Japanese Cross-cultural Management in Indian Business-to-Business Marketing Situa-

tions: A Study of Evolving intra-Asian Differences in Cultural Values

Abstract

Purpose: Extensive research has been conducted on cross-cultural comparisons between East-
ern and Western organizational cultures in major trading domains. However, there is a lack of
examination of intra-comparative management nuances within Asian regions. This research pa-
per focuses on the under-explored topic of the values, beliefs, and attitudes (VBAs) that influ-
ence the outcomes of East Asian (e.g., Japan) marketing strategies and operations when imple-
mented in South Asian (e.g., India) markets and organizational contexts. The study aims to ana-
lyze the impact of VBAs on marketing effectiveness and provide insights for marketers in cross-
cultural settings. The article analyzes the customer satisfaction orientation (CSO) of Japanese
business executives and draws insights that offer lessons related to cultural VBAs for overall
marketing strategy and foreign investors.

Methodology/ approach: The paper employs a social constructivist paradigm and gathers em-
pirical research through multiple interviews. These facilitate novel and normally rare access and
insights into Japanese business leaders’ lived experience of CSO in B2B Indian intercultural situ-
ations.

Findings: Interpretivist data analysis reveals several push-pull factors that influence CSO prac-
tice. The research identifies shared values such as long-termism and harmony that have the po-
tential to boost CSO as a marketing strategy in India.

Research implications: The paper develops a conceptualization of cultural VBAs that lead to suc-
cessful CSO practice in India and is of relevance to foreign investors.

Practical implications: This study suggests that East Asian marketers should carefully consider
the impact of VBAs on their marketing strategies. Our research sheds light on the ongoing dis-
cussion on static versus evolving nature of culture and highlights the need to pay attention to
cultural change, particularly congruence and confluence in workplace values.

Originality: The intercultural study contributes to the literature on international marketing
strategy by highlighting the nature and importance of understanding traditional and evolving
cultural VBAs for appreciating receptivity to adoption and thereby efficacy of home country
marketing strategy.
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1. Introduction

Though Japan and India both locate within the vast area denominated as ‘Asia’, the intra-compar-
ative cross-cultural management (CCM) nuances that may exist within, and between, such Asian
cultures, though long-identified (Iacobucci & Onyemah, 2015), remain under-researched. This is
especially the case concerning East Asian (e.g., Japanese) and South Asian (e.g., Indian) contexts,
and furthermore, within these particular domains and sectors, for example, cross-cultural manage-
ment and marketing settings. As Japanese multinational enterprises (MNEs) continue to seek re-
turns through geographic diversification (e.g. Kawashima, 2020), India’s allure heightens (Belk,
2021; Nayak, 2019). Not surprisingly, Indo-Japanese Business-to-Business (B2B) constitutes a
substantial and growing sub-sector. The number of Japanese businesses in India has grown almost
three-fold to approximately 1,500 companies in the last decade (Embassy of Japan in India, 2023).
Therefore, this extensive market region is of national and international importance and encom-
passes Japanese companies which are manufacturers of industrial products (e.g., ball bearings) as
well as consumer products (e.g., shoes, cars etc.). These firms and markets frequently deal with
business buyers in B2B situations, which are different from normal consumer (Business-to-Con-
sumer - B2C) marketing, inter alia in terms of the close working relationship of the seller and
buyer (cf. Yu & Pysarchik, 2018). Nevertheless, despite India’s economic growth, many foreign
investors are finding it difficult to make money in India (e.g. Kondo, 2024; Saranga, Mudambi &

Schotter, 2017). Part of the complex challenge is the cultural adaptation and adoption of their



management ways for the Indian local cultural context (Varma et al., 2024). By way of example,
Ashta (2024) points to the cultural problem of the perceived longer decision-making process of
the Japanese for product development. In terms of classical CCM theory this longer decision-mak-
ing culture is often attributed to the Japanese proclivity for uncertainty avoidance (Hofstede et. al.,
2010).

However, the present argument recognizes that while some perspectives on culture lean towards
relatively categorized and static representations of culture (for instance Hofstede, 2007; Inglehart
and Baker, 2000; Kotabe, 2020), other studies render culture in business and wider contexts as
constantly evolving (Lichy and Stokes, 2017) - especially when the contemporary workplace is
considered through the lens of everyday life (Nidumolu, 2013; Trompenaars and Hampden-Turner,
2020). In addition, we recognize from Trompenaars and Hampden-Turner (2020) the geographical
(spatial) contingent nature of culture and infer that home country values (i.e., Japanese values
underlying Japanese culture) might manifest and adjust differently in Japanese marketers away
from home geographical settings, such as expatriate relocation to India. We agree with Mintz et
al. (2022) on a national level customer orientation, and we propose that degree of cultural affinity
(i.e. congruence or incongruence) and propensity—especially national foundational components
of values, beliefs, and attitudes (VBAs)—can exert a strong influence on driving the implementa-
tion of home country marketing strategy. Furthermore, we recognize that the culture actually ex-
perienced in the intercultural context could variously both facilitate or impede, the infusion of the
culturally derived home country marketing strategies in Indian settings. Consequently, we suggest
that a social constructivist phenomenological approach to evaluate how cultural influences mani-

fest in these lived experiences (Sanders, 1982; Van Maanen, 2011) and how this is pertinent to



understanding actors’ (marketeers’) perceptions of cultural phenomena in Indo-Japanese contexts
(Belk, Ger and Askegaard, 2003).

The deeply embedded Japanese differentiating marketing strategy of ‘focusing on the cus-
tomer’ is well-recognized (Kotabe, 2020; Trompenaars and Hampden-Turner, 2020), and, herein,
we refer to this intensive alignment as customer satisfaction orientation (CSO). While an exten-
sive body of literature exists on Japanese CSO and in Western (developed economy) settings
(Elger and Smith, 2010), it has been generally under-commented in Indo-Japanese cross-cultural
contexts. Moreover, following an individual lived experience (micro-foundational) VBA ap-
proach (Stokes et al., 2016), we understand that VBAs operate at an important confluence be-
tween individual and corporate behavior linked to the performance of customer satisfaction. In
view of the above, we ask:

How do cultural VBAs manifest in the lived experiences of Japanese business leaders in
intercultural CSO contexts at their Indian subsidiaries?

Answering this exploratory cross-cultural research question (RQ) is timely and pertinent be-
cause, while China and Japan have remained broadly consistently authentic to their traditional
cultures, India’s workplace values have been taking a Western turn for some time (Ashta et al.,
2018; Chakraborty, 1991). For instance, the Chinese construct of Guanxi reportedly remains an
enduring and integral part of Chinese management culture (Yang and Wang, 2011); and, similarly,
the importance of culture to Japanese relation-specific skills continues in contemporary times
(Saeki and Horak, 2014). Thus, while East Asian countries, as instantiated by China and Japan,
maintain traditional values, it is not widely considered how this may impinge on Japanese market-
ers’ strategic behaviors when operating in South Asian situations, like the transforming India con-

text.



The remainder of the paper progresses as follows: we begin with a literature review investigat-
ing CSO in Indian and Japanese contexts; we then establish our research methodology; proceed
into data analysis; and, present the findings. The work ends with a discussion of the findings and

presents implications, limitations, and conclusions.

