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Abstract. Though service recovery plays a key role in industrial clients’ post-recovery supplier eva-
luations, the impact of customers’ cultural orientation on the effectiveness of supplier-instigated proactive 
recovery (i.e., a supplier’s recovery efforts before clients notice/complain) remains tenuous, particularly 
in emerging (vs. developed) markets. Addressing this gap, we develop a model that examines (a) the 
moderating role of clients’ cultural orientation on the association of supplier-instigated proactive reco-
very and client-perceived recovery-related justice, and (b) the impact of customer-perceived justice on 
relationship quality in the emerging (vs. developed) market context. To test the model, we deploy a 
cross-cultural scenario-based experiment using 117 Danish industrial clients (i.e., developed market) 
and 109 Iranian industrial clients (i.e., emerging market). The results suggest that customers’ cultural 
orientation partially moderates the relationship of suppliers’ proactive recovery and customer-perceived 
justice, in turn boosting relationship quality in the emerging/developed market context. 
Keywords: proactive service recovery, emerging markets, cultural orientation, perceived justice, 
relationship quality, scenario-based experiment 

1. Introduction 

While contemporary firms strive to minimize service failure, in some instances such 
failure is inevitable, yielding a need for firms to appropriately resolve these issues (e.g., 
Döscher, 2013). To do so, firms may deploy a host of tactics, including proactive or 
reactive service recovery approaches. While reactive recovery is initiated when cus-
tomers complain (Hübner et al., 2018), its counterpart of proactive recovery reflects the 
supplier’s activation of the recovery process before customers notice failure and start to 
complain (Silva et al., 2020). Though proactive recovery incurs a higher upfront (e.g., 
failure prevention) cost, the literature suggests that it allows firms to better mitigate the 
consequences of failure-induced damage, including through the early identification of 
potential failure causes, preparing and/or informing customers, and solving issues at 
the earliest opportunity, thus minimizing customer frustration and damage to customer 
relationships (Döscher, 2013).  

While the literature boasts a growing understanding of proactive service recovery, 
existing studies have primarily explored the concept in a single market context (e.g., 
Harper & Mustafee, 2019), revealing limited acumen of proactive service recovery 
performance in emerging (vs. developed) markets, which are likely to exhibit (e.g., 
cross-cultural/infrastructure-based) differences. However, in today’s increasingly glo-
balized environment, service recovery scenarios are likely to involve individuals (e.g., 
clients) from differing cultural backgrounds, whether conducted in an emerging or a 
developed market, yielding a need to better understand the impact of proactive service 
recovery in these multi-cultural contexts, particularly those characterized by high cul-
tural distance (Qin et al., 2011; Ozen & Kodaz, 2012; Horváth et al., 2013; Park et al., 
2018).
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Addressing this gap, we hypothesize that industrial clients’ cultural orientation 
moderates the association of a supplier’s proactive recovery activity and customer-per-
ceived recovery-related justice and relationship quality. In other words, we posit that 
the strength of the latter association is affected by industrial clients’ cultural (e.g., indi-
vidualism/collectivism) orientation, as explored empirically in this paper. Though pri-
or literature has addressed related issues, including suppliers’ service failure responses 
to salvage customer satisfaction (e.g., Zhu & Zolkiewski, 2015), insight into these is-
sues across emerging (vs. developed) markets remains scant (Döscher, 2013; Patterson 
et al., 2006) as, therefore, addressed in this research. We expect our findings to be of the 
utmost importance for internationally trading industrial firms across emerging/devel-
oped markets, as discussed further in the paper’s final section. 

This paper makes two main contributions to the service recovery and emerging 
markets literature. First, we develop an equity theory-informed framework that ex-
plores whether the association of a supplier’s proactive recovery activity and client-per-
ceived recovery-related justice is influenced (i.e., moderated) by the client’s cultural 
(e. g., individualist/collectivist) orientation, which to a significant extent corresponds 
to the individual’s developed (vs. emerging) market-based location. Relatedly, we also 
assess whether client-perceived justice affects the individual’s perceived B2B relation-
ship quality (Hollebeek, 2019). We adopt an equity theory perspective, given our fo-
cus on understanding customer-perceived proactive recovery-related fairness and its 
impact on perceived relationship quality across emerging/developed markets (Silva et 
al., 2020). 

