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[bookmark: _Toc237033494]1. Introduction
[bookmark: _GoBack]Toyota Motor Corporation is a company that is located at the crossroad of two very distinct logics of the market: both a traditional market and a high-income market in Japan, and a large and rapidly expanding host market in India. That's a pretty good argument for doing a study on whether or not international marketing should be uniform and based on a single formula or should be localized and based on significantly different conditions. The strategic relevance of Toyota is also evident as it keeps on investing in India and is defending a wide range of domestic Japanese lineup (Toyota Motor Corporation, 2025). This means that the company is not applying the same standards to all markets (Toyota Kirloskar Motor, 2026a).
The report suggests that Toyota is to apply a multi-domestic approach in India and Japan but have a common core brand globally. Localisation, financing and hybrid bridge technologies are commercially significant value sensitive policy driven growth market in India (World Bank, 2026a). The strategic direction is further supported by government policies to promote the development of the automotive sector and the electrification of vehicles (Ministry of Heavy Industries, 2024). Japan is a mature market that has a higher purchasing power level and higher expectation of product quality (World Bank, 2026b). 
Another reason for Japanese consumers being more concerned with the technical credibility and process reliability is their cultural preferences (The Culture Factor, n.d.). The report is then compared between the two markets in the PESTEL and STP analysis, followed by the 7Ps analysis then an evaluation of the ethical issues, recommendations of the strategic actions and a reflection on the research process through Gibbs' Reflective Cycle.

[image: ]
Figure 1. GDP per capita comparison.
Source: India data (World Bank, 2026a); Japan data (World Bank, 2026b).
[bookmark: _Toc237033495]2. Comparative PESTEL Analysis
[bookmark: _Toc237033496]2.1 Political and legal context
Toyota is faced with different forces driving opposing agendas in the two countries. India is trying to leverage its industrial policy to boost electric mobility and local manufacturing of EVs through PM E-DRIVE and Scheme to Promote Manufacturing of Electric Passenger Cars, 2024 (Ministry of Heavy Industries, 2024). These are projects aimed at investment and expanding the local manufacturing capacity (PM E-DRIVE, 2024). The new vehicle manufacturing plant announced by Toyota in India is thus ideologically and economically aligned with the policy environment as it makes India more self-reliant, creates jobs and boosts localisation efforts (Toyota Kirloskar Motor, 2026a).
The policy context in Japan is different, as the policy is about the electrification, not attracting first wave manufacturers, through subsidies and charging infrastructure. The adoption of electric vehicles (EVs) is promoted by support provided with METI's charging infrastructure guidance. Clean-energy vehicle subsidies also spur industrial transition in a well-established regulatory framework that has a high standard for both product and process (METI, 2024). India is seen as a place where investments and chain penetration pay off, while Japan is seen as a place where technological development and adherence to well-developed market rules pay off.
[bookmark: _Toc237033497]2.2 Economic conditions
There is a significant difference between the two markets in terms of economics, so the whole marketing mix is affected. As per the data, the GDP (per capita) of India is significantly lower than that of Japan (World Bank, 2026a). The World Bank data is also comparable and shows that Japan has a much greater purchasing power (World Bank, 2026b). This implies that Toyota is not going to be able to make the same spend, finance tolerance or trade up assumptions in both markets. This is where value-led pricing, reduced monthly ownership costs and financing options are critical in India's buying proposition. The premium price in Japan will only be accepted if there are good reasons for it—the advantage of the richer specification in terms of quality, reliability and technology.
[image: ]
Figure 1: above captures the income gap that underpins Toyota's pricing strategy.
Source: World Bank (2026a); World Bank (2026b).
[bookmark: _Toc237033498]2.3 Sociocultural factors
The Hofstede's model implies that different communication styles/signals of ownership are required by India and Japan. The Culture Factor (n.d.) indicates that India has a relatively high-power distance and a relatively low uncertainty avoidance. These attributes facilitate family-centric, authority-based and aspirational communications, particularly from trusted dealers and via social proof (Beugelsdijk, Kostova and Roth, 2017). The Culture Factor (n.d.) reveals that in Japan uncertainty avoidance is higher and their long-term orientation is higher. This implies the consumers will appreciate predictability, engineering precision and detailed information about the product (Yi, 2021).
