Toyota balances global standardisation with local adaptation.
9.2 Feelings
At the beginning of the assignment, I felt uncertain because of the volume of information and the range of international marketing frameworks. As the research progressed, I became more confident in applying theory and comparing Toyota’s strategies in Japan and the United States. Completing the report strengthened my confidence in conducting independent research and evidence-based analysis
9.3 Evaluation
The assignment improved my understanding of international marketing and strengthened my ability to apply theory to business situations. Frameworks including PESTEL, Hofstede’s cultural dimensions, STP, the marketing mix and the Uppsala model provided a structured basis for comparing Japan and the United States.
9.4 Analysis
One of the most valuable aspects of the project was understanding how cultural and environmental differences influence marketing decisions. Analysing Toyota’s unintended acceleration scandal also highlighted the importance of ethical communication and stakeholder trust. Managing extensive information within the word limit remained challenging, but the assignment strengthened my research, critical thinking and analytical skills
9.5 Conclusion
Overall, this assignment increased my understanding of international marketing and reinforced the importance of balancing global consistency with local market adaptation. It also demonstrated the importance of ethical behaviour and transparent communication in maintaining long-term brand reputation.
9.6 Action Plan
In the future, I intend to develop my knowledge of cross-cultural consumer behaviour and continue applying international marketing frameworks to multinational companies. I also aim to improve my ability to summarise information and strengthen my analytical skills for future academic and professional work.
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