2. Literature review

Our review progresses in stages. We first draw on cross-cultural management theory to set up the
theoretical background for a Japan and India comparative evaluation related to CSO. Next, we
delve into the historical philosophical underpinnings of the respective cultures. Finally, we con-
sider contemporary Japanese and Indian management scholarship to bare and highlight the im-

portance of the RQ.

2.1. Cross-cultural management theory: A comparative cross-national evaluation.

CCM studies may be categorized into three types: unicultural, which looks at business
cultures in their home country; comparative, which compares culture, usually across nations, and
intercultural which deals with the interaction of persons from different nations (Adler, 1983b). We
infer that it is an intercultural study that would be most relevant to our RQ; however, in the absence
of extensive existing intercultural research, following Bird and Mendenhall (2016), we turn to
comparative literature for heuristics guidance (Patel, 2016). In the comparative CCM category, we
review the Hofstede framework (Hofstede, 1983; Hofstede, Hofstede and Minkov, 2010), because
it is the most widely cited and impactful seminal work (Bird and Mendenhall, 2016; Romani et al.,
2018), whilst remaining mindful of well-cited caveats (see McSweeney, 2002). Though there are

more recent frameworks for understanding national dimensions of culture such as GLOBE (House



et al. 2004), we elect the Hofstedian framework because it continues to be praised by scholars of
international business (e.g., Tomas et al., 2022), international marketing (e.g., Yang & Gabriels-
son, 2018; Yu & Pysarchik; 2018) and CCM (e.g., Barmeyer et al., 2019).

For his comparative study, Hofstede (1983) surveyed over 100,000 employees at IBM of-
fices across the globe to identify four dimensions of national culture; later a fifth and sixth were
added. These six dimensions - power distance, individualism, masculinity, uncertainty avoidance,
long-term orientation (LTO), indulgence - form the basis of an India-Japan comparative analysis

seen in Table 1. (see also Exhibit 1 for details of generating these inferred predictions)

Insert Table 1 here

Three points need to be noted here, with respect to the comparative study reviewed. First,
due to inter-dimension impacts, it would be insufficient to judge an innate propensity to CSO based
on a single dimension. As an example, it was Hofstede noted that masculinity in Japan was tem-
pered by a tendency towards moderate collectivism (Hofstede et al., 2010). Second, the relative
degree of contribution of each dimension towards a CSO remains unmeasured. By way of example,
the predictions of Table 1 do not indicate which, uncertainty avoidance or LTO, contributes more
to CSO. Nevertheless, a Hofstede comparative summary advances a general heuristic understand-
ing of a disparate push-and-pull and the contribution of the different dimensions. Figure 1 captures
the prediction offered by the Hofstede framework in Table 1, in terms of congruence (facilitating

forces) and incongruence (impeding forces). Though both India and Japan are located in Asia, the



Hofstede-enabled visualization of Figure 1 leads to a prima facie perspective that Japanese busi-
ness leaders’ CSO in an Indian intercultural context will be impacted by a combination of facili-

tating and impeding forces.

Insert Figure 1 here

The third point is that though the Hofstede comparative framework has provided a useful
lead with respect to the general objective, nevertheless, what remains elusive with respect to the
RQ is an intercultural understanding of the lived Japanese business leaders’ experience in India.
And this is especially so in the context of CSO and the underlying VBAs — the latter serving as
micro-foundations for a culture’s national dimensions (Foss and Pedersen, 2019). The study now
turns to consider the important origins and roots of Indian and Japanese VBAs (Ronen and Shen-

kar, 2013).

2.2. Historical spirituality angles on Indian and Japanese VBAs

Indian VBAs originate from the Vedas inspired traditional' Upanishads. Therefore, fol-
lowing that: “dominant religion is a valid proxy for culture because religions are a primary source
of moral injunctions and beliefs” (Siegel, Licht and Schwartz, 2011 p. 623) accordingly, use of
Upanishadic philosophy as being representative of traditional Indian values is appropriate. Simi-
larly, though Japan, too sees a multitude of religions observed (i.e. Shinto, Buddhism and Confu-
cianism), Buddhism constitutes the major religion influencing management practice (Barkema et

al., 2015). Japanese Buddhism traces its roots to Indian Upanishads (e.g. Ashta 2021; Nakamura,

! For the purpose of this paper the term traditional Indian philosophy refers to the philosophy enshrined in the Upan-
ishads, and the Bhagavad Gita.



1964/1991). Furthermore, parallels between traditional Indian philosophy and contemporary Jap-
anese management (Ashta et al., 2018), point to a potential for cross-cultural marketing facilitation
in India. Such potential parallels auger a plausible inference on expected similarities in the spiritual
values underlying Indian and Japanese cultures (Ronen and Shenkar, 2013).

Turning to specific VBAs, the injunction Atithi Devo Bhava in Sanskrit (translates to ‘treat
your guest as God’) can be found in the Taittiriya Upanishad (one of many Upanishads). Equally,
in Japan, the customer is God (McCreery, 2001; Winsted, 1999) — ‘The spoken Japanese word for
customer is Okyaku-sama, which also translates as “honorable guest.”” (Laroche et al., 2004: 75).
Therefore, one might understand a Japanese marketer (sic: East Asian marketer) finding common
understandings of ‘customer’ and ‘guest’ in India settings (Ghosh and Khatri, 2018; Kelkar, 2010).
Indeed, Chattopadhyay (2012) explicitly asserts: “Indian philosophy regards work as worship and
the customer as God himself. Serving the customer is equated with serving God” (p 116). There-
fore, it can be reasoned that the supremacy accorded customers is a ‘traditional’ value common to
the two nations’ cultures.

A second VBA of relevance to Indo-Japanese contexts is ‘harmony’. This is an important
spiritual value in the Indian context (Das, 2014; Prabhavananda, 1962/2013) and it is also an inte-
gral value of Japanese business (Hall and Hall, 1990; Hampden-Turner and Trompenaars, 1997,
Hatvany and Pucik, 1981). By extension, Stokes et al (2016, p 45) also found empirical evidence
of the concept of harmony functioning even among British employees at a Japanese manufacturing
subsidiary in the United Kingdom, indicating potential portability of this value to, for example,
non-Indo-Japanese settings.

Finally, exploring the underlying common Indo-Japanese VBAs, Chung, Sternquist and

Chen (2006) noted that Japanese cultural value of harmony led to the adoption of a long-term
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orientation, which in turn was an antecedent to trust and customer satisfaction (Ndubisi and Nata-
raajan, 2018). In relation to long-term thinking, Mahadevan (2008), noted in the Bhagavad-Gita’
(identified by scholars as the spiritual essence of the Vedas and Upanishads (Narasimhan, Bhaskar
and Prakhya, 2010; Prabhavananda, 1962/2013, Reddy, 2012)) - a dialogue-style between the
teacher Krishna and the disciple Arjuna. The first lesson to Arjuna is to train his mind to a notion
of time that is essentially long-term. Thus, a third important underlying VBA, long-term orienta-
tion, is common to India and Japan, and anticipates that Japanese CSO could be practiced readily
in the Indian context.

