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[bookmark: _9pow775t7l5z]Section 1 - Comparative international marketing report
[bookmark: _t7a7qglkj14e]1. Introduction and Adidas context
International marketing is the process of creating a value proposition that is translatable across borders and that is still meaningful, legal and economical in a specific market. The standardisation/adaptation debate is one between efficiency in common assets and difference in need for local judgement. The evidence provided by the international-marketing literature is inconclusive rather than conclusive: Theodosiou and Leonidou (2003) found inconsistent findings in 36 empirical studies, and Szymanski, Bharadwaj and Varadarajan (1993) demonstrated the reasons for this.
Adidas is a sportswear manufacturer based in Germany whose brand is defined by sport and lifestyle self-expression coupled with technical sporting performance. It currently reports Greater China as a significant operating segment, and explains about local activity (in addition to global management) as adidas AG (2025a; 2025b) does. Germany is a helpful benchmark for the domestic market, but is not an ideal template: legal environments, retail environments, and brand familiarity influence what can be exported. The baseline is from OECD (2025) and compliance and consumer-trend exposure is according to the information given by adidas AG (2024). China presents opportunities for scale and digitalization, but also platform, data, regulatory and trust complexity (World Bank, 2025; National Bureau of Statistics of China, 2026a).
The analysis is based on secondary documentary research, comprising of corporate reports, academic studies, official statistics, legal material and independent news, which has been triangulated, but no primary consumer behaviour or campaign effect is claimed. Adidas needs to work on selective adaptation. It ought to streamline and unify the global performance promise, essential identity, claim leadership and moral standards, adjust market access, digital execution, assortment, value proposition, service processes and accountability to local markets in China. This judgement is represented in PESTEL, a critical use of Hofstede, STP, 7Ps, China entry strategy and ethics test before measurable recommendations are made.
[bookmark: _41qbn9f2wsvh]2. Comparative market analysis: PESTEL and culture
[image: Mermaid flowchart showing Adidas's global core feeding common brand standards into Germany and selectively adapted market access, digital execution, assortment, value architecture and accountability in China.]
Figure 1: Selective adaptation architecture
Source: Author's Mermaid chart; synthesis of the comparative analysis in Sections 1-7.
Germany and China are not just different promotional opportunities but present different marketing problems. Adidas has a relatively well-established institutional home base in Germany and a more well-developed home market context, while China has market size and quick digitalization, but has complexity with respect to its regulatory, platform and reputational landscape. The differences that affect marketing decisions and the ones that need operating controls are the ones that make the difference in the test. That distinction matters. A regulatory difference might affect ownership and approval; a demand difference might affect assortment or price; a platform difference might affect capability and partnership. If everything is treated as culture, then all of these mechanisms will be masked. The question in the comparison is whether the offer, the operating system or both should be adapted by Adidas.
2.1 PESTEL comparison
The rules of European platforms and data influence politically and legally the German situation. The Digital Services Act outlined by the European Commission (2024) is a regulation for the accountability of online services, which impacts on the marketplace relationship, content governance and consumer protection. China’s Personal Information Protection Law creates a separate basis for collection, use and control of personal information (National People’s Congress of the People’s Republic of China, 2021). Global brand standards need to be adhered to, but customer data flow, membership design, influencer controls and complaint mechanism need to be adjusted on the local level. The allegations of embezzlement and bribery (Associated Press, 2024) was a risk signal, not a finding, and is reported in AP News.
The stability of the home market is not a synonym for infinite demand for premiums in Germany. OECD (2025) reports on structural pressures, Destatis (2025) offers a context for retail prices. China remains commercially attractive, although the World Bank (2025) highlights continuing uncertainty around economic growth and domestic demand. National averages mask differences across cities and data on household expenditure can provide some insight into affordability (National Bureau of Statistics of China, 2026c). Adidas must have a price ladder in both markets: Germany must favour the high-end performance and sustainability, whilst China must rely on value-bundles and member benefits on a regional basis without having to make ongoing pricing reduction a defining feature.
The contrast to be made socially is not between the German and the Chinese stereotype, but between sport, lifestyle, income, age, tier of the city, community and platform behaviour. According to official release from China (National Bureau of Statistics of China, 2026b). The official statistics report growth in sports and recreational articles, but they do not measure Adidas preference or customer loyalty. German consumers’ familiarity with Adidas may reduce purchase uncertainty, whereas Chinese consumers may experience the brand through platforms, communities, stores and livestreams. The idea is not a nation-specific behaviour but differentiated segmentation.
China's internet development and platform commerce can, in terms of technologies, be seen as a strategic capability far more than a media add-on. CNNIC (2025) is a national evidence of internet development while Ye, Batool and Huang (2023) relate the internet's development with loyalty through engagement and value co-creation in Chinese sample. The DSA also establishes a new governance landscape in Germany, but with a different type of omnichannel competence (European Commission, 2024). Platform content, service and data execution therefore require locally accountable Chinese capability, while brand identity and claims remain globally governed.