Toyota must, therefore, not count on the same emotional appeal being effective in all markets. Partly a status and security purchase, a brand message regarding dependable family mobility and resale value is commercially persuasive – in India. For the Japanese consumer, a brand message of craftsmanship, environmental protection and high standards of quality is more believable because they know the brand would not risk their own on quality and consistency. This is the kind of divergence international marketing theory would suggest would call for a local adaptation rather than a pure standardisation (WSU Pressbooks, 2019). Today, the need for standardisation and adaptation is also acknowledged in the field of international marketing (eCampusOntario, 2022).
[image: ]
Figure 2: Selected Hofstede cultural dimensions.
Source: The Culture Factor (n.d.); Beugelsdijk, Kostova and Roth (2017).
[bookmark: _Toc237033499]2.4 Technological and environmental transition
Toyota is also moving through two phases of Powertrain Transition. Businesses that are still in the process of developing, charging and EV ecosystem in India make hybrid technology a pragmatic solution as it cuts down on fuel consumption and emissions while not completely relying on infrastructure as a customer (Michael, K. V., Hungund and Fernandes, 2022). Recent studies also suggest hybrid vehicles as a good transition technology in the emerging automotive markets (Mukesh and Narwal, 2023). Further, the policy environment is more demanding for Toyota to demonstrate the technical viability and readiness of their low emission portfolio, as Japan is further advanced in electrified mobility. This transition is also backed by the latest research on the Japanese EV roadmap, which is done in collaboration with the Ministry of Economy, Labor and Communications in Japan (Regional electric vehicle roadmap and strategy in Japan based on a lifecycle optimization model, 2025).
Hybrids continue to remain a strategic focus for Toyota as it is still relevant for the future. It has been found out that about 43% of Toyota's total sales globally up to mid-2025 comprised of hybrid models (Reuters, 2025). This is in line with the idea of transitioning to electric cars instead of making a full transition to EVs. This is critical as it would help Toyota convince India with its idea of mobility at low costs, fuel efficiency, and transition to electric vehicles, while it could focus on electrification in Japan.
[bookmark: _Toc237033500]3. STP Analysis
[bookmark: _Toc237033501]3.1 Segmentation
Toyota's segmentation strategy should be significantly different in India vs. Japan. The appealing segments will be middle class urban consumers who are looking to lower running costs of their SUV's without compromising on their aspiration level in terms of look and interior or for those who are more comfortable with the SUV's but worried about the operating cost—the upper middle-class consumers. Toyota India has a multi-layered presence from the Glanza, Urban Cruiser Taisor, Innova Hycross, Fortuner, Camry, Vellfire and Land Cruiser 300 and to cater to the different classes of customers (Toyota Kirloskar Motor, n.d.-a).
Japan has a different segmentation strategy, as Toyota is not looking to enter into new market segments, but remain relevant in existing age and lifestyle, and usage segments. It sells these vehicles both domestically, including models like the Corolla, RAV4, Yaris Cross and Land Cruiser (Toyota Motor Corporation, n.d.-a). Another illustration of Toyota's attempt at meeting the mobility needs of different customer groups is its stock of products that are available in Japan, but not in other countries (Toyota Motor Corporation, n.d.-b).
[bookmark: _Toc237033502]3.2 Targeting
This would mainly focus on urban Indian families and aspirational middle and upper middle-class consumers who focus on rapid family mobility, safety, fuel efficiency and reliability of car ownership, Toyota should primarily target them. These attributes can lower the perceived risk of purchase, improve the appeal of Toyota on the part of the customer, who are thinking about the vehicle's purchase risk but also concerned about the value of the purchase in the long-term. This is very significant as financial constraints, which affect the choices of vehicle adoption made by Indian consumers, exist. (Michael et al., 2022) In addition to benefits consumers experience in practice, charging infrastructure and limitation on vehicle performance will play a role in consumer acceptance of emerging mobility technologies, and thus need attention (Mukesh and Narwal, 2023).
For Toyota in Japan, the target market strategy should be aimed at the customers who are existing and have various mobility needs. They include those who need dependable "everyday" mobility with their own car, those who prioritize convenience and dependability, as well as those who look for high-level safety and engineering and prestige. The diverse range of cars in Toyota's product portfolio further helps with this differentiation targeting strategy since Toyota can satisfy various customer needs without having price as the key selling factor for its cars (Toyota Motor Corporation, n.d.-a).