Thus, in sum, in terms of VBAs, at the most historical level, in both India and Japan a
reverence can be seen for the customer, harmony and long-termism VBA-informed individual val-
ues that drive CSO (Sousa and Coelho, 2013). The next stage of the argument presents a contem-

porary management and organization perspective in relation to India-Japan CSO congruence.

2.3. Contemporary Japan—India management and organization view

The term “Japanese Management” has commonly been associated with human resource
practices (Hatvany and Pucik, 1981; Olejniczak, 2013; Ouchi, 1987) including, for example: life-
long employment; consensual decision-making (nemawashi); and seniority-based pay. However,
as Endo, Delbridge and Morris (2015) point out, with the waning of Japanese economic dominance
on the global scene (post-1990s national economic troubles onwards), the benchmark status of
such practices has diminished. Meanwhile, Wang (2009) commenting on contemporary Japanese

corporations and leaders at the CEO level noted: “Corporate value-orientation is usually formed

2 A sacred text, the title Bhagavad Gita translates literally as the Song of God (Prabhvananda & Isherwood,
1944/2002). Recognizing that it embodies the essence of the Vedas and Upanishads, it syllologically follows that it,
too, represents traditional philosophy. The Bhagavad Gita is commonly equated with The Holy Bible of Christianity
and the Holy Quran of Islam



through top-down processes, initially in the mind of the top leader, and gradually shared and spread
out by employees” (Wang, 2009 p. 2). This examination of 152 companies from the electrical
machinery sector revealed that the leading value-orientation in the corporate management philos-
ophy of the companies studied was customer orientation (Wang, 2009). More specifically, recog-
nizing the more contemporary association of “Japanese management” with marketing strategy
CSO, Poropat and Kellett (2006) usefully proposed links with spiritual VBAs:

“... the examination of the spiritual assumptions of Japanese culture seems to have quite

specific implications. It may prove useful for future cultural researchers to consider ana-

lyzing underlying spiritual assumptions for compatibility with management philosophies

as a way of predicting the outcomes”. [Emphasis added] (page 15)

Meanwhile, Indian VBAs- in the contemporary workplace are discernibly evolving. It is
sometimes said that traditional Indian VBAs are ‘checked-in to the locker room’ as one enters the
corporate environment (Nidumolu, 2013) and Srinivas (2012) suggested that workplace Indian
business leaders VBAs are influenced by Westernized modern academia. Consequently, he con-
trasts that while the Japanese manager appears to remain authentic to traditional VBAs, the Indian
manager increasingly seeks the West as a referent. Indicative changes in Indian VBAs include
transitions: “from selflessness to selfishness, patience to haste and humility to arrogance”
(Chakraborty, 1991 p. 139). Another evolving VBA pertains to the strong work ethic espoused in
traditional Indian philosophy (Bhagavad Gita, Prabhavananda and Isherwood, 1944/2002: 46). In
contemporary Indian society, while work may be valued if part of a positive, personalized rela-

tionship, generally speaking Indian culture can also be prone to rest and relaxation (Ranjan Kumar
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and Sankaran, 2007). This contrasts with Japanese society which retains a diligent work-orienta-
tion prescribed by Buddhism (Olasky, 2004), and a thrust for continuous improvement — a CSO
quality. Thus, common Vedic-Buddhist influences would indeed facilitate Japanese business lead-
ers’ CSO in India, though there may be impeding forces too. Therefore, this issue requires empir-
ical exploration of Japanese business leaders’ CSO perspectives in Indian intercultural contexts
and whether they are likely to be impeded by differences between traditionally espoused and con-
temporary VBAs of the Indian workplace.

Finally, it is important to consider how Japanese business leaders view feasibility of carry-
ing VBAs over to an Indian environment. Varma et al. (2015) studied three alliances formed by
Japanese companies in India and found that, even in the Indian context: ‘from the Japanese point
of view, the service to the customer is the center of all activity and becomes the central focal point
of all decision-making’ (p 436). We infer Japanese (East-Asian) business leaders’ predilection
towards implementing (Japanese) home country marketing strategy (sic: CSO) in South Asian
markets, such as India. One example of successful implementation of Japanese CSO is found in
Maruti Suzuki (Joshi, 2010), a Japanese automobile manufacturer’s joint venture in India. In the
auto-industry, traditionally dealers are where end customers purchase their vehicles. Joshi explains
that dealers who previously used to drive the cars from the factories to their showrooms effectively
delivered cars with up to 500 kilometers on the clock. Maruti introduced the practice of special
trailers to deliver cars to dealers so that customers could be given truly brand-new vehicles. A
second CSO action was to reduce prices of spare parts to facilitate the car’s positioning as a low
maintenance vehicle. These are just two customer satisfaction creating actions, illustrative of a
Japanese-influenced CSO that propelled Maruti to enjoy over 50% market share in a major global

automotive market. It must be caveated here that not all Japanese CSO actions are perceived
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warmly. By way of example, the world automotive leader Toyota had to withdraw its Yaris car
model from the Indian market because it did not resonate with customer perceptions of value for
money (Nag, 2023).

In summary, by drawing on historic common VBAs of Japan and India and reviewing the
development of CSO-related literature and their application to Japanese and Indian business and
marketing contexts, an emergent discussion of the role of traditional VBAs can be observed. This
remains primarily conceptual, though, as indicated, there is some emerging evidence of successful
practice. It is therefore felt that the issue of the underlying values, and their antecedence to suc-
cessful practice, would benefit from stronger empirical examination and the next section of the

discussion outlines a methodology with which to generate empirical data.

3. Methodology
3.1. Research design

Following a social constructivist epistemology, we deployed an inductive phenomenolog-
ical paradigm (King, 2012; Sanders, 1982) fitting to the topic under study and the nature of the
research question (Knight et al., 2022). The choice of using an inductive methodology in this re-
search derives from the theme under study and the exploratory nature of the research question. The
theme, Japanese CSO receptivity in a South Asian (Indian) intercultural situation, remains a rela-
tively novel idea. Additionally, in terms of the research question, the impinging of VBAs on a
manager’s lived intercultural experience defies a standardized framework (Bird & Mendenhall,
2016) as explained above. Inductive methodology is useful for addressing such novel ideas and

difficult-to-measure constructs in “unexplored settings” (Eisenhardt, Graebner & Sonenshein,
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2016: 1119). Additionally, when prior theory is absent or limited, inductive methodology is useful
for theory building (Pratt, 2009).

We understand that the phenomenological paradigm defies a precise methodology (vom
Lehn, 2019): it is a “broad stream with many currents” (Sanders, 1982 p. 354). Nevertheless, the
phenomenological paradigm’s research methodology puts at its core the study of ‘lived experi-
ence’ (Sanders, 1982, Van Maanen, 2011; vom Lehn, 2019) - useful for addressing novel ideas
and difficult-to-measure constructs (Sanders, 1982) such as CSO and VBA, and thematic analysis
of interview data is a useful method in this regard (Cassell and Bishop, 2019). Previous research
on difficult-to-measure phenomena using such thematic analysis of lived interview data (e.g.,
Chatrakul Na Ayudhya et al., 2019; Kakabadse et al., 2018) provides evidence on the successful
use of our chosen methodology in kindred research settings.