Adidas has a double challenge when it comes to the environment. While it is a positive step that its sourcing and sustainability disclosures represent human rights and environmental due diligence, this gives rise to legal and trust risks around the green claims. (adidas AG, 2025d; 2025e) Earlier evidence shows why certainty in promotion has to rely on evidence (Bayerisches Staatsministerium der Justiz / Oberlandesgericht Nürnberg, 2025). Organisational and market pressures can lead to greenwashing, as explained by Delmas and Burbano (2011), and reactions are influenced by the connection between green advertising and perceived performance, as revealed by Nyilasy, Gangadharbatla and Paladino (2014). Explain and format proof but standardise substantiation and adapt stakeholder engagement.
Table 1: PESTEL comparison and marketing implication for Adidas
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[bookmark: _w97x0x835bjm][image: ]
2.2 Cultural analysis using Hofstede critically
The cultural dimensions can inform hypotheses regarding the nature of communication, community, hierarchy, uncertainty, achievement and time orientation, as raised by de Mooij and Hofstede’s (2010) journal article on global branding and advertising. With caution, it is a suggestion that Adidas ought not to just translate a German campaign word for word and take on its meaning. Germany is more individualistic and lower in power distance than China, while China’s stronger long-term orientation makes hierarchy and time useful—but testable—marketing hypotheses (de Mooij and Hofstede, 2010).
But, a country score is not a consumer observation. The sampling and national-level assumptions of the model are questioned by McSweeney (2002), and empirical applications are made under conditions and are method-sensitive according to Kirkman, Lowe and Gibson (2006). Later research is also in need of more robust multi-level reasoning, as suggested by Beugelsdijk, Kostova and Roth (2017). Therefore Germany and China should be considered as diverse social entities: Age, income, region, urbanisation, sporting involvement and platform community are as significant as the national average. Assumptions about communication should not be made from the country, rather it should be tested within the proposed segment. The responses of a Shanghai performance athlete, a family who are looking to save money on a lower-tier city shopping trip and a German consumer are likely to differ in response to various proof, service and community cues. Hofstede provides a good checklist for evaluating the assumptions and messages behind the message, but it does not justify stereotyping Chinese customers as collectivist, German customers as individualist. This is a critical qualification that facilitates selection and adaptation of communication, subject to guidelines of local performance evidence, complaints and channel metrics.
3. Comparative STP strategy
Adidas can retain a shared global performance-and-lifestyle platform, but its segmentation variables, access routes and positioning cues should differ between Germany and China. Theodosiou and Leonidou (2003) warn against the universal application of “standardisation”, and Szymanski, Bharadwaj and Varadarajan (1993) demonstrate that strategy-performance relationships are context dependent. But, the challenge is to make the brand recognizable without making the customer journey the same.
In Germany, segmentation must differentiate performance-oriented athletes, sport-oriented lifestyle consumers and value-oriented customers after which they search for long-lasting products. Considering sustainability interest may be a choice, but not a universal reason. National reach and local sporting communities should be taken into account and not just major cities. In China, this need-driven approach must be complemented by city tier, platform behaviour, product engagement and community access. Gong and Jiang (2023) explain the importance of involvement in Chinese livestreaming commerce, and CNNIC (2025) urges digital reach to be regarded as a variable of the market structure. These are recommended segments based on secondary evidence, not measured clusters.
Selective targeting is to be used. Germany can focus on direct retail, wholesale and membership of its businesses with the focus of performance credibility and profitable repeat relationships. The key populations to cater to in China should be digitally accessible urban communities, performance subcultures, lifestyle subcultures, as well as customers for whom trusted service and local relevance are lessening uncertainty. While engagement and value co-creation are important in Chinese livestreaming, as proposed by Ye, Batool and Huang (2023), their cross sectional sample is not sufficient to prove the effect of the Adidas campaign. The restriction advocates testing instead of automatic transfer of livestreaming techniques.
Positioning is a blend of a shared promise (credible sport performance and contemporary design) and contrasting supporting evidence. German positioning can focus on technical reliability, responsible claims and continuity with the home market brand. There is support from Chinese positioning that those assets can be kept with the help of cultural attention to the meaning of advertising, but at the same time there is a warning against deterministic interpretation from McSweeney (2002) and de Mooij and Hofstede (2010). The take-away message is to establish a shared strategic spine and disaggregate execution hypotheses. Germany can test the feasibility of full-price repeat purchase through the technical proof; China can test the feasibility of improving the qualified conversion and repeat purchase through the explanation of the platform, and enhance the confidence of the community and service. These are hypotheses and not segmentation assumptions. For the STP, the recommendation is to select a shared core with market-specific routes to relevance, which are based on sell-through, repeat purchase, complaints, returns and channel quality (not reach).