[image: ]Figure 3. Toyota India portfolio-to-segment logic.
Source: Author analysis based on Toyota Kirloskar Motor (n.d.-a) and Toyota Kirloskar Motor (n.d.-b).
[bookmark: _Toc237033503]3.3 Positioning
In India, Toyota has to be recognized as a trusted brand which has come to be known for its durability, reliability and its resale value, even if it is a premium brand. It can be located to offer reliable family mobility and fuel efficiency, safety and reduced risk of life-long ownership. In this regard, the wide range of Toyota's presence in India bolsters this assertion – from the reach of its presence in accessible & utility vehicles to that of its premium vehicles: Toyota Kirloskar Motor, n.d.-a & n.d.-b.
For Toyota to be successful in Japan, the focus must be on engineering (quality, fit and finish), convenience, advanced safety and environmental friendliness, and it's emphasis on these areas should not be about the actual price. This will help Toyota to remain relevant in various mobility needs and life stages and to strengthen customer trust in the brand. The difference between STP in Japan and India is the conversion, trust-building and broadening of the potential buying pool is more prominent for the former compared to STP primarily focusing on retention and refinement and lifetime brand management in the latter.
[image: ]Figure 4. Toyota Japan portfolio-to-segment logic.
Source: Author analysis based on Toyota Motor Corporation (n.d.-a) and Toyota Motor Corporation (n.d.-b).
[bookmark: _Toc237033504]4. International Marketing Mix (7Ps)
[bookmark: _Toc237033505]4.1 Product and price
Toyota should unify the essence of its brand and customize product features to local preferences. In India, SUVs, MPVs and hybrids are as prevalent on the road as the conditions, family usage and fuel cost are (Toyota Kirloskar Motor, n.d.-a). The Camry Hybrid page makes an explicit mention of the fifth-generation hybrid technology and powerful efficiencies (Toyota Kirloskar Motor, n.d.-b). In Japan, consumers are more demanding, and expect to see detail in specifications, usability and compactness, as well as a focus on craftsmanship and safety systems (Toyota Motor Corporation, n.d.-a). The same attention to product differentiation is evident in Toyota's product offerings in its domestic markets (Toyota Motor Corporation, n.d.-b).
The most evident adaptation lever is price. Availability of entry ladder is required in India which makes car ownership cheaper with the help of auto finance, exchange offers and trim differentiation as the price sensitivity is still relatively high and car ownership is a family decision. It is more easily accepted in Japan where the premium can be seen in the build quality, technology and after-sales reliability. This is in line with the literature that indicates that the price and place elements of the international marketing mix are two of the most adapted elements (Yap and Yazdanifard, 2014). However, there is a greater uniformity of brand identity across the global markets (Gaurav, 2008).
[bookmark: _Toc237033506]4.2 Place, promotion and service design
This should also be mirrored in distribution, which should take into account local buying behaviour. Toyota India makes dealer search, test drive booking, brochures, price lists (and purchase support through the website), prominent pages on its website, suggesting an omnichannel approach of digital + dealer-led approach to conversion (Toyota Kirloskar Motor n.d.-a). The acquisition process is more information intensive and trust-based in Japan which is better served by a highly organised dealership network, supported by digital, than in other markets (Toyota Motor Corporation, n.d-a). This is also in line with marketing literature which stresses the importance of product distribution matching the characteristics of target markets (Indiana University Pressbooks, n.d.).
Promotion should be geared towards various emotional motivations. In India, Toyota needs to emphasise on safety, family reliability, fuel efficiency and TCO, as these benefits are being seen in the context of the house. In Japan, promotion has to be more subdued and based on fact, technical quality and sustainable performance and reliability. The wider literature on international advertising indicates that the least flexible part of the marketing mix, when culture is very different is typically the promotional standardisation (Gaurav, 2008). This is especially true if there is a cultural difference between two markets, like India and Japan (Dhiman and Singh 2026).