Our research design also considered the appropriate unit of analysis. Of course, culture
operates at various levels inter alia: national, organizational and individual. We chose to conduct
the study at the individual leader level for two reasons. First, regarding CCM, Adler (1983a) high-
lights the significance of the individual experience as follows:

‘Cross-cultural management deals with traditional organizational behavior
issues ... concentrating primarily on the micro level - the study of the people
within organizations - rather than on the macro-level - the study of the or-
ganizations themselves.” (p 7)

Second, it is long recognized that it is leaders who play a significant role in setting the tone for
their organization’s culture, including a customer orientation (Ifie, 2023; Wang, 2009). Hence, the
use of individual leader as the unit of analysis, and a study of leaders’ lived experience in the field

is appropriate to address the purpose of this paper.
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Finally, our research design is compatible with the research team’s competencies. One
team member has extensive experience working in Japanese companies (as manager and CEO at
the Japanese major subsidiary level) and is fluent in Japanese, and another has conducted signifi-
cant research with Japanese companies boosting capacity in the situation/ data interpreting ability
(cf. Sanders, 1982) within the team. These points reinforced our conclusion that an interpretivist

approach specifically, and our research design in general is well-suited for this study’s purpose.

3.2. Data collection and analysis

The study followed ethical standards of our institutes and informed consent was obtained
from all participants. Free-flowing interviews were deployed to investigate empirically what un-
derlying VBAs drive (impede or facilitate) the CSO of Japanese business leaders in India. We
followed guidance from the phenomenology literature that: “sufficient information may be col-
lected from three to six individuals™ (Sanders, 1982, p. 356), and commensurately in-depth inter-
views were held with six senior Japanese business leaders - CEOs or project leaders - who have
operated in the Indian B2B environment to gain insights from their lived experiences. The respond-
ents chosen had two or more years of experience with India to ensure sufficiently long-term inter-
action enhancing the depth of experience and sufficient acculturation (Belhoste and Monin, 2013).
Two years is the minimum time required to be certain of completing a financial year, and therefore
related full profit responsibility, a measure of significance to senior leaders. The respondents’
background is shared in Table 2. Moreover, and importantly, these constituted ‘elite’ interviews
and therefore access was rare and difficult to negotiate and secure. Consequently, when dealing

with elite interviews, sample size will always be concentrated (Moore and Stokes, 2012; Kraus et
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al, 2023). Robustness was facilitated by the information power of the senior business leaders in-

terviewed (Malterud et al., 2016).

Insert Table 2

The lead author, bilingual in Japanese, personally met each of the respondents in Delhi or
Tokyo. First the research imperative was explained in Japanese to motivate the respondents, in line
with Lehu (2004). As such, there was a degree of social capital (Putnam, 2000) and extant rela-
tionship building between the participants and the interviewer that guarded against superficial re-
sponses (leveraging the relationship-orientation of Japanese to commitment, cf. Hofstede, 1983).
Explanation was made of the general intention of the research: to facilitate success of foreign in-
vestors in India. “What could it take to succeed in organizations in India?”’ is a common frustration
they too had puzzled over, and quickly empathy was generated towards the objective of our re-
search.

Allowing business leaders to use their native Japanese facilitated sharing of experiences
(Schedlitzki et al., 2017). Japanese transcripts were translated and back-translated (Brislin, 1986)
between Japanese to English to facilitate understanding of the data by co-authors not familiar with
Japanese. Initial probes and lines of questioning are mentioned in Exhibit 2. Complementing face-
to-face meetings, follow-up was done through email exchange. Further, and especially during the
pandemic, the lead author could access the respondents through video-enabled calls to check on
clarifications required at subsequent translation or analysis stages.

To examine the interview data, given that the study follows a social constructivist episte-

mology, we were mindful to use organic thematic analysis, as opposed to positivism-influenced
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thematic analysis of qualitative data that are concerned with issues of thematic saturation, and
generalizability (Braun and Clarke, 2016; King 2012; Sanders, 1982). Following Stokes and Wall
(2014), given the interpretive phenomenological approach of this exploratory research, and espe-
cially the high-status level of the respondents, convenience sampling was used. All respondents
were known to the first author through previous professional interactions in the Delhi area; the
responses could be therefore tainted. On the other hand, such researcher-respondent familiarity
facilitated the repeat interview process facilitating a cross-check on consistency of what the re-
spondents were reporting (Schaefer & Alvesson, 2020). The data offer abundant vignettes to draw
inferences that can help assess how CSO practice is influenced in the intercultural setting.

To examine the interview data, we were mindful of using organic thematic analysis, as
opposed to positivism-influenced thematic analysis of qualitative data that are concerned with is-
sues of thematic saturation, and generalizability (Braun and Clarke, 2016; King 2012; Sanders,
1982). The data set was manually examined and re-examined following Sanders’ (1982) phenom-
enological taxonomy of objective facts and their correlated subjective reactions and meaning-mak-
ing, and subjected to the researcher’s intuitive and reflective interpretation to arrive at the “es-
sence” of meaning. The reliability and validity of data generation and analysis were reinforced by
members of the authorial team individually assessing the plausibility of the interpretations offered
by the first author and making adjustments through discussions of the manuscript drafts. Below
we offer a set of findings from this theory-driven constructivist thematic analysis (Braun and

Clarke, 2012) and we present the plausibility of the interpretivist process.
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4. Findings

This exploratory study is a response to the gap in scholarship on how cultural VBAs are
experienced in intercultural interactions influencing the implementation of East Asian marketing
strategy, more precisely, Japanese B2B CSO in India. It explores this objective by examining the
extent to which common Indian and Japanese traditional VBAs surface in Japanese business lead-
ers’ organizational lived experience in India in the context of CSO practice in contemporary times.
In the spirit of this exploration, the research seeks to develop an interpretive understanding con-
textualizing its approach in relation to prior pertinent scholarship which developed a number of
perspectives. The empirical data collected respond to these perspectives, and with respect to driv-
ing Japanese CSO in India, our analysis reveals a combination of impeding and facilitating forces
operating through VBAs congruence of Japanese lived experience in India and also impeding
forces emerging from incongruent VBAs. Such theory-driven thematic analysis (cf. Braun and
Clarke, 2012 for the deductive driven portion of constructivist methodology) is found in prior
marketing research (e.g., Koponen and Rytsy, 2020). Our findings that correspond to our literature
review are reported below first the findings of impeding forces followed by findings of facilitating

forces.

4.1. Impeding forces (frustration from VBAs incongruence)

Despite common cultural foundations (Ashta et al., 2018) Japanese business leaders in In-
dia encounter a difference in opinion of what is considered reasonable for achieving customer
satisfaction. As a result, they face challenges in introducing and implementing the values that

would help replicate their world class service levels. All interviewed Japanese business leaders
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expressed frustration with low customer orientation in Indian business environments, which can

be identified in their Indian colleagues’ internal interface as well as the client external interface.