Table 2: Proposed STP comparison
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[bookmark: _d7tjl05uafiw][image: ]4. Comparative international marketing mix: 7Ps
The 7Ps should be considered as a system rather than seven separate decisions. According to Poulis (2024) the coconstitution of standardisation and adaptation takes place in relationships between headquarters, subsidiaries, partners, customers and institutions. A globally controlled product claim is experienced through locally managed platforms, employees, stores and return processes. The advice is to be selective in adaptation, and identity, performance credibility, claim substantiation and ethical governance are global non-negotiables.
4.1 Product
Adidas should standardise the basic technical offer, image and level of quality. This safeguards the scale economies and cumulative brand associations. It publishes annual-report material that is relevant for the world and for local assorted collections (adidas AG, 2025c). Adaptation needs to be done in range depth, on season weighting, size, local partnerships and connecting sustainability evidence. At choice, the information in material, labour and end-of-life should be used, as Crane (2001) describes ethical attributes as part of the product. Local-to-local sourcing can enhance responsiveness, but raises the stakes for supplier due diligence (adidas AG, 2025d). Unsupported “local” or “green” claims should not be permitted to be used in adaptation.
4.2 Price
Germany needs a high-to-low ladder between price and performance, durability and responsibility, which guarantees a premium level. While Destatis (2025) provides price context, it does not identify Adidas customers’ willingness to pay; pricing should therefore be tested through sell-through, margin and repeat-purchase data. While attention to income and consumption difference is acknowledged in China by the National Bureau of Statistics of China (2026c), the World Bank (2025) qualifies the notion that market size provides the demand. Adidas should not continuously discount its products and services; there is the danger that customers learn to wait and the positioning may be weakened by doing so. There should be no visible channel inconsistency with adaptation to improve access.
4.3 Place
Adidas must include both touchpoints under its control and those under its governance. Germany can harmonize own retail, wholesale and direct digital channels with consistent stock, membership and returns. In China, platform discovery, livestreaming, local marketplaces, city tiers and stores are all factors that must be taken into account. Digital importance is set by CNNIC (2025) whereas China's retail statistics indicate scale online and by category as well (National Bureau of Statistics of China, 2026b). However, ye, Batool and Huang (2023) suggest that livestreaming can help generate engagement and value co-creation, but warns not to equate all features with loyalty. The solution: controlled omnichannel design – platforms acquire customers, the stores show the product and Adidas maintains the visibility of the service.
4.4 Promotion
The importance of cultural meaning is supported by de Mooij and Hofstede (2010), and for local teams to test, rather than infer from, a response from national dimensions, by McSweeney (2002). Livestreaming can be used to explain, interact and co-create value in China, whereas involving can influence impulse buying (Gong and Jiang, 2023; Ye, Batool and Huang, 2023). This is about a local capability and not about a scarcity or influencer activity. The proposition is to be conveyed in Germany via sport communities and product knowledge and responsibility based on evidence.
Ethical promotion is a component of the strategy. The pursuit of environmental credibility can create greenwashing, as demonstrated by Delmas and Burbano (2011), and Nyilasy, Gangadharbatla and Paladino (2014) connect reaction with the disconnect between green claims and perceived performance. A precedent case, this is essentially the case of a court communication by the German court in connection with a former Adidas climate-neutral declaration (Bayerisches Staatsministerium der Justiz / Oberlandesgericht Nürnberg, 2025). Adidas should have claim files, local-language review, disclosure and escalation pre-release. The purpose of localisation is to explain the proof, not reduce its quality.
4.5 People
It is a promise that people make which is credible at service. It is important for Germany to learn from their home-market knowledge, while at the same time employees should be made well informed about the products and provide clear advice. China needs staff and partners that know how to interact in the platform culture, how to manage relationships with communities and returns and complaints. Adidas's value-chain disclosures enable the linkage of customer trust and supply-chain responsibility (adidas AG, 2025e). Training should not be limited to conversion, but must also include the product evidence, responsible selling and data handling and escalation. Local capability is an investment in adaptation and not an acquiescence of international standards.
4.6 Process
The minimum process promise – secure purchase, accurate information, fair returns, complaint visibility and responsible data use – should be standardised and delivery needs to be adapted at Adidas. The Personal Information Protection Law in China has an impact on membership data, targeting data, consent and customer-service data (National People's Congress of the People's Republic of China, 2021). EU governance of the platform sets up a new framework of accountability in Germany (European Commission, 2024). The response is local process ownership, documented data flows, service targets and a cross-market incident register. Adaptation should minimize friction between subjects without being opaque or unequal.
4.7 Physical evidence