[bookmark: _Toc237033507]4.3 People, process and physical evidence
People, process and physical evidence are particularly significant as there are high levels of involvement in purchasing the vehicle and after-sales experience contributes to brand trust. Sales and service people need to de-complicate the process and instill confidence in the first-time buyers of a premium car in India and, therefore it is not just a case of a dealership interaction being an add-on but a part of the value proposition. The Culture Factor (n.d.) argues that process excellence and noticeable quality cues are more important in Japan due to the high sensitivity to predictability and standards by consumers. This is also in line with the cross-cultural study of high uncertainty avoidant culture (Yi, 2021).
Furthermore, the production system of Toyota will help this people-process-physical evidence logic as the brand's production system is a marketing asset itself. A disciplined quality control is a key element of Toyota's production-system communication (Toyota Kirloskar Motor, n.d.-c). That's important because the customer is purchasing the car, but more importantly, the promise that owning the car will be low friction and stable (Toyota Motor Corporation, 2025).
[bookmark: _Toc237033508]5. Market Entry Strategy in India
It is best to understand Toyota's market entry strategy in India in the context of a long-term localisation strategy instead of export strategy. The company has been increasing its manufacturing capabilities and supplier base (Toyota Kirloskar Motor, n.d.-c). The new plant, which is currently being planned in Maharashtra, does indicate that Toyota continues to invest in the market, and not just as a sales outlet for a short time in India (Toyota Kirloskar Motor, 2026a). Which suggests a ‘multi-domestic' strategy with a 'global brand' and ‘local production, local sourcing, local product mix'.
It is therefore sensible to continue investing in local assembly and to increase the tier-2 assembly and localisation of powertrains in rural areas to minimise cost and regulatory barriers. This aligns with the objective of the industrial policy for India as the government is clearly looking to increase the manufacturing in India and speed up electrification (Ministry of Heavy Industries, 2024). Toyota can leverage that policy pull by being locally embedded and not relying on imports (PM E-DRIVE, 2024). It also shields the company from the ups and downs of exchange rates and allows Toyota to be more competitive in terms of affordability and service availability.
[image: ]Figure 5. India entry strategy: localisation-led logic.
Source: Author analysis based on Ministry of Heavy Industries (2024), PM E-DRIVE (2024) and Toyota Kirloskar Motor (2026a).
[bookmark: _Toc237033509]6. Ethical Evaluation
Another ethical consideration with regards to Toyota's marketing mix in India, is the risk of exaggerating the environmental benefits of hybrid vehicles, if the marketing terms are not clearly communicated. While in use, hybrids emit fewer pollutants than some petrol cars, they are not zero emission vehicles, and green messaging might not be taken as seriously as it is intended by consumers in a policy-sensitive market. Toyota's sustainability pages indicate that they know what people expect them to do to become carbon neutral (Toyota Kirloskar Motor, 2025). Toyota's disclosure in the environment section also shows its overall sustainability efforts (Toyota Kirloskar Motor, n.d.-d). But the ethical level should be greater than just sustainability statements, as consumers are becoming more and more intolerant of unquantifiable sustainability statements (Ruiz-Blanco, Romero and Fernandez-Feijoo, 2021).
Second, ethics involve accessibility. While the pricing strategy of Toyota as a premium car maker in India may be too narrow in helping expand access to mobility that is safe and efficient, it may raise the problem of inequity in mobility access. This is because mobility does not only act as a consumption good but an enabler of participation, as well. Transparency is also another important consideration identified by research to be able to gain consumer trust where the importance of measurable impact and sustainability information is much more relevant than just a mere claim to sustainability (Hossain et al., 2025). 
This means that the moral obligation of Toyota in terms of sharing its knowledge on the capabilities and limitations of a hybrid when on the road is imperative (Eyasu and Negash, 2026). Environmental communication, which is a type of communication that is clear and backed by evidence, has also been identified as one of the most crucial elements to retain consumer trust (Dreist et al., 2026).
[image: ]Figure 6. Ethical governance for hybrid environmental claims.
Source: Author analysis based on Toyota Kirloskar Motor (2025), Ruiz-Blanco, Romero and Fernandez-Feijoo (2021), Hossain et al. (2025) and Eyasu and Negash (2026).
[bookmark: _Toc237033510]7. Recommendations
Toyota should increase localisation in India by increasing the assembly of cars locally, developing the local supply base, and increasing local service capabilities as this reduces costs and increases policy alignment (Ministry of Heavy Industries, 2024). It should also be more focused on its hybrid education offering with more consumer-friendly terminology to communicate the value of fuel savings, emissions benefits and fit with infrastructure without sounding like hybrids are zero-emission (Toyota Kirloskar Motor, 2026a). Not cosmetic actions – they make it more affordable, decrease trust gaps and make the brand more recognizable for the consumer who still wants proof before paying a premium (Michael, K. V., Hungund and Fernandes, 2022).