Second, we empirically test the hypothesized associations in a developed (i.e., Den-
mark) and an emerging (i.e., Iran) market (Britannica, 2022; Serkland, 2021), which 
exhibit considerable cultural differences (Hofstede Insights, 2021). The reported analy-
ses, thus, contribute important cross-cultural insight to industrial firms’ service recov-
ery efforts across emerging (vs. developed) markets, which remains scant to date (Oflaç 
et al., 2021). The findings suggest that while clients’ cultural orientation moderates the 
association of supplier-instigated proactive recovery and client-perceived distributive 
and interactional justice in the studied emerging and developed market, no significant 
effect is found for procedural justice across clients of differing cultural orientations in 
these respective markets. The results also affirm that client-perceived justice enhances 
relationship quality, exposing pivotal strategic insight for cross-border operating firms, 
as discussed further in the implications arising from this research. 

The paper unfolds as follows. We next review key literature on industrial service 
recovery, customers’ cultural orientation, perceived justice, and relationship quality, 
followed by the development of the research hypotheses. Next, we outline the meth-
odology, followed by an overview of our main results, and a discussion of the findings 
and their implications. 
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2. Literature Review 

2.1 Industrial Service Failure and Recovery 

Koc (2017, p. 1) defines service failure as “any type of error, mistake, deficiency, or 
problem that occurs during [service] provision, causing a delay or hindrance in the 
satisfaction of customer needs.” Industrial service failure can stem from myriad issues, 
including supplier-induced problems, environmental factors (e.g., natural disaster), 
or customer-related issues (Borah et al., 2019). We focus on supplier-induced failure 
that transpires through lacking service provision (Zhu & Zolkiewski, 2015), including 
non-service delivery or delivery delays, which typically affect customers’ supplier eval-
uations. Industrial (vs. B2C)-based service failure features greater complexity, given the 
parties’ more relational partnership, which may arise through factors including long-
term (e.g., supply) contracts, customers’ reliance on a sole supplier, switching costs, etc. 
Therefore, industrial service failure minimization and prevention (e. g., through proac-
tive recovery) are pertinent (Baliga et al., 2020). 

Döscher (2013, p. 18) defines industrial recovery management as “a systematic ap-
proach taken by seller[s]… for the development, implementation, and control of ac-
tivities to handle …service failures to regain customer satisfaction and [retain custom-
ers] in B2B markets,” which can impact the post-failure customer/supplier relationship. 
As noted, recovery may be reactive or proactive. First, reactive recovery, which is most 
common, is initiated upon the firm’s receipt of a customer complaint (Döscher, 2013). 
Though this approach (e.g., offering clients financial compensation) tends to feature 
short-term monetary (e.g., maintenance cost) savings, it can, however, incur customer 
(e.g., recovery delay-related) frustration when things go wrong (Hübner et al., 2018; 
Guchait et al., 2019). 

Second, proactive recovery entails the supplier’s activation of the recovery process 
before customers notice failure and start to complain (Hübner et al., 2018). These sup-
pliers tend to use contingency planning that outlines procedures for tackling relevant 
failures (Baliga et al., 2020). On the downside, proactive recovery requires the firm’s ad-
ditional failure prevention effort and cost (e.g., regular monitoring to identify/address 
looming failures; Hogreve et al., 2017). Proactive recovery thus mitigates failure-related 
damage, reduces recovery time, and enhances post-failure client-perceived relational 
outcomes (Döscher, 2013). 

Though existing research highlights favorable effects accruing from proactive (vs. 
reactive) recovery strategies (Silva et al., 2020), few studies have investigated the role of 
industrial customers’ cultural orientation in assessing proactive recovery performance 
(Döscher, 2013), exposing a key literature-based gap, as outlined. We, however, argue 
that industrial clients of differing cultural orientations are expected to respond differ-
ently to a firm’s proactive service recovery efforts, yielding pertinent strategic implica-
tions. In other words, while industrial clients’ cultural orientation is widely acknowl-
edged to impact their purchase-related sentiment and behavior (Lowe & Rod, 2020), 
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little remains known regarding clients’ evaluation of suppliers’ proactive recovery strat-
egies across cultures, as, therefore, explored in this article. We next review the concept 
of clients’ cultural orientation. 

2.2 Clients’ Cultural Orientation 

The literature affords extensive attention to (national) culture, defined as “the collective 
programming of the mind, which distinguishes the members of one group …of peo-
ple from another” (Hofstede & Hofstede, 2005, p. 3). Correspondingly, the scholarly 
discourse boasts several cultural frameworks, including Hofstede’s (1980, 1991) and 
Trompenaars and Hampden-Turner’s (1998) models of national culture. Of these, Hof-
stede’s (e.g., 1991) framework has been the most influential, as evidenced by its broad 
adoption, including in business, marketing, and cross-cultural studies (Tarka & Babeev, 
2021). 