An intangible promise is made tangible in stores, product pages, packaging, membership interfaces and event spaces. Germany will demonstrate performance and responsibility through evidence that can be traced, and use familiar Adidas codes. China should be creating digital interfaces, livestream studios, stores and community events and make the product story travel across the platform to the real world. The ethical evidence can be considered as part of the offer, as does Crane (2001), and adidas AG (2025d) offers a basis for the evidence of sourcing and due diligence. Physical evidence should eliminate uncertainty, and decorative localisation without supporting evidence weakens trust.
4.8 7Ps synthesis
The blend of components helps to carry out the argument. Price, place, promotion execution, people, process and physical evidence must have various levels of local control, while product and core promotion can be globally coherent. However, both Wan et al. (2023) and Brouthers (2002) suggest that control is not a one-size-fits-all phenomenon, meaning that institutional and capability conditions are also at play. The control should be applied to the source of the risk. Headquarters should safeguard inconsistent assets that are subject to diminishing value, like identity, product standards and claims. For teams from China, the norms, expectations of services and access to the city level should be interpreted. Shared governance is required when a decision has a consequence, such as a consequence regarding the use of data, behaviour of influencers or sustainability communication. The 7Ps connect the dots between environmental analysis and China entry recommendation.
Table 3: 7Ps comparison and control choice
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[bookmark: _fuaq8utvmfy2]5. Adidas China market-entry strategy
Entry mode determines control, commitment, learning and exposure; it is not the same as marketing-mix adaption. Canabal and White (2008) identify several antecedents, while Brouthers (2002) associates institutional, cultural and transaction-cost variables with choice and performance. Wan et al. (2023) reach a similar warning from a meta-analysis of 1,499 effect sizes from 230 studies: results are conflicting and entry method can mediate other factors.
The public data does not constitute a whole legal history of Adidas’s entry into China, and the study is restricted to the current working rationale. Adidas’ (2025b; 2025d) report on performance in Greater China and local relevance and local-for-local sourcing. The defensible strategy is controlled localisation: keep global ownership of brand, technological standards, claim governance and core data principles, but use local people, platform capacity, market expertise and partners to reach customers. This balances control, speed and learning.
The trade-off is material. Direct control may be used to ensure experience, visibility and consistency of data, but at the cost of capital investment, regulatory risk and local execution. Partners may improve access and cultural fit, but they can reduce Adidas’s visibility over promotion, discounting, data and compliance. Poulis (2024) also explains that Adaption is the result of interaction within the Headquarters, the local units, Platforms and Stakeholders. Adidas needs to have partners that are governed by claim rules, have data responsibility, return standards, audit rights and escalation. Recommendation: Staged hybrid – strengthen locally accountable capability where its strategic, and partner access where its strategic, and re-assess combination based on channel quality, full-price sell-through, repeat purchase, complaint resolution and ethical incidents.
Table 4: China entry decision logic
[image: ]
[bookmark: _kjrq7hmkyucu][image: ]6. Ethical evaluation in China
International marketing that is ethical is concerned with the following: truthful communication, consumer autonomy, privacy, inclusion, labour conditions, and environmental responsibility. Rather than being confined to cultural appropriateness, ethics should be assessed in China thru the mix. Crane (2001) considers ethical attributes to be part of the product, whereas Delmas and Burbano (2011) demonstrate that market and organisational pressures can promote greenwashing. There is no justification for adaptation unless the global promise is matched by governance and evidence.
First and foremost, it is necessary to verify product claims and promotional materials. According to the Bayerisches Staatsministerium der Justiz and the Oberlandesgericht Nürnberg (2025), the reputational consequences of imprecise language are illustrated in the German court communication regarding a former Adidas climate-neutral statement. When audiences perceive a discrepancy between advertising and performance, Nyilasy, Gangadharbatla, and Paladino (2014) demonstrate that a green message is unsuccessful. Local-language speed necessitates a claim library, evidence proprietor, approval record, and correction process in China. Verifiable product and supply-chain information should be used to present sustainability, rather than an abstract promise.
The second factor is that privacy and autonomy hazards are generated by place, promotion, and process. The Personal Information Protection Law impacts data acquisition for customer service, livestreaming, personalisation, and membership (National People's Congress of the People's Republic of China, 2021). A clear consent, data minimisation, ownership, and an accessible complaint route should be required by Adidas. Despite the fact that livestreaming research establishes a correlation between engagement and value co-creation and loyalty, impulse purchasing and scarcity tactics generate transparency and pressure concerns (Gong and Jiang, 2023; Ye, Batool, and Huang, 2023). Disclose commercial relationships and refrain from conversions that are driven by urgency.
