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Consumer goods and
SErvices companies across
Asia-Pacific face a practical
question: how much should

they adapt their strategy to
local markets?

As countries retreat into economic isolation and regional trade groups gain power
ly 2025, this issue matters more to company leaders.

We looked at what industry executives are saying and what researchers have found to
offer a clear view on this issue.




The Impact of Global Changes

The first three months of 2025 show countries turning inward. The US has added more
tariffs, triggering responses from affected countries, which has split the global economy
further. NATO countries are building up military numbers, and recent US government
statements show they’re putting national interests ahead of international teamwork.

Supply chain disruptions during recent conflicts have accelerated this retreat from global
trade. In response, companies have adopted ‘friend-shoring—relocating production to
allied nations—as a compromise between full isolationism and unrestricted globalization.
This shift in production strategy necessitates corresponding changes in how top
companies serve and engage their consumers.

2025 Economic Isolation Trends

Tariff Escalation Military Buildups
o US adding more protectionist tariffs e NATO increasing military capacity
» Affected countries responding o Regional defense alliances
in kind forming
o Diminishing global trade volumes e Security concerns driving policy
o / - /
Supply Chain Restructuring Economic Bloc Formation
o Conflict-driven disruptions » Regional trade groups
o Companies adopting strengthening
‘friend-shoring’ » National interest prioritization
o Regionalized manufacturing hubs o Reduced international cooperation
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https://www.bbc.com/news/articles/c3e4d8epdzdo
https://www.bbc.com/news/articles/c3e4d8epdzdo
https://www.dw.com/en/trade-boycott-us-products-donald-trump-tariffs-v5/a-71899620
https://wtop.com/europe/2025/03/europes-military-personnel-shortfalls-exposed-as-trump-warns-us-security-priorities-lie-elsewhere/#:~:text=NATO%20is%20encouraging%20countries%20to,to%20risk%20by%20dictating%20choices.
https://www.whitehouse.gov/fact-sheets/2025/02/fact-sheet-president-donald-j-trump-establishes-one-voice-for-americas-foreign-relations/
https://www.weforum.org/stories/2023/02/friendshoring-global-trade-buzzwords/

Why Localization Makes Sense
in Asia-Pacific

The Asia-Pacific region offers several reasons for localization because of its varied
cultures, languages, and economies. A recent study found that “for emerging global
brands from developing countries, perceived brand localness has more influence
than perceived brand globalness” on what consumers think and buy. This suggests
local brands that use their home-country identity might gain advantages over foreign
competitors.

5 Signs Your Brand Should Localize in APAC

Primary Indicators:

Stagnant Market Performance

Sales plateau despite category growth in the region

Marketing efforts yield diminishing returns compared to other regions

Rising Local Competition

Local brands rapidly gaining market share against your products

Poor Digital Engagement

Low interaction with your global digital platforms and content

4 N
Negative Customer Feedback

Products don’t meet local needs or cultural preferences
N

4 N
J

Warning Signs of Inadequate Localization:

e Brand perception mismatch e Cultural faux pas in marketing
* Regulatory compliance issues o Competitor imitation succeeding
» High return/complaint rates « Social media backlash
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https://www.researchgate.net/publication/344837952_Globalization_or_Localization_Global_Brand_Perception_in_Emerging_Markets

Cultural Needs

Sam Shih, President of Vorwerk China, points out how culture shapes business models:
“In China, we've had to adapt our sales model significantly. While Vorwerk uses home
parties to demonstrate the products in most of its markets, Chinese culture is different—
people typically only invite relatives and very close friends to their homes. So, we've
adapted by establishing cooking studios in shopping malls instead, with more than 70
now across China.”

This recognition goes beyond sales methods to product creation and digital tools. Shih
explains: “While our core products originate in Germany, our headquarters recognizes
that China demands different approaches. Take our digital ecosystem as an example.
Thermomix’s guided-cooking function revolutionized the industry, and we successfully
introduced it to Chinese consumers. But as China’s digital landscape evolved far beyond
other markets and given its unique cooking methods, our headquarters provided
exceptional flexibility and support to develop a China-specific ecosystem tailored to
local needs.”

Market Experience Factors

For luxury brands, how developed each Asian market is requires different approaches.
Clément Brunet-Moret, Baccarat Chief Executive Officer APAC, says: “If you look at the
luxury industry in Asia, we went through a phase of initial introduction into the market,
discovery of the market, and then expansion into the markets. We're now at the point
where there is a certain maturity in the markets. There are no more geographical areas in
Asia, except India, where the brands can generally develop themselves geographically.”

This maturity changes what marketing focuses on: “I think 25 years ago, customers
would buy Cartier or Louis Vuitton, the mainstream brands, for their French appeal.

This is no longer the case. What these brands are now offering is a more personalized
lifestyle based on emotional connection between the brands and the emotional needs of
the individual.”

Benefits of Localization

Better Market Entry and Brand Growth

Localization can help companies enter markets and build awareness. Vorwerk has seen
this in its Asia-Pacific growth plans, shown by buying The Mix in Australia and New
Zealand and setting up direct offices in Malaysia and Singapore.