Hofstede’s five-dimensional model comprises individualist/collectivist, power dis-
tance, uncertainty avoidance, masculinity/femininity, and short/long-term orienta-
tion (Hofstede & Hofstede, 2005), which have been not only applied at the level of 
national culture, but also to assess individual-level cultural dynamics (e.g., Hollebeek, 
2018; Heydari et al., 2021; Rinuastuti et al., 2014), as in this study. We focus on three 
of Hofstede’s more salient dimensions in industrial proactive recovery, including indi-
vidualist/collectivist, power distance, and uncertainty avoidance orientation, which we 
expect to primarily affect industrial customers’ proactive recovery responses (Ye & Luo, 
2016), as discussed further below. 

First, individualist/collectivist orientation is anchored in individualism and collectiv-
ism. Individualism is “a social pattern that consists of loosely linked individuals, who 
view themselves as independent of collectives” (Triandis, 1995, p. 2). By contrast, this 
author defines collectivism as “a social pattern consisting of closely linked individuals, 
who see themselves as part of one or more collectives” (e.g., family/tribe; p. 2). We 
expect clients’ individualist (vs. collectivist) orientation to affect their proactive recov-
ery responses. For example, collectivist-oriented clients, who tend to evaluate their 
supplier more holistically than their more individualist-oriented counterparts (Monga 
& Roedder-John, 2007), may be more accepting of a firm’s proactive recovery-related 
activity or delays. 

Second, power distance orientation refers to “the extent to which the less power-
ful members in society accept the unequal distribution of power” (Hofstede, 1980, 
p. 390). In high-power distance societies, people obey their superiors’ orders. However, 
less power distance-oriented societies typically see more participatory/democratic de-
cision-making. Though power distance orientation impacts clients’ assessment of ser-
vice recovery-related explanations/apologies (Guchait et al., 2019), acumen of these 
dynamics characterizing proactive recovery-implementing industrial suppliers lags be-
hind, necessitating further exploration. We expect clients exhibiting a high (vs. low) 
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power distance orientation to display differing responses to supplier-instigated proac-
tive recovery. For example, high power distance-oriented customers may respond more 
favorably to a high (vs. low)-status representative delivering proactive recovery-related 
communications. 

Third, uncertainty avoidance orientation denotes the extent to which people tolerate 
ambiguous/unknown situations (Hofstede, 1980). While highly uncertainty-avoid-
ant societies tend to minimize ambiguity, their low-uncertainty-avoidant counterpart 
exhibits greater tolerance of ambiguity. In the proactive recovery context, industrial 
clients high (vs. low) in uncertainty avoidance orientation are anticipated to be more 
open to a supplier’s proactive recovery efforts, given their desire to minimize ambiguity 
and uncertainty (Fillieri et al., 2021). 

We, therefore, include these dimensions in our study. Following Patterson et al. 
(2006), we thus exclude Hofstede’s long/short term orientation, which denotes how 
people in a society associate the past, present, and future (Hofstede, 2015), and mas-
culinity/femininity orientation, which reveals a society’s sex role pattern (Hofstede, 
1980), given their limited applicability to B2B-based proactive recovery across emerg-
ing/developed markets (Patterson et al., 2006). We next review literature on custom-
er-perceived justice. 

2.3 Customer-Perceived Justice

Equity theory is widely-used in the service recovery literature, given its capacity to ana-
lyze recovery processes and outcomes (e.g., failure resolution/compensation), which 
in turn affect customer-perceived justice (Patterson et al., 2006). As service failure and 
its resolution’s perceived fairness are culturally dependent (Adams, 1965), we argue for 
equity theory’s suitability in this research. Specifically, we explore the role of industrial 
customers’ cultural orientation in shaping their evaluations of suppliers’ proactive re-
covery-related perceived distributive, procedural, and interactional fairness or justice 
(Williams et al., 2022). 

Equity theory posits that individuals compare their perceived inputs/costs to their 
perceived returns/benefits, which they then contrast to their perception of another par-
ty’s (e.g., a fellow customer’s) costs/returns (Adams, 1965). Therefore, as customers 
evaluate their supplier’s proactive recovery effort, they will tend to consider their fail-
ure-induced loss and recovery-related gain (Smith et al., 1999). If clients feel they are 
treated unjustly during recovery, this perceived unfairness will be viewed as another 
loss, yielding their expected inflated negative response (Cheng et al., 2019). 

In service recovery, customers typically perceive three justice types (Duffy et al., 
2013). First, distributive justice reflects a customer’s “perceived fairness of the outcome 
of a [recovery] process” (Patterson et al., 2006, p. 2), as assessed by comparing one’s re-
covery outcome to that perceived to be had by fellow customers in the same/an equiv-
alent exchange (Smith et al., 1999). In the B2B literature, distributive justice is shown 
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to play an important role in affecting clients’ future firm-related sentiment and behavior 
(Hoppner et al., 2014). 