Toyota will need to keep pushing on the craftsmanship, safety and long-term reliability aspects, and simplify the digital buying process for younger and time-challenged buyers in Japan. This would ensure that the core equity of the brand is not compromised in domestic market, and the buying process will feel more modern. In a global context Toyota must have one set of values for both markets, that is, evidence-based environmental claims, realistic, not promotional, powertrain comparisons and service promise. This is in line with the general findings in the literature on the credibility of green marketing (Hossain et al., 2025). Moreover, it is aligned with the research that emphasizes the need for transparent communication in the environment in order to gain the confidence of consumers (Eyasu and Negash, 2026). Further research also shows that it is important to incorporate sustainability claims based on evidence, as this decreases the risk of perceived greenwashing (Dreist et al., 2026).
Another proposal would be that Toyota requires having a stricter performance dashboard for the two nations. The firm needs to track its localization share, hybrid ratio, and the number of dealerships in second and third-tier cities along with customer satisfaction from the first servicing in India. It is also suggested that Toyota keeps an eye on digital leads conversion, repeat purchase intent, service cycle time, and trust in sustainability claims in Japan. A consistent dashboard will allow Toyota to keep the same strategic language, yet at the same time have some common metrics for the variables in question in both markets.
[bookmark: _Toc237033511]8. Conclusion
The comparison between Toyota's business in India and Japan makes it clear that there cannot be one standard strategy for international marketing. Even though the Toyota company enjoys a worldwide brand, the analysis indicates that there are great differences in the economic situation, culture, government, and technology development that need to be considered (World Bank, 2026a). The Indian market is a fast-growing value market in which the factors of affordability, localization, financing and hybrid cars are important in order to capture consumers and to be supported by industrial policy (Ministry of Heavy Industries, 2024). In Japan, the mature market, the purchase decision is more influenced by engineering and product quality and environmental considerations (The Culture Factor, n.d.).
However, it should be noted that according to the report, the sustainable competitive advantage of Toyota will also be due to changes in its marketing mix and ethical marketing. Being transparent about information related to hybrid technology, proving the sustainability of its promises and offering customer-oriented services will be essential for Toyota to create more trust among customers of both countries (Toyota Motor Corporation, 2025). In addition, Toyota's investment in local production, suppliers and customer digital interaction will make it possible to adapt to changes in market requirements and keep its good reputation.
In general, the most efficient strategic position of Toyota would include a combination of a consistent global image with flexible approaches to product, pricing, promotion, and distribution based on local market needs. This balance allows the company to be successful without any breach of ethical norms and customer interests. Thus, the combination of global brand consistency and market adaptability makes the best platform for sustainable development and competitiveness of Toyota in both markets (Yap and Yazdanifard, 2014).
[bookmark: _Toc237033512]9. Reflective Account Using Gibbs' Reflective Cycle 
[bookmark: _Toc237033513]9.1 Description
To prepare this report, the researcher had to conduct research in the host markets of Toyota, Japan and India, and critically evaluate the company's international marketing strategy in each market. The assignment had to go beyond merely describing the operations of Toyota, it had to involve applying international marketing theories, comparing macro-environmental factors, segmentation, targeting and positioning strategies, the marketing mix, market entry approaches and ethical considerations. I used Gibbs' Reflective Cycle as a framework for reflecting on my experience as it offers a logical structure for analysing events and identifying how to make improvements for the next time, I experience them (Gibbs, 1988). 
The amount of information was a challenge at the start of the research process. Toyota has extensive global and regional reports and government agencies, international organisations and academic researchers provide evidence on international marketing and the automotive industry (Toyota Motor Corporation, 2025). Toyota Kirloskar Motor also provides detailed information of its operations in India, and this makes it essential to be careful in choosing the most relevant evidence for the report (Toyota Kirloskar Motor, 2025).