Third, marketing credibility is linked to the supply chain thru the interplay of people, product, and process. Adidas AG (2025d; 2025e) discloses its environmental and human rights due diligence and worker grievance procedures; however, this documentation does not serve as independent evidence of its influence. In contrast, Locke, Kochan, Romis, and Qin (2007b) emphasise the importance of work organization and supplier relationships, while Locke, Qin, and Brause (2007a) conclude that monitoring alone did not guarantee improved labour standards at Nike. Audits should be implemented in conjunction with remediation, escalation, purchasing review, and worker voice. Allegations and an investigation regarding China were reported by AP News (Associated Press, 2024); the response is contingent upon due process and independent review, rather than guilt or silence. Ethics must be visibly evident in claims, platforms, suppliers, and remedies.
Table 5: Ethical issue, mix connection and control
[image: ]
[bookmark: _v8y3hh72ynh6][image: ]7. Recommendations for Germany and China
This approach to recommendations makes comparison into controlled action. As customers were not measured, each includes a metric rather than a forecast.
1. Standardise the non-negotiables. All of these elements of the performance proposition, visual identity, minimum quality, sustainability evidence and claim approval are domain of the global centre of Adidas. Germany should leverage this core to strengthen the technical credibility and build trust; China should retain this global core while expressing it through locally relevant communication, access and service. Owning: global brand and sustainability leadership. Time period: short term and ongoing. Risk: Slowed local response. Metrics: Claim complaints, returns, brand consistency and substantiation completion.
2. Build controlled China localisation. Platform orchestration, city-tier priorities, local assortment input and service training and partner escalation within global rules should be the responsibility of the Greater China team. The digital capability is supported by the Chinese retail evidence and livestreaming research (CNNIC, 2025). The evidence supports stronger digital capability in China, but it does not justify unlimited dependence on external platforms by the research of the National Bureau of Statistics of China (2026b), Gong and Jiang (2023), Ye, Batool, and Huang (2023). Ownership: China general management, legal and data supervision. The time frame for the project is 6 to 12 months. Risk: risk from partner or regulators. Metrics: full price sell-through, repeat purchase, return time and partner incidents.
3. Use value architecture instead of indiscriminate discounting. Adidas must have a transparent pricing structure in both countries. Germany: Maintain high performance and long-lasting value; China: include control packages, benefits and launch processes. Owner: Commercial & Finance teams. Time frame: next plan cycle. Risk: complexity or margin leakage: Metrics: margin, promotion dependency, membership repeat rate and full-price mix.
4. Make local communication accountable. Community, platform and language execution needs to be tailored locally by creative teams; evidence, disclosure and escalation records are required for every sustainability claim and performance and influencer statement. China-based processes should comply with the Personal Information Protection Law, while German operations should reflect EU platform-governance responsibilities (National People's Congress of the People's Republic of China, 2021; European Commission, 2024). Owned by: marketing, legal and customer experience. Time horizon: immediate. Risk: will not be as fast as a creative. Metrics: Disclosure compliance, complaints, consent withdrawals and correction time.
5. Manage the strategy through a balanced dashboard. Adidas should reflect on brand consistency, conversion, full-price sell through, repeat purchase, margin, returns, complaint resolution, data incidents, claim challenges and progress with supplier-remediation in a collective way. A balanced dashboard can prevent short-term sales growth from concealing deteriorating trust or control. The regional executive committee should own and review this dashboard. Operating Review: Monthly, Strategic Review: Quarterly. Risk: metric overload. The metric is a decision log with corrective action as soon as any threshold to ethics or service is violated.
[bookmark: _r5wvmze4tyva]8. Conclusion
[image: Mermaid flowchart showing a cycle from claim or activation through evidence and consent, local execution, monitoring, remediation and learning.]
Figure 2: Ethics-to-governance feedback loop
Source: Author's Mermaid chart; synthesis of the ethical controls in Section 6 and the recommendations in Section 7.
Adidas should not export a German template unchanged, but neither should it fragment the global brand. The comparison helps achieve selective adaptation, which includes the preservation of performance credibility and core identity, support for the substantiation of claims, ethical governance, and adaptation of China-facing access, digital execution, assortment, value architecture, services, and local accountability. The operating problem changes due to the changes in the legal, digital and demand conditions (PESTEL). The critical Hofstede use warns against stereotyping national averages. STP and the 7Ps transform those circumstances into paths to relevance and the entry analysis backs a staged hybrid with well-defined control boundaries. Evidence concerning products, promotion and supply-chain governance reinforces the recommendation. The judgment is still based on secondary research—they suggest a testable strategy, not measurable effects. Adaptation should be governed by Adidas based on evidence, local ability and a dashboard that recognizes the importance of profiting on trust and growing.