Second, procedural justice denotes a customer’s “perceived fairness of the process 
employed [to] resolv[e] service failure,” including of recovery-related policies/proce-
dures or communications (Patterson et al., 2006, p. 2). As firms typically regulate the 
allocation of recovery resources (e.g., among clients), customers evaluate this distribu-
tion in terms of their perceived procedural justice, in turn affecting their firm-related 
behavior (Oflaç et al., 2021).

Third, interactional justice represents the customer-perceived fairness of his/her 
treatment during the recovery process (e.g., perceived level of courtesy/empathy). It, 
thus, focuses on the “social aspect of the [recovery] processes” (Bouazzaoui et al., 2020, 
p. 131), which plays a key role in client-perceived recovery fairness. Collectively, dis-
tributive, procedural, and interactional justice determine the level of client-perceived 
service recovery fairness, thus influencing their future supplier-related behavior. We 
next review the relationship quality literature. 

2.4 Client-Perceived Relationship Quality

The relationship quality construct has received extensive attention (Skudiene et al., 2021; 
Mohan et al., 2021). Though its conceptualization is debated, relationship quality is typ-
ically viewed as a higher-order concept comprising customer-perceived supplier trust, 
satisfaction, and commitment (Hollebeek, 2019), with higher levels of these variables 
denoting superior relationship quality. First, customer trust reflects the degree to which 
customers believe that their exchange partner is trustworthy and reliable (Morgan & 
Hunt, 1994; Guo et al., 2021). It comprises (a) credibility, or the customer’s expectancy 
that the word/promise made by a firm can be relied upon, and (b) benevolence, the 
customer’s confidence in the firm’s motives and the degree to which (s)he believes the 
firm acts in his/her best interest (Doney & Cannon, 1997; Hollebeek & Macky, 2019). 

Second, customer satisfaction denotes a customer’s broad evaluation of his/her sup-
plier experience (Döscher, 2013), which has been viewed as pertinent to customer re-
tention (Kotler, 1994). It is also identified as key to firms’ (reactive) recovery efforts 
(McCollough et al., 2000). Third, customer commitment refers to a customer’s “valuing 
of an ongoing relationship with the supplier… to warrant maximum efforts at main-
taining it” (Morgan & Hunt, 1994, p. 24), thus revealing a key link to customer loyalty 
(Döscher, 2013; Rather et al., 2021). We next develop the hypotheses. 

3. Hypothesis Development

3.1 Individualist/Collectivist Orientation and Perceived Recovery Justice 

3.1.1. Distributive Justice. Though more individualist-oriented customers will primarily 
look after their own interests, collectivist-oriented clients will tend to focus on collective 
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values, needs, and interests (Fillieri et al., 2021). As also discussed, distributive justice 
denotes a client’s perceived fairness of a recovery process outcome (Yani-de-Soriano et 
al., 2019). Given their concern for collective well-being and their tendency to evaluate 
a supplier more holistically (Monga & Roedder-John, 2007; Hollebeek, 2018), more 
collectivist (vs. individualist)-oriented clients are likely to view their outcome attained 
from a supplier’s proactive recovery as a sign of protection or security (e.g., to safeguard 
their future service experience), leading them to perceive greater proactive recovery-re-
lated distributive justice (vs. individualist customers). We posit:  

H1a: The association of a supplier’s proactive recovery and client-perceived recovery-related dis-
tributive justice is moderated by the client’s collectivist (vs. individualist) orientation, such that cli-
ents displaying a collectivist (vs. individualist) orientation will perceive greater distributive justice. 

3.1.2. Procedural Justice. As noted, collectivist (vs. individualist) customers’ more re-
lational stance leads them to evaluate their supplier more holistically (Monga & Roed-
der-John, 2007). That is, rather than highlighting the supplier’s individual failure-relat-
ed aspects, collectivist (vs. individualist)-oriented customers tend to primarily value 
the overall relationship, leading them to be more forgiving of the supplier’s service fail-
ure and proactive recovery efforts (Hollebeek, 2018). Consequently, suppliers’ proac-
tive service recovery is likely to see their more collectivist (vs. individualist)-oriented 
clients’ higher proactive recovery-related procedural justice. Therefore,

H1b: The association of a supplier’s proactive recovery and client-perceived recovery-related pro-
cedural justice is moderated by the client’s collectivist (vs. individualist) orientation, such that cli-
ents displaying a collectivist (vs. individualist) orientation will perceive greater procedural justice. 