4.1.1. Colleagues interface challenges

In trying to introduce CSO Japanese business leaders had to manage expectations of their
Indian colleagues which were often quite different from what they were used to in Japan. Such
differences can be seen in the use of contrast-laced phrases such as: “However, my Indian col-
leagues...” (HI). While the Japanese tend to foster harmony, Indians tend to be assertive (Vijaya
and Tiwari, 2010). This would create hurdles, and indeed such differences were expressed in em-
pirical evidence. As explained by respondent YI:

‘In organizations where many people gather, there are many cases where opinions and
ideas are varied. In such cases, in the spirit of "harmony" sometimes the ego is abandoned
and everyone cooperates and works towards a common goal. Especially in India I think it
is very difficult to create sense of unity by applying such Japanese-style harmony’. (Y1)

Such narratives show the difficulty experienced by the Japanese business leader in creating
the sense of unity and harmony, and accordingly our interpretation that this is an expression of
experiencing cultural difference, which in ‘essence’ is an impeding force for the phenomenon un-
der examination. Furthermore, we find that Japanese business leaders’ experience an interaction
with Indian colleagues that is non-yielding. As revealed by respondent HI:

‘Indians are highly self-assertive and cannot accept a situation where they are disadvan-
taged.” (HI)

These comments illustrate what may be interpreted as challenging experiences by the Jap-
anese business leaders in terms of getting Indian colleagues to yield personal advantage. This

would be prerequisite to accepting the underlying tenet of “customer is God”. Even though the
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Japanese marketer might speculate it to be part of Indian traditional culture based on extant litera-
ture (Chattopadhyay, 2012), counterintuitively, this attitude is not experienced in the contemporary

Indian workplace by some Japanese business leaders, which makes it challenging for them.

4.1.2. Customers’ interface hurdles

Similarly, Japanese business leaders experienced hurdles on the customer interface, too.
Respondents often expressed incompatibility: “Could not establish give-and-take relationships”
(YI), “rather than hospitality, the image is more like groveling before a king” (KTK), which are
evocative of VBAs incongruence and may be interpreted as corresponding to frustration. In some
cases, this lost business. The Japanese business leaders interviewed indicated foundational level
issues with values as shared by respondent SS:

‘Sometimes there are companies that are exploitative. It is our responsibility to assess the
other party’s thinking. It is difficult for us to build relations with such companies, when we
strive for coexistence and co-prosperity honoring harmony’. (SS)

Placing great importance on fundamental values, Japanese business leaders distinguish
‘right’ from ‘wrong’. In a sense, they do business with carefully selected clients who display God-
like attributes that would justify “Customer is God” thinking, and by concentrating on the right
customers, they can ensure the right kind of CSO for which they strive. Thus, in our analysis,
respondents highlighted differences in cultural VBAs of the Indian counterpart as hurdles. Con-
versely, and closely related to the research question (on how VBA’s surface), it can be seen that

when Japanese business leader cannot build relations it impacts negatively on the business.
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4.2. Facilitating forces (fulfillment from values congruence)

4.2.1. Traditional VBAs backing home country CSO

Belief in the importance of the customer is a micro-foundational step towards developing a CSO.
Consistent with literature (Laroche et al, 2004; McCreery, 2001), Japanese business leaders in
India also displayed a mindset of the divine nature of the customer, expressing: “I think that [ am
going too far with the expression, but there is a Japanese proverb, Customer is God" (YI). As
explained by respondent SS:

‘The expression, “customer is God” is quite common in Japan, especially among Osaka
merchants in the Kansai area. I too am in full agreement with this feeling’ (SS)

The importance of long-term orientation in the context of CSO is established in extant
scholarship (e.g., Waal, 2012) and this was also found in the data set. Respondents expressed that:
“weight is placed on sustaining a long-term relationship with the customer” (TM), As elaborated
by respondent KTH:

‘We do not think of one time only business deals, or in other words, we do not run away.
This is a concrete example of corporate culture that adheres to concepts like, “spirit of
challenge”, “do what you say” and “customer first”. We have a long-term customer, Com-
pany SD. With a focus on their long term plans we see how we can contribute and thus we
too can get good business — this is of fundamental importance I believe’ (KTH).

Moreover, an underlying value of Japanese-style CSO is harmony (Hampden-Turner and
Trompenaars, 1997). Significantly, harmony is a state achieved between two or more parties. There
was a plethora of references to harmony by the respondents, for example: “I could feel strong
rapport when working with the Organization N and Institute M teams” (KTH) and: “when shaking

hands with my Indian counterparts at my farewell, I could experience a never-before crescendo of
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fellowship” (SS). This importance of harmony between seller and buyer was confirmed by re-
spondent KTK:

‘Customer is God”, “Customer is self-important”, The customer also understands the
seller’s mentality, and that is the Japanese way that gives rise to harmony.” (KTK)

How to achieve harmony was described by HI:

‘I think ‘harmony” is achieved when everybody puts in their best effort to help each other
achieve jointly agreed goals, which are decided based on exchange of opinion and discus-
sion on the optimum path.” (HI)

There were fulfilling experiences too. As mentioned by YI drawing on his lived experience:

‘I interacted with many people in India. Buddhism has its origins in India, and together
with the fact that it is a polytheist society I often felt that the people’s mentality is quite
close to that of the Japanese. Going forward I think people can understand the concept of
harmony. However, in society this is a method to build team spirit, and the possibility is
higher when the members can choose. Within white collar workers in India, we could cre-
ate harmony by sharing about problems and issues in regular meetings.’ (YI)

These findings at the VBA individual level—harmony, customer is God, long-term think-
ing—are integral to corporate level CSO, and respond to the RQ. We interpret that these home-
country VBAs of Japanese business leaders sustaining in their intercultural business situations in
India, point to congruence between the traditional VBAs of Japanese in Japan, with VBAs surfac-
ing in intercultural situations in contemporary India. These are shared values with the Indian hosts
on a traditional cultural level. Overall, it can be seen that respondents underscore experiencing
traditional VBAs, such as long termism and harmony for backing implementation of home country
CSO. Thus, as suggested in extant literature (Ashta et al., 2018) we find scope for CSO practice in
India, because Indian business leaders can now be interpreted through a Japanese-Indian cultural

lens.
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4.2.2. Tenacity to persist assisting home country CSO

Additional data concerning successful solutions was also identified. Persevering with obtaining
understanding of colleagues can be useful, both for the Japanese business leader as well as to
establish harmony. By way of example: “When I explained the circumstances behind my request,
many Indian colleagues understood my status and helped me” (HI). Also as elaborated by SS:

‘As a Japanese living with my family in India, I certainly worked on maintaining harmony
in various relationships in the local Japanese society in Delhi. However, it was the Indian
co-workers who were my strongest pillar of support till the end.” (SS)

We interpret that, for Japanese business leaders in India, the immediate circle of colleagues
is a key first step in establishing the foundational harmony that can be leveraged to raise CSO
levels.

Japanese business leaders are aware of the archetypal self-assertive/self-centered nature of
Indians and see that as bottleneck. Yet, there is divergence of opinion on the possibility of over-
coming this bottleneck, and change potential is identified. Pertinent to CSO practice, and with
respect to a common Indian and Japanese traditional value, as explained by respondent TM:

‘I don’t think that the concept of harmony changes from place to place — different in India
and different in Japan. It cannot change with the environment. However, since many Indi-
ans are strongly self-assertive about their opinions, it seems that what is required is to listen
carefully to everybody first. Then, after that, many cases will require a somewhat laborious
process of searching for and pursuing common goals.” (TM)

In the above datum we note the respondent’s observation to listen carefully first. Japanese
business leaders experience laborious processes, which we interpret as requiring resolve. Hence,
based on our analysis, respondents stress tenacity to persist with traditional approaches for assist-

ing home country CSO implementation.
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To summarize, we present our empirical evidence guided by the thematic phenomenolog-
ical argumentation in Table 3. Scrutinizing our findings, we observe traditional Japanese values
across historical and contemporary times resonate with traditional Indian values, but conflict with
contemporary Indian workplace values as experienced by Japanese business leaders. Thus, we
notice a push and pull consistent with our previous Figure 1. In terms of cultural VBAs this push
and pull allows us to develop an illustrative schema of how cultural VBAs manifest in the lived
experiences of Japanese business leaders in intercultural CSO contexts at their Indian subsidiaries,

which we elaborate on next.