For Reckitt, creating products locally has been key to success in China. The company
states: “Today, approximately 95% of Reckitt's portfolio in China is designed locally,
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https://www.vorwerk.com/
https://www.baccarat.com/en_cz
https://consent.yahoo.com/v2/collectConsent?sessionId=3_cc-session_e9e33f00-3d60-41a5-b960-738c93a4cbc2
https://consent.yahoo.com/v2/collectConsent?sessionId=3_cc-session_e9e33f00-3d60-41a5-b960-738c93a4cbc2
https://consent.yahoo.com/v2/collectConsent?sessionId=3_cc-session_be1ff50e-44da-431c-adbf-091c17cf8ac2
https://www.reckitt.com/
https://www.reckitt.com/media-landing/press-releases/2025/breaking-new-ground-in-china/
https://www.reckitt.com/media-landing/press-releases/2025/breaking-new-ground-in-china/

tailored to meet the unique needs of Chinese consumers with bespoke products—such
as Dettol 4-in-1 laundry pods, Durex polyurethane condoms and Move Free for joint
health supplements.”

Business Complications and Higher Costs

Localization always creates more business complexity. Each market adaptation needs
resources for market research, product development, marketing campaign creation, and
performance tracking. These investments can increase costs and reduce economies of
scale.

Researchers separate required adaptation (needed because of local conditions) from
optional customization (changes that might please local customers). Companies must
carefully decide which adaptations are truly necessary versus those that would be nice
to have, especially given current economic pressures.

Finding the Balance Between Benefits
and Risks

The challenge for global brands is figuring out exactly how much to localize. Arjun
Purkayastha, Reckitt Senior Vice President and Managing Director for Greater China
and North Asia, describes this tension: “Both products and marketing must adapt to
consumer tastes while balancing global scale with local differentiation. They should be
as distinct as needed, but as standardized as possible at the same time. Striking this
balance is key, and the pendulum shouldn’t swing too far in either direction.”

Regional Factors in Asia-Pacific

The Asia-Pacific region creates special challenges for localization because of its extreme
variety. Markets range from developed economies like Japan, Australia, and Singapore to
faster growing giants like China and India, each with different regulations, cultural values,
and consumer behaviors.

Brunet-Moret of Baccarat gives a practical example: “Take drinking glasses, for example.
Glasses are smaller in Asia than they are in the US. People drink large portions in most
US states, which is not the case in Asia. Baijiu, for example, is a Chinese delicacy. It is
often 53 percent alcohol, which is extremely strong, and thus you need to have a much
smaller glass. So, us developing glasses for this is a very good example of localization
because we understand local culture and we fit into our customers’ lifestyle.”
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https://www.researchgate.net/publication/235306948_Standardization_vs_globalization_A_new_perspective_of_brand_strategies
https://www.reckitt.com/
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Finding the Sweet Spot: Practical
Recommendations

For companies working in Asia-Pacific’s varied markets, these approaches make sense:

1. Select Where to Adapt Based on Market Size

Rather than localizing everything everywhere, companies should tier their strategy based
on market importance. Major markets worth heavy investment in localization might
include China, Japan, and India, while smaller markets might get more standardized
approaches with targeted changes.

2. Separate Core Brand Elements from Flexible Ones

Brands should clearly identify which parts of their identity must stay the same worldwide
and which parts can be changed for local markets. This approach lets companies keep
brand integrity while showing cultural awareness.

3. Use Technology for Smart Localization

Digital tools now make targeted localization easier and more effective. From Al
translation to data analysis that shows regional consumer preferences, technology can
cut the costs and complexity of localization while improving results.

4. Build Local Partnerships and Know-How

As shown by Vorwerk’s acquisitions in Australia and New Zealand, partnering with

or acquiring local companies provides valuable cultural insights and market access.
Similarly, building teams with local expertise within a global framework helps effective
localization.
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APAC Market Localization Readiness Assessment

Critical Evaluation Factors For Market-Specific
Adaptation Strategy

MARKET INDICATORS COMPANY READINESS

{ Market Growth A Resource
Rate Availability

High growth markets Financial and human
(India, SE Asia) justify capital for market-specific
more investment initiatives

0 Competitive B Organizational
Landscape Flexibility
Strong local competition Headquarters' willingness
demands deeper to adapt core business
adaptation elements

3 Cultural O Local Market
Distance Knowledge
Greater cultural Deep understanding of
differences require more regional consumer
adaptation preferences

4 Consumer D Supply Chain
Sophistication Capabilities
Mature markets need Ability to source,
emotional rather than produce, and distribute
functional adaptation locally
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The Future of Consumer Strategy
in Asia-Pacific

As global politics continues moving toward isolation and regional economic groups
gain strength, consumer goods and services companies in Asia-Pacific will likely need
to increase their localization efforts. But this must be done carefully to protect brand
identity and business efficiency.

Sam Shih of Vorwerk China sees the trend: “With the current situation and looking at the
future, I'm seeing more local adaptations. For us, this would mean localizing both R&D
and manufacturing, which would be a big change.”

Yet the basic principles of good marketing stay the same. As Arjun Purkayastha of
Reckitt notes: “It’s hard to predict what other companies will do, but failing to meet
consumer needs is rarely a good strategy in our industry.”

The most successful companies in Asia-Pacific will be those that find the right mix
between standardization and localization—keeping their global identity while showing
they truly understand and respect local markets.

Global-Local Strategy Spectrum

Global Standardization Strategic Localization Complete Localization
N N D

Global Standardization Strategic Localization Complete Localization
e Same product o Core identity o Market-specific

worldwide maintained products
o Consistent brand o Key features adapted « Fully adapted

identity e Local marketing business model
» Economies of scale approach o Local operations/R&D
o Simple operations « Balanced complexity « High complexity and

cost
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