3.1.3. Interactional Justice. As discussed, interactional justice denotes a customer’s per-
ceived fairness of his/her treatment during the recovery process (e.g., level of courtesy/
respect; Bouazzaoui et al., 2020). Collectivist-oriented customers tend to value social 
harmony/bonding, while abhorring confrontation (Hofstede, 1991). In B2B-based pro-
active recovery, we therefore posit that collectivist (vs. individualist)-oriented clients 
will tend to prefer the supplier’s recognition of the issue (vs. relying on them to raise it), 
as well as the supplier’s initiation of the recovery process, which is viewed as a sign of 
courtesy/respect toward the client (Mattila & Patterson, 2004). We hypothesize: 

H1c: The association of a supplier’s proactive recovery and client-perceived recovery-related in-
teractional justice is moderated by the client’s collectivist (vs. individualist) orientation, such that 
clients displaying a collectivist (vs. individualist) orientation will perceive greater interactional 
justice. 

3.2 Power Distance Orientation and Perceived Recovery Justice

3.2.1. Distributive Justice refers to a client’s perceived fairness of the outcome of a recov-
ery process (Yani-de-Soriano et al., 2019). Key proactive (vs. reactive) recovery out-
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comes include the removal of possible service failure causes, explanation of its likely 
causes to clients, and outlining the actions required to minimize incidents (Döscher, 
2013). As proactive recovery efforts are typically communicated to clients by a sup-
plier’s representative, we expect that clients displaying a high (vs. low) power distance 
orientation will respond more favorably to proactive recovery being conveyed by a high 
(vs. low)-status supplier representative (Fillieri et al., 2021). Consequently, 

H2a: The association of a supplier’s proactive recovery and client-perceived recovery-related dis-
tributive justice is moderated by the client’s high (vs. low) power distance orientation, such that 
customers displaying a high (vs. low) power distance orientation will perceive greater distributive 
justice. 

3.2.2. Procedural Justice entails a client’s perceived fairness of the process (e.g., proce-
dures/policies) deployed to address service failure (e. g., Yani-de-Soriano et al., 2019). 
High power distance-oriented clients tend to conform to the provider’s expectations, 
particularly when these are conveyed by high- (vs. low)-status employees (Döscher, 
2013). Correspondingly, these customers are expected to perceive higher proactive re-
covery-related procedural justice (vs. their low power distance-oriented counterpart). 
We posit: 

H2b: The association of a supplier’s proactive recovery and client-perceived recovery-related pro-
cedural justice is moderated by the client’s high (vs. low) power distance orientation, such that 
customers displaying a high (vs. low) power distance orientation will perceive greater procedural 
justice. 

3.2.3. Interactional Justice represents a client’s perceived proactive recovery-related 
fairness in terms of the courtesy/respect, etc. shown to the customer (Yani-de-Soriano 
et al., 2019). High power distance-oriented customers tend to value maintaining or en-
hancing (vs. losing) face (Fillieri et al., 2021), raising their likelihood of accepting or 
obeying the supplier’s proactive recovery instructions (e.g., to vacate a particular area), 
particularly when conveyed by higher-status employees (Döscher, 2013). High (vs. 
low) power distance-oriented clients are, thus, also more likely to accept the perceived 
interactional justice received from their supplier, particularly if communicated by high 
(vs. low)-status representatives (Hollebeck, 2018). Therefore, 

H2c: The association of a supplier’s proactive recovery and client-perceived recovery-related in-
teractional justice is moderated by the client’s high (vs. low) power distance orientation, such that 
customers displaying a high (vs. low) power distance orientation will perceive greater interactional 
justice. 

3.3 Uncertainty Avoidance Orientation and Perceived Recovery Justice

3.3.1. Distributive Justice. Uncertainty avoidance orientation denotes the extent to which 
people tolerate ambiguous/unknown situations (Hofstede, 1980), while distributive 
justice reflects a client’s perceived fairness of a recovery process outcome. Clients ex-
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hibiting high uncertainty avoidance typically have a strong need to control (service fail-
ure) situations (Hogreve et al., 2017), including by identifying those responsible for 
resolving the failure or by implementing actions to minimize failure-induced damage, 
in turn reducing their perceived failure-related vulnerability and yielding enhanced re-
covery-related outcomes (Döscher, 2013). We postulate:  

H3a: The association of a supplier’s proactive recovery and client-perceived recovery-related dis-
tributive justice is moderated by the client’s high (vs. low) uncertainty avoidance orientation, such 
that customers displaying a high (vs. low) uncertainty avoidance orientation will perceive greater 
distributive justice.