Insert Table 3

4.3. A process model of three-category VBA schema surfacing in India (Japanese business
leaders’ lived experience)

To recapitulate, our above analyses show traditional VBAs of Japanese and Indian manag-
ers regarding CSO are congruent, but that Japanese business leaders struggle with contemporary
VBAs of Indian workers regarding CSO that are more Western-oriented (such as self-centered,
assertive behaviour). The themes emerging from Japanese business leaders’ lived experiences
show a continuity of the traditional VBAs of the Japanese even when they locate to India. Based
on their own consistency, the Japanese therefore might find it counterintuitive to experience a
more variable relationship with the local workplace culture (South Asian market), where Indian
workplaces have broadly adopted a Western VBA inclination. Therefore, from the thematic anal-

ysis of our Findings (also shown in Table 3), three categories of VBAs can be found as shown in
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the induced process model in Figure 2: a) Japanese traditional and contemporary (because they

show continuity in India) b) Traditional Indian and ¢) contemporary Indian workplace VBAs.

Insert Figure 2

In terms of the RQ, the themes and resulting process model responds to the perspectives
developed in the literature review. The first perspective concerns predictions of values congruence
for driving CSO in India. Delving into traditional Japanese values these are ‘lived’ by the Japanese
in contemporary Japanese business practices and there is an expected congruence with traditional
Indian values. This would normally facilitate driving CSO and answer to the second perspective
that relates to CSO facilitation. Next, one cue with the push-and-pull perspective developed
through the literature review identified that traditional Indian values do not manifest in Indian
contemporary workplaces. Such a variation seen between traditional and contemporary Indian
workplace values related to potential impediments to driving the CSO signaled in the third per-
spective of the literature review.

The process model provides valuable insight into Japanese business leaders lived experi-
ence in India — coming from Japan where they are normally accustomed to seamless continuity of
VBAs in the workplace. Although our focus is on traditional culture-derived VBAs which should
normally have engendered smooth congruence, our empirical evidence finds discontinuity be-
tween traditional values and the contemporary workplace in India. Therefore, we argue that tradi-
tional and contemporary workplace values in the South Asian setting (India) may manifest varia-
tions in Japanese business leaders’ implementation of CSO-derived marketing strategy in India.

Thus, we infer the usefulness of understanding traditional and evolving VBAs in the host country
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for appreciating receptivity to adoption and thereby efficacy of home country marketing strategy

(in the case CSO).

5. Discussion

The West-versus-East categorization remains strong in the highest echelons of manage-
ment research, (e.g. the Academy of Management, Barkema et al., 2015). If that is the case at the
sophisticated level, then certainly to the casual reader and everyday practitioner, intuitively, Japan
and India would share values and would seem to be in the same Asia. Indeed, previous research
provided empirical evidence for parallels between traditional Indian philosophy and contemporary
Japanese management. (e.g., Ashta et al. 2018). This present study drew on the previous research,
and investigation was initiated with a consideration of previously identified parallels that might be
observed in current practice through noticeable ease of practicing Japanese customer satisfaction
methods. This has not emerged as neatly as envisaged, and it may be because Indians tend to leave
their spirituality when entering the workplace (e.g., Nidumolu, 2013).

Our data analysis finds that the Japanese experienced directness, assertiveness and self-
centeredness in the contemporary Indian workplace. Such findings align with previous scholarship
that weighed in on the evolving nature of Indian values (Chakraborty, 1991; Nidumolu, 2013;
Srinivas, 2012). Though extant literature signals tensions between ‘push and pull’ (Hofstede et al.,
2010), the inhibiting forces are noticeably strong. The findings of the empirical data are illustrated
in Figure 2. The findings from this data set have proven counterintuitive because the traditional

does not equate with the modern, at least not in the contemporary workplace. However, it should
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be qualified that against this backdrop, our Findings also found that some Japanese business lead-
ers experienced latent traditional Indian values, such as the “Customer is God”, in line with Chat-
tophadyay (2012).

This paper aimed to advance understanding of how culture influences the implementation
of East Asian marketing strategies in South Asian national contexts by examining the example and
extent to which common Indian and Japanese traditional VBAs surface in Japanese business lead-
ers’ lived experience in the major market of India in the context of CSO practice in contemporary
times. Using perspectives developed from extant research on sources of VBAs and management
and organizational subject matter, as well as the two themes constructed from the empirical data,
this paper delineated three categories of micro-foundational VBAs: 1) contemporary Japanese and
traditional Indian common VBAs; 2) VBAs underpinning Japanese CSO; and 3) contemporary
Indian workplace VBAs. These three categories in turn help us to understand polar-opposite as-
pects of values’ congruence and incongruence, which lead to various ways in which East Asian
(Japanese) marketers with different VBAs experience intercultural situations in host South Asian
(Indian) intercultural situations. The framework presented in Figure 2 suggests that VBAs can
significantly affect East Asian marketers’ perceptions of intercultural situations, and consequently
their coping strategies in responding to intercultural situations in the South Asian host country
(India). Moreover, we argue that East Asian (Japanese) marketers remain heavily influenced by
traditional Buddhist philosophy and that they seek to transport this to the South Asian market
(India), where contemporary workplace values are evolving.

Thus, this research suggests that while East Asian business leaders encounter intercultural dif-
ferences in South Asian settings, this appears to be dealt with in the way intercultural situations

impact, and are responded to, and depends on the micro-foundational values of the East Asian
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manager at the individual level, notwithstanding the generally recognized homogeneity of the Jap-
anese manager cohort (e.g., Reisel, 2017; Sekiguchi et al., 2016) at the national level of analysis.
The experiences shared by the respondents lend support to the process model on the VBA schema

shown in Figure 2.

5.1. Contributions to theory

This paper contributes to an evolving body of research on how values influence intercultural mar-
keting actions (e.g., Ashta, 2023; Ellis and Iwasaki, 2018; Ndubisi and Nataraajan, 2018) by con-
sidering a comparative view of East Asian and South Asian cultures and examining the role of the
individual manager/marketer’s values in the context of intercultural CSO situations. The process
model of three-category VBA schema and the explicative experiences of the respondents present
the case for the influence of VBAs on intercultural situations.