[bookmark: _Toc237033514]9.2 Feelings
At first, I was sure that I could choose Toyota as the organisation is very well known and is present in both Japan and India. But I soon found that a comparative analysis of a developed and an emerging economy was more challenging than I thought. I was afraid if I simply pointed out the difference between the two countries, the report would be descriptive. One difficulty faced was determining which websites were trustworthy enough to be used as sources for postgraduate research, as there were many websites talking about Toyota's international operations in various ways. In order to avoid this, I have deliberately sought to focus on the official Toyota documents; government policy documents; World Bank statistics and peer-reviewed academic literature. 
This method helped to build my trust in the validity of the analysis and to use good evidence to support my conclusions. The data used for economic comparisons were from the World Bank (2026a) for India. The World Bank database (World Bank, 2026b) was used to obtain comparable indicators for Japan. The analysis of cultural differences was done in the framework of Hofstede, which was obtained from The Culture Factor (n.d.).
[bookmark: _Toc237033515]9.3 Evaluation
I think that one of the best parts of the research process was the use of a systematic approach to selecting evidence from academic and professional sources. Official Toyota documents gave much useful information on product portfolios, sustainability programs and strategic priorities, and government documents described the effect of industrial policies on marketing and investment choices made in both nations. By having multiple sources, I was able to make a more balanced comparison rather than just one source. However, I did notice one thing. Corporate reports tend to look at organisations and paint a positive picture – the weaknesses and challenges in the organisation are often understated. Without using any company documents, the report would not have been properly evaluated. 
Academic literature was thus of paramount importance to understand the rationale behind the importance of localisation, cultural adaptation and ethical marketing in international marketing success (Beugelsdijk, Kostova and Roth, 2017). The research of the contemporary era also gave more theoretical support in the evaluation of international marketing decisions in the changing global business environments (Dhiman and Singh, 2026).
[bookmark: _Toc237033516]9.4 Analysis
The most important thing that has been learnt from this assignment is that there is a need for organisations to be consistent across the world but also be responsive to the local market. Though the brand identity of Toyota is same across the globe, the implementation of marketing strategy varies significantly between India and Japan due to the difference in economic development, cultural expectations, government policies and behaviour of the customers. This strengthened my awareness that a standardised product and/or promotion is not enough for effective international marketing. Rather, organisations need to customize strategies and maintain the core values of their brand. This view is supported by literature that suggests that the competitive advantage of the organisation is greater when they position the basic brand uniformly but execute marketing in a different way in various marketplaces (Yap and Yazdanifard 2014). 
These theories were applied directly to Toyota, and as a result, I was able to learn how academic theories can be used to explain the real managerial decision that Toyota made, and not just as theories. In addition, studying Toyota's hybrid strategy showed how the ethical, sustainability and consumer expectations are increasingly shaping international marketing decisions (eCampusOntario, 2022). It was a good experience to strengthen my skills in applying academic knowledge to the real world of business and gave me increased confidence in evidence-based analysis.
[bookmark: _Toc237033517]9.5 Conclusion
In general, this report has greatly enhanced my research skills and knowledge of international marketing strategy. I learned that the quality of the work done in my postgraduate studies is more dependent on the choice of evidence that is relevant to the study and how to apply it critically than on the number of references that one can collect. The process also highlighted the need to combine theory and evidence from the organisation to draw well-supported, balanced conclusions. Most significantly, I gained a greater sense of being able to differentiate between descriptive writing and analytical evaluation, both of which are important in the creation of high-quality academic reports (WSU Pressbooks, 2019). I also developed an understanding of the use of segmentation, targeting and positioning to approach strategic decision making in different ways in various international markets (Indiana University Pressbooks, n.d.).
[bookmark: _Toc237033518]9.6 Action Plan
I will be enhancing the research process for future assignments by using a wider variety of independent market research, customer surveys and industry reports as well as the official company publications. This would give a fairer and more equitable picture of the organisation's performance and help to minimize dependence on corporate sources. I will also work on strengthening the link between analysis and recommendations, taking a more clearly defined chain of decision making that puts in place connections between market conditions, their strategic implications, the actions recommended and measurable performance outcomes. Lastly, I will spend more time comparing the academic viewpoints of the competing theories before choosing the most suitable theories for analysis. These skills will enhance my academic work and knowledge and make it more relevant to my future plans in international marketing and strategic management, as well as aiding my future professional development (Michael, K. V., Hungund and Fernandes, 2022).
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