[bookmark: _oz6hgoquxyc7]Section 2 - Reflective account
[bookmark: _ikbq2es81ovd]9. Gibbs reflective cycle
[image: Author-created cycle diagram showing Gibbs's six stages: description, feelings, evaluation, analysis, conclusion and action plan, returning to the next learning cycle.]
Figure 3: Gibbs reflective cycle
Source: adapted from Gibbs (1988).
Gibbs's (1988) cycle structures this reflection.
[bookmark: _tu01lvtm5vsv]Description
I explored the Adidas Germany-China issue by comparing Adidas's domestic market with another host market. I started off by asking what stays the same in the brand proposition and what needs local judgement. I read academic studies, as well as Adidas disclosures, official statistics, legal sources and independent reporting. I did a comparison of what I think Adidas could do world-wide and what they could do based on local ability. The table made it more real. If a source provided a national average, I took note of this before using it as a segment or forecast. PESTEL identified external pressures, Hofstede helped question assumptions on cultural difference, STP and the 7Ps translated identified external pressures into decisions and entry-mode research was used to assess control and learning. I included ethics in the mix because claims and data, labour promises and environmental promises all impact on credibility. The evidence persuaded me that I was moving away from an either-or approach to standardisation and adaptation, to selective adaptation: maintain global performance promise but make route relevant in China. This provided my recommendations with a more solid foundation than considering them on their own merits.
Feelings
I was at first quite unsure if I was able to compare Germany and China without resorting to a shortcut of national difference. With China's size, it was almost a foregone conclusion that opportunity was there, and with the German home market, it was natural that practice was there. I knew that it's easier to explain your intended strategy with company evidence than with customer evidence. I was also attracted to a strong growth story as China looked like a commercial important market. This initial attraction made me more cautious about assuming that market size demonstrated strategic fit or that extensive platform access automatically created trust. It was easier to feel comfortable when there were independent and critical sources that challenged the company story, even if it was a bit uncomfortable to leave behind nice sounding words I didn't have evidence to back up. Then, by the end, it was a strength not a weakness to be qualified.
Evaluation
The best decisions were those that challenged assumptions, verified supporting and challenging sources, and included a marketing/gov implication at the end of each comparison. Tables were used which related conditions to decisions, not to leave PESTEL descriptive. The most difficult decisions were making a differentiation between culture and platform behaviour, not using the national averages as segments and not talking about allegations as findings. A significant limitation was the unevenness of the available evidence. Company sources were more detailed about policy and performance, and the independent sources were more robust in critiquing than in providing specific Adidas results. I had to say "no" to filling that space with assertive words. It also revealed the limitations: if there were no primary consumer evidence, I could make educated guesses about segments and behaviours that I wanted to test but I could never say that they were measured. After rereading, I realized that it was too easy to repeat the same standardisation point, so I changed it to more precise decisions of ownership, metric and risk.
Analysis
The process of working through the frameworks impacted my thinking about the marketing problem. Initially, I thought of selective adaptation as being positioned in the middle ground but, when I got to thinking about it, I realized that it wasn't a safe middle ground, but a challenging choice that demands boundaries, ownership and evidence. China is not just a place that needs localisation, rather, the marketer needs to determine which activities can be local and which cannot be local and the accountability between both sides. PESTEL was helpful to me when each of the forces would impact a choice of price, platform, data, claims or service. However, Hofstede's work helped me to ask more effective communication questions, but it also cautioned me that I can't rely on national scores as predictions as suggested by Beugelsdijk, Kostova and Roth (2017) or Kirkman, Lowe and Gibson (2006) and McSweeney (2002). With STP I was compelled to differentiate between proposed segments and measured behaviour. The 7Ps indicated to me that there is a relationship between place, promotion and process, in addition to people and data risk. The study also found that institutional conditions and capabilities are inseparable from control and performance in entry mode scholarships, as reported by Brouthers (2002) and Wan et al. (2023). I learnt that culture cannot be used as a replacement for customers' evidence rather it has to be viewed as a question of meaning and service. I learned that adding more sources does not automatically improve analysis; stronger analysis compares evidence, recognises limitations and reaches a justified decision. The ethic discussion further sharpened my judgement: The reporting of due diligence is relevant in the context of Adidas, but what the evidence brings up for Nike is why monitoring is not enough (adidas AG, 2025e; Locke, Qin and Brause, 2007a; Locke, Kochan, Romis and Qin, 2007b). Ethics became a subject of testing whether the marketing promise could be fulfilled or not. This comparison made it easy for me to justify selective adaptation more than the other two options: unconditional standardisation or automatic localisation.
Conclusion
My primary learning is that there are boundaries to be disciplined with when analyzing international marketing. I arrived at a more robust recommendation by distinguishing between confirmed evidence, company-reported, allegations and strategic inference. I now view selective adaptation as a governance decision of what is common and what needs to be learned locally and not as a "trade off" between slogans. I think I did a better job of articulating what Adidas should do AND what the evidence could not prove.
Action plan
In the future, I will make a claim to source map before writing, include a regional and city-level evidence matrix, and have primary research questions planned out before analyzing. I will make notes of dates next to current statistics; test possible ethical claims with legal and community stakeholders in my area before recommending communication. I will separate discovery metrics from trust metrics so that strong reach figures do not conceal weak service performance or unresolved complaints. An owner, evidence source, threshold and corrective action will be assigned to each metric. These will enable my analysis to be more focussed and enable me to recognise uncertainty earlier.
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Source: author’s synthesis of adidas AG (2025c; 2025d; 2025e), Brouthers (2002), Wan et al. (2023), 