This research emphasizes the micro-foundational values underpinning intercultural differences
that delve into a deeper understanding than available from extant ‘comparative’ (Adler, 1983b)
cross-cultural management research. Therefore, this research can be positioned in the realm of the
‘pioneer’ in terms of identifying the influence of values on marketers’ response to intercultural
situations in the context of the business leader at the high level, East Asian— South Asian dyad in
general, and the Japan-Indian dyad in particular. Furthermore, this work provides empirical evi-
dence that the East Asian (Japanese) leaders interviewed, perceived intercultural situations differ-
ently. The findings emphasize the joint influence of values and the given dyadic situation in shap-
ing the marketers’ methods in dealing with intercultural differences—a vital concept in interna-

tional marketing.
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Second, recent research has begun to explore the importance of traditional East Asian culture
on international marketing strategy (Yang and Wang, 2011). This study extends this thread of
research by offering empirical evidence and a contextualized understanding of the influence of
values in examining the role of intercultural differences on international marketing actions. By
examining the individual East Asian marketer’s perception of intercultural differences in dealing
with host Asian markets, the study on CSO extends prior work on international marketing contexts
(e.g., Ellis and Iwasaki, 2018) and provides a process model of a three-category VBA schema.
Future researchers could extend the body of knowledge on this important marketing strategy
driver. This study reveals the importance of values influencing marketers’ behavior and possible
responses to intercultural situations. Thus, the empirical evidence of this study contributes to the
literature on international marketing strategy by demonstrating the potential of understanding tra-
ditional as well as evolving VBAs for appreciating the driving and efficacy of East Asian B2B
cross-cultural marketing.

Third, the findings demonstrate a particular need in international marketing research and theo-
rizing to consider carefully the interaction effects between cultures and marketers’ felt VBAs in
order to fully understand how firms can succeed in international marketing contexts, not least with
respect to ensuring a strong CSO. Valuable future directions for research in this area to extend
international marketing theory and understanding further would be to (a) engage with network
theory and social capital theory to unpack the dynamics of intercultural situations, and (b) factor
in the interplay between managers and marketers’ cultural backgrounds and VBA in any discus-
sions of failure in international marketing so that practitioners and companies can be best advised

on how to approach these situations.
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5.2. Contributions to practice

Previous research has traced identifiable Indian origins in contemporary Japanese management
VBAs, and this is the indicated congruence shown in our process model. However, empirical evi-
dence has now pointed to a clash with contemporary VBAs in the Indian workplace and market.
The new light shed on impeding forces adds to emergent theory being developed in extant literature
(Ashta et al., 2018), and simultaneously, leads to insight for practice. International marketers and
business leaders are aware of cross-cultural challenges to implementing global best practices.
However, traditional scholarship (e.g., Hofstede, 2007; Schwartz, 1999; Trompenaars and Hamp-
den-Turner, 2020) has tended to focus on national cultural dimensions. We now address what we
believe are the VBAs at the foundations of such national dimensions. This will allow the practicing
manager to address these fundamental issues. For example, with reference to the developed process
model, a practicing manager (East Asian—Chinese, Japanese, Korean or any other foreign business
leader) can understand the importance of harmony to achieving B2B CSO. They could then appeal
to the value of harmony in traditional Indian culture so that the South Asian Indian counterpart
relates to the concept being introduced—viewing best practices through an Indian traditional
VBAs lens—facilitating a reverse adaption of the Indian counterpart. This should then facilitate
acceptance and adoption of the global best practice, facilitating business success in India.

In more general terms, this research implies that East Asian business leaders need to pay close
attention to the influence of values on their marketing strategies. In the debate on the static versus
evolving nature of culture, our findings point towards a need to heed evolution, especially of work-
place values. Evolving values in their target South Asian markets such as India can shape the
buyer-seller relationship. Sensitivity to the evolving nature of cultural values (e.g., Lichy and

Stokes, 2017) would be an important facet of business leaders, as would be the ability to cope with
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such different values. Conversely, local business partners in South Asian markets such as India
would benefit from seeking marketers (investors) from East Asian countries (such as Japan) who
can adapt to such values differences. In terms of policy implications, given the need in South Asian
markets such as India to attract East Asian investment, it might be important for policy makers to
go beyond the usual financial incentives, such as tax incentives, but also address softer societal
issues. One such long-term issue could be management education systems authentic to Indian cul-

ture.

5.3. Limitations and future research directions

The paper also has some limitations that could be addressed by future research. First, all the busi-
ness leaders interviewed were on deputation to the Delhi area, which means North India. It is quite
possible that the VBAs in another geographical area such as South India display some variation to
lead to a different assessment level in the prognosis. At the next step, it would be useful to consider
business leaders who were stationed in other parts of India. A similar point could be made about
type of industry — would Japanese business leaders in finance related businesses offer similar re-
sponses?

Second, this paper has identified some of the underlying VBAs for CSO in B2B contexts. This
was important and sufficient for the scope of this paper and covering also extant literature. How-
ever, use of a larger sample might have generated some other tertiary level themes, adding to the
VBAs not addressed in the extant literature reviewed and thereby increasing comprehensiveness

of the boxes in Figure 2.
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Third, as mentioned in the introduction, this exploratory first step has considered the Japanese
business leaders’ experience, important in the context of Japanese MNEs that are looking to diver-
sify. However, the cross-cultural management situation comprises that other side of the dyad too.
At the next step, the noted research gap on Japanese cross-cultural marketing would benefit from
an examination of the Indian employees and customers - the receivers of value-based messages
that Japanese business leaders (marketers) might be trying to drive.

Finally, a limit of the phenomenological paradigm is regarding generalizability. Though we
develop a model of how our respondents experienced values that impacted their CSO in India, we
cannot generalize that other business leaders beyond this group will experience the same values
impinging on their CSO. Thus, though our model brings closure to the RQ, there naturally remains
scope to know more — what can we learn from the lived experience of East Asian marketers in
other South Asian markets? We advocate that future research validate this initial qualitative work
by conducting big-scale empirical investigation and also investigate other dyads. We are optimistic
that the novel beginning pioneered by our research will hopefully spur further interest in this under-

researched domain.
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Exhibit 1: Inferred predictions of CSO impacts of the different Hofstede dimensions

First, the power distance dimension indicates the degree to which society in the country is
accepting of power distance or inequality in society (the higher the score the higher inequalities).
India scores 77 and Japan 54, implying that Japan is relatively egalitarian. In terms of CSO, in the
case of India, any economic supply-demand imbalance that yields a power-deficit party would
then be ‘accepting’ of the loss in power. Thus, the implication would be that in case of supply
shortages, the customer would be ‘accepting’ of the lower value offered by a business (supplier),
with implications of lower ‘expectations’. ‘Expectations’ is a primary level construct in Expecta-
tions Disconfirmation Theory (EDT) forming the basis on which perceived performance of a ser-
vice (through tangible or intangible product) is evaluated (Oliver, 1980). Under EDT, satisfaction
is high when perceived performance (service level) is above expectations and positive disconfir-
mation happens. Because of the lowered expectations in a high power distance society (one where
power distances are accepted), EDT would syllogically suggest that the same level of service (tan-
gible or intangible product) would yield a higher customer satisfaction level in a high power dis-
tance society, and this has been confirmed by empirical research (Donthu & Yoo, 1998). Indeed,
until the economic liberation initiated in 1991, India had been a supply-constrained market, and
with respect to EDT, one might therefore expect a culture of lowered customer expectations. The
converse implications would hold for Japan and the power distance would not interplay as much
on CSO.