3.3.2. Procedural Justice reveals a customer’s perceived fairness of the recovery pro-
cess (Yani-de-Soriano et al., 2019). In proactive recovery, suppliers offer their clients 
early failure-related warnings to reduce uncertainty (Döscher, 2013). We, in turn, ex-
pect highly uncertainty-avoidant customers to value these certainty-providing proac-
tive recovery activities (e.g., as they permit clients’ preparation of a desired response; 
Johnston & Hewa, 1997), thus raising their perceived proactive recovery-related proce-
dural justice. We propose: 

H3b: The association of a supplier’s proactive recovery and client-perceived recovery-related pro-
cedural justice is moderated by the client’s high (vs. low) uncertainty avoidance orientation, such 
that customers displaying a high (vs. low) uncertainty avoidance orientation will perceive greater 
procedural justice.

3.3.3. Interactional Justice exposes a customer’s perceived fairness of a supplier’s 
proactive recovery-related courtesy/empathy, etc. shown to the client. The greater a 
client’s rapport with a supplier, the higher his/her expected interactional justice level 
(Döscher, 2013), particularly for highly uncertainty-avoidant clients, who aim to min-
imize recovery-related risk (Bouazzaoui et al., 2020). In other words, the existence of a 
close client/supplier relationship can reduce perceived risk, particularly for highly un-
certainty-avoidance customers (Döscher, 2013). Correspondingly, 

H3c: The association of a supplier’s proactive recovery and client-perceived recovery-related inter-
actional justice is moderated by the client’s high (vs. low) uncertainty avoidance orientation, such 
that customers displaying a high (vs. low) uncertainty avoidance orientation will perceive greater 
interactional justice.

3.4 Perceived Proactive Recovery-Related Justice and Relationship Quality 

As shown in Figure 1, we also expect clients’ perceived distributive, procedural, and 
interactional justice to affect their perceived relationship quality. As outlined, relation-
ship quality comprises client trust, satisfaction, and commitment (Marquardt, 2013). 
Though prior studies have explored the association of client-perceived justice and rela-
tionship quality (Giovanis et al., 2015), insight into the association of perceived justice 
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dimensions and their respective effect on B2B-based relationship quality’s constituents 
remains tenuous. 

Based on equity theory, we, therefore, propose that proactive recovery-instigated 
client-perceived justice will tend to boost the customer’s supplier evaluation, in turn 
cultivating customer-perceived relationship quality. Correspondingly, we postulate that 
client-perceived proactive recovery-related distributive, procedural, and interactional 
justice impact customer trust, or the extent to which the client believes a supplier is trust-
worthy and reliable (Doney & Cannon, 1997). That is, the more justly a client feels (s)
he is treated overall in the supplier’s proactive recovery effort, the higher his/her antic-
ipated trust in the provider. Therefore,  

H4a: Customer-perceived proactive recovery-related (a) distributive, (b) procedural, and (c) in-
teractional justice positively affect customer trust.

Second, customer satisfaction reflects a client’s broad evaluation of his/her supplier 
experience (Döscher 2013). The more fairly a client feels (s)he is treated in a supplier’s 
proactive recovery effort, in terms of his/her perceived distributive, procedural, and in-
teractional justice (e.g., Yani-de-Soriano et al., 2019), the more satisfied the individual 
is likely to be with their supplier, as established in existing B2C-based research (e.g., 
McCollough et al., 2000). However, insight into this association in the industrial con-
text remains scant, as outlined. Therefore,

Figure 1
Conceptual Model 

 

 

Individualist/
collectivist 
orientation
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H4b: Customer-perceived proactive recovery-related (a) distributive, (b) procedural, and (c) in-
teractional justice positively affect customer satisfaction.

Third, customer commitment refers to the client’s valuing of his/her relationship with 
the supplier, warranting his/her effort at maintaining it (Roy et al., 2020). Like for 
customer trust and satisfaction, we posit that greater client-perceived proactive recov-
ery-related distributive, procedural, and interactional justice will tend to yield elevated 
client commitment to their supplier (Kotabe et al., 1992), though B2B-based insight 
into this association, likewise, remains scant. We propose: 

H4c: Customer-perceived proactive recovery-related (a) distributive, (b) procedural, and (c) in-
teractional justice positively affect customer commitment.

A visual representation of the hypotheses is presented in Figure 1. 

4. Methodology

4.1 Scenario-Based Experimental Design and Survey Pretest 

To test the hypotheses, we deployed a scenario-based experimental design that min-
imizes the potentially negative effect of intentionally placing customers in failure sit-
uations, while also abating potential (e.g., memory) bias inherent in the adoption of 
self-report measures (Smith et al., 1999; Patterson et al., 2006). To test the hypotheses, 
we employed three scenarios that each describes a proactive recovery approach tak-
en for an industrial service delivery delay (see Appendix). Scenarios 1, 2, and 3 were 
designed to test the moderating effect of customers’ individualist/collectivist, power 
distance, and uncertainty avoidance orientation on the association of the supplier’s 
proactive recovery effort and client-perceived recovery-related justice, respectively. We 
requested a bilingual speaker familiar with the Danish/Iranian cultures to translate the 
original English scenarios into Danish/Persian, after which a different bilingual speaker 
back-translated the document to ensure translation equivalence. 