CNNIC (2025), European Commission (2024), National People’s Congress of the People’s Republic of 

China (2021), Crane (2001), Gong and Jiang (2023) and Ye, Batool and Huang (2023).

 

 


image9.emf
Decision Direct capability

issue
Bre_md and High consistency
claims
Customer

Slower to scale
access
Datg and Greater visibility
service
Compliance Direct accountability

Local partner/platform

Higher translation risk

Faster reach and local
learning
Shared or fragmented
visibility

Partner risk

Recommended control

Adidas-owned global
approval

Governed local
orchestration

Defined data and service
ownership

Contractual controls, audits
and escalation









Decision 

issue

 

Direct capability

 

Local partner/platform

 

Recommended control

 

Brand and 

claims

 

High consistency

 

Higher translation risk

 

Adidas-owned global 

approval

 

Customer 

access

 

Slower to scale

 

Faster reach and local 

learning

 

Governed local 

orchestration

 

Data and 

service

 

Greater visibility

 

Shared or fragmented 

visibility

 

Defined data and service 

ownership

 

Compliance

 

Direct accountability

 

Partner risk

 

Contractual controls, audits 

and escalation

 

 


image10.emf
Source: author’s synthesis of Canabal and White (2008), Brouthers (2002), Wan et al. (2023), Poulis
(2024) and adidas AG (2025b; 2025d).
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