The second dimension is of individualism and refers to the extent of independence dis-
played by members of the society. India and Japan score a rather middling 48 and 46, pointing to
a similar mildly collectivist nature of society. This indicates an interdependence between members

of society, which would point inter alia towards a caring for the customer. Indeed, research (for
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example by Sajid Khan et al., 2009) reveals that Japan’s collectivist culture emphasizes the need
for harmony accounting for the attention to customer satisfaction. This is observed in Japan
(Trompenaars and Hampden-Turner, 2020) and a similar score raises potential for it to be applica-
ble to the Indian scenario. It may be noted that the middle-ranging values also point to an individ-
ualistic streak and the implications for CSO are murkier.

The third dimension is ‘masculinity’ referring to the degree to which competition and win-
ning are drivers of the society. A lower score refers to a preference for caring for others and quality
of life. According to Hofstede et al. (2010), India’s score of 56 points to masculine culture; how-
ever, in comparison Japan’s score of 95 makes it much more masculine, and this is informed by
their intermediate collectivism which results in a drive for excellence and perfection — such a drive
would also point towards a penchant for customer satisfaction. Having said so, a case could also
be made that au contraire the ‘caring for others’ — a quality associated with ‘femininity’ (opposite
of masculinity) - might be the quality more favourable to CSO.

The fourth dimension of uncertainty avoidance pertains to the degree to which a society
tries to avoid ambiguity in the future. Japan scores a high 92. Going by classical EDT on customer
satisfaction it would follow that Japan is a country driven by fulfilling expectations, and therefore
of the customer too. Meanwhile, the low score of 40 for India suggests that imperfection is toler-
ated (Hofstede et al., 2010)

The fifth dimension is of long-term orientation (LTO) which refers to the tendency to pri-
oritize the future and prepare for it. CSO is a future oriented strategy (Yi & Natrajan, 2018) and
therefore a high score of 88 in Japan would imply an expectation of higher CSO, compared to

India with a score of 51, which Hofstede et al. (2010) suggests is accepting of unfolding of fate.
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Finally, the sixth dimension is of indulgence and refers to the propensity in society to yield
to gratification of desires. India scores a low 26 pointing to a pessimism in society (Hofstede et
al., 2010). In the context of EDT that would point to a lower level of expectations in the first place.
The Japanese score of 40 may also be considered as low (as assessed by Hofstede et al., 2010), but

relatively higher than India.

Exhibit 2: Sampling of interview questions and probes
Opening questions:

1. Would you please share about your experience of developing the Indian market, especially how
you experienced any differences compared to your previous work in Japan?

2. Which three incidents from your engagement with Indian customers remain top of mind? Please
describe them.

Sample follow-up probes (depending on above responses):

1. Harmony (wa) is an important value in Japan. What does it mean to you at the individual level?
and how do you relate to it in the work setting, especially in India?

2. A guest/ customer (okyaku-sama) is shown tremendous respect in Japan. What does it mean to
you at the individual level? and how do you relate to it in the work setting. How did you feel about
this in your India related business experience?

3. Japan is associated with long-termism, as exemplified by your long association with your current
company (after checking). This employee—employer relationship can be seen as an example of a
seller buyer relationship. Why do you think this long-term engagement has happened? How do
you feel about such long termism for organizational customers? What do you think about long

termism in terms of the Indian customer relations context that you experienced?
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Figure 1: Visualizing the CSO push and pull emergent from the Hofstede framework
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Figure 2: Congruence, incongruence and confluence experienced in customer satisfaction orienta-
tion VBAs — illustrative schema from B2B situations
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Table 1: India and Japan CSO comparison based on Hofstede framework (detailed development

in Exhibit 1)

Score
Dimension Predicted implication for CSO

India | Japan
Power-distance 77 54 Japan would show higher orientation
Individualism (collectivism) | 48 46 India and Japan should be similar
Masculinity 56 95 No predicted implication
Uncertainty avoidance 40 92 Japan would show higher orientation
Long term orientation 51 88 Japan would show higher orientation
Indulgence 26 40 No predicted implication

Table 2: The B2B respondents background

Respondent Nature of in-  India expo- Position in

Code dustry sure India

KTH Manufacturing Over 2 years  Project
conglomerate leader

KTK Materials Over 10 years CEO
manufacturer

SS Raw materials Over 5 years CEO
supplier

YI Manufacturing 3 years CEO
conglomerate

HI Services 3 years CEO

™ Automobile 2 years Project
manufacturer leader
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Table 3: Japanese B2B leaders’ experience of cross-cultural influences with respect to CSO (illustrative thematic phenomeno-
logical analysis of the data, cf. Sanders, 1982)

ences with colleagues,
such as over basic work-
place values regarding
centrality of the self

o

Induction

Essence Interpretation Selective empirical evidence
(phenomenon | (researcher’s ontological Lived experience
of cultural im- subjectivity) Respondent’s Subjective object as perceived
pact) apprehension of that ex-
perience

Impeding Respondents empha- faced challenges Underlying standards were | In India, most of my customers were Japanese
ramification sized perceived differ- different origin companies. Obviously, they were looking

for detailed service with the spirit of “customer
first”. This was not at all unreasonable to me; ra-
ther it was the obvious correct way. However,
my Indian colleagues’ thinking was different, and
since underlying standards were different, we
faced challenges in differentiating the normal
from abnormal. (HI)

Respondents highlighted
differences such as self-
assertion of the Indian
counterpart as hurdles

Unfortunate experience

Could not establish give-
and-take relations with
other (local) companies

In my India experience, unfortunately we could
not establish give-and-take relationships with
other companies. This is because Indian compa-
nies are less trusting of verbal promises and as-
sert their viewpoint into formal contracts. (YI)
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Facilitating
influence

Respondents underscore
traditional VBASs, such
as long termism and har-
mony for backing home
country CSO

we were eventually posi-
tioned as an important
supplier

We could achieve har-
mony

there were many cases
where we were able to
achieve stable supply and
long-term relationships

My Indian colleagues
could begin to empathize
with my ways

Indian customers tend to press for price reduction
and that results in spot orders. However, there
were many cases where we were able to achieve
stable supply and long-term relationships, and
then over time the customer could understand the
superiority of our product led to overall cost re-
duction for them. As a result, we were eventually
positioned as an important supplier. (SS)

Over the course of time as I explained about my
circumstances many of my Indian colleagues
could begin to empathize with my ways and we
could achieve a kind of cooperation in our ac-
tions. (HI)

Respondents stress te-
nacity to persist with tra-
ditional approaches,
such as prioritization to
customer for assisting
home country CSO

Basic conditions of cus-
tomer satisfaction and
delight are met even in
India

we incessantly surveyed
customer trends, tastes and
obsessions. Additionally,
even post-launch, in order
to boost sales, and intro-
duce new variants we
would venture into the field
to thoroughly investigate
customers’ dissatisfaction
and desired improvements

I believe that customer satisfaction and delight
are basic conditions for ensuring sustainability of
all businesses. Even in India, and especially for
the product development work I was engaged in,
we incessantly surveyed customer trends, tastes
and obsessions. Additionally, even post-launch,
in order to boost sales, and introduce new vari-
ants we would venture into the field to thor-
oughly investigate customers’ dissatisfaction and
desired improvements (TM)
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