We, then, pretested the survey by randomly assigning 30 Danish and 30 Iranian 
participants to one of the scenarios and examining their respective proactive recovery 
scores, rated on seven-point Likert scales, which revealed no issues. To compare the 
means of the Danish/Iranian sub-groups across our deployed dependent variables, we 
conducted a MANOVA, which revealed that both groups attained similar scores (mean 
Iran=4.90; mean Denmark=4.70; F=3.7, p >0.05). 

4.2 Sampling Procedures 

Individuals from Western (vs. non-Western) societies generally exhibit an individual-
ist (vs. collectivist), and lower power distance and uncertainty avoidance orientations 
(Hofstede, 1991). We used purposive sampling to recruit the participants from West-
ern (Danish/developed market) and non-Western (Iranian/emerging market) cul-
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tures, which display differing cultural orientations: On average, Danes (Iranians) reveal 
an individualist orientation of 74 (41) out of 100, a power distance orientation of 18 
(58), and an uncertainty avoidance orientation of 23 (59), respectively (Hofstede In-
sights, 2021). 

We surveyed 201 (310) employees in 50 Danish (76 Iranian) client companies, 
respectively, revealing our predominant attainment of multiple employees’ responses 
(vs. a single response) from each company across the Danish/Iranian sub-samples. To 
select our Danish firms, we used a leading database of industrial companies. Sectors 
in which the Danish companies operate include chemicals/chemical products, cloth-
ing/textile, construction/building materials, electronics, glass products, machinery, 
metalwork, packaging, paper (products), plastic products, printing, timber products, 
business services, information technology, and transportation. In each sector, we se-
lected companies with an annual turnover exceeding €2m. Using the Iranian Business 
Register, we also selected 76 Iranian companies from the same sectors, with an annual 
turnover exceeding €2m, thus applying the same criteria. 

We contacted the companies by email to identify the most suitable respondents. In 
each company, we selected the participants based on their organizational position (i.e., 
senior manager/team member). Most (97%) of the respondents were 35–56 years of 
age, 66% were male, and all participants had worked in the firm’s quality control, pur-
chasing, or marketing departments for at least three years on the survey date. Given the 
research purpose, respondents were interviewed regarding their industrial customer 
role in dealing with their supplier. The respondents were also screened to ensure they 
engage in at least monthly supplier interactions. 

As consent for a firm to participate in the study is likely taken by multiple individu-
als, we sent the questionnaire to 2–3 employees in each company. In our Danish client 
companies, we verified that all the participants were Danish, and likewise in the Ira-
nian companies. After agreeing to participate in the study, participants randomly re-
ceived one of the three proactive recovery scenarios (see Appendix). For the Danish 
sample, we received 117 complete responses (out of 201 distributed surveys), yielding 
a 58.2% response rate. For the Iranian sample, we received 109 (of 310 circulated sur-
veys), yielding a 35.2% response rate. Though the data was collected at the individual 
(i.e., employee) level, it was subsequently aggregated based on respondents’ nationality. 
Given our research objective, we created two sub-samples of developed market-based 
Danish (i.e., individualist, low power distance, low uncertainty avoidance oriented) 
and emerging market-based Iranian (i.e., collectivist, high power distance, high uncer-
tainty avoidance oriented) participants. Though Patterson et al. (2006, pp. 267–268) 
conducted a manipulation check, prior authors had outlined the potential threats to a 
study’s validity inherent in this approach (e.g., Hauser et al., 2018; Sigall & Mills, 1998). 
Following these authors, we did not conduct a manipulation check in this study. 
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4.3 Measures

After reading their assigned scenario, participants were requested to report their cultur-
al orientation, perceived recovery-related justice, and perceived relationship quality on 
seven-point Likert scales ranging from “strongly disagree” (1) to “strongly agree” (7), 
allowing us to compare the results for our individualist/collectivist-, high/low power 
distance-, and high/low uncertainty avoidance-oriented sub-samples. 

We first measured the supplier’s proactive recovery activity by using Döscher’s 
(2013) proactive service recovery scale (Table 1). Second, we gauged clients’ individ-
ualist/collectivist, power distance, and uncertainty avoidance orientation by using Yoo 
et al.’s (2011) scales. To confirm the differing cultural orientation of our sub-samples, 
we conducted a MANOVA, which attested that Iranians indeed exhibit a higher col-
lectivist (mean Iran=4.57; mean Denmark=2.63, F = 31.76; p < .05), power distance 
(mean Iran=4.53; mean Denmark=2.19, F = 30.37, p < .05), and uncertainty avoidance 
orientation (mean Iran=4.72; mean Denmark=2.97; F = 58.47, p < .05). 

Adapting Smith et al. (1999) scale, we also measured customer-perceived proac-
tive recovery-related distributive (4 items), procedural (2 items), and interactional jus-
tice (4 items). Finally, we used Ulaga and Eggert’s (2006) scales to measure customer 
trust, satisfaction, and commitment, which collectively comprise relationship quality. 
Using SPSS (v. 20) and AMOS (v. 24), we then conducted confirmatory factor anal-
yses (CFAs) on these scales, which led to the removal of a small number of items for 
proactive recovery and customer commitment, due to their factor loadings being < .50. 
Table 1 presents an overview of the deployed items and their respective factor-analytic, 
AVE, and reliability results, which all met their respective criteria. 

All factor loadings and fit indices were adequate: supplier’s proactive recovery 
(CMIN/df = 1.20, GFI = .95, AGFI = .87, NFI = .89, CFI= .93, IFI = .93, RMSEA = .04), 
client’s cultural orientation (CMIN/df  =  1.06, GFI  =  .96, AGFI  =  .92, CFI  =  97, 
NFI  =  .93, IFI =.97, CFI  =  .97, RMSEA  =  .053), client-perceived justice (CMIN/
df = 1.21, GFI =  .98, AGFI =  .96, NFI =  .98, IFI =  .99, CFI =  .99, RMSEA =  .031), 
and client-perceived relationship quality (CMIN/df  =  2.72, GFI  =  .95, AGFI  =  .88, 
NFI = .95, IFI = .97, CFI = .97, RMSEA = .060). Scale reliability, as measured by Cron-
bach’s alpha, was also acceptable (> .70) for each scale (Table 1). Moreover, the average 
variance extracted (AVE) values for the model’s latent variables ranged from 0.53–0.73, 
and the square root of the AVE for each latent variable exceeded its respective correla-
tion with the other latent variables, confirming the existence of convergent and discri-
minant validity (Fornell & Larcker, 1981). 
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Table 1
Factor-Analytic, AVE, and Reliability Results
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5. Results 

5.1 Moderating Role of Cultural Orientation 

5.1.1. Individualist/Collectivist Orientation. Deploying Scenario 1, a MANOVA was con-
ducted by using distributive, procedural, and interactional justice as the dependent 
variables for our collectivist (Iran/n=30) and individualist (Denmark/n=47) oriented 
sub-samples, thus testing H1a-c. As noted, we expect clients’ individualist/collectivist 
orientation to moderate these associations. The MANOVA results suggested that our 
emerging market-based Iranian respondents indeed displayed greater proactive re-
covery-related distributive justice (mean Iran=4.49; mean Denmark=3.40; F=18.21, 
p<0.05), supporting H1a. However, our Iranian/Danish respondents did not significant-
ly differ in terms of their perceived proactive recovery-related procedural justice (mean 
Iran=4.1; mean Denmark=4.3; F=1.7, p >0.05), leading us to reject H1b. Conversely, 
the Iranian sample exhibited greater perceived proactive recovery-related interactional 
justice (mean Iran=5.5; mean Denmark=4.5; F= 15.88, p<0.05), supporting H1c. 

5.1.2. Power Distance Orientation. Using Scenario 2, we conducted a MANOVA 
that used client-perceived distributive, procedural, and interactional justice as the de-
pendent variables for our high (i.e., Iranian/n=34) and low (i.e., Danish/n=34) pow-
er distance-oriented sub-samples, thus testing H2a-c. For distributive justice, the re-
sults confirm that our high-power distance-oriented (emerging market-based Iranian) 
sub-sample indeed perceived greater proactive recovery-related distributive justice than 
its low power distance-oriented (developed market-based Danish) counterpart (mean 
Iran=4.73; mean Denmark=3.40; F=52.01, p<0.05), supporting H2a. However, the re-
sults suggest a non-significant difference in client-perceived proactive recovery-related 
procedural justice across our high/low power distance-oriented sub-samples (mean 
Iran=4.09; mean Denmark=4.50; F=1.38, p>0.05), rejecting H2b. Likewise, the high/
low power distance-oriented sub-samples expose similar proactive recovery-related in-
teractional justice scores (mean Iran=4.70; mean Denmark=4.50; F= 1.74, p >0.05), 
refuting H2c. 

5.1.3. Uncertainty Avoidance Orientation. Using Scenario 3, we undertook a further 
MANOVA to test H3a-c, allowing us to compare the high (Iranian/n=45) and low 
(Danish/n=36) uncertainty avoidance-oriented sub-groups (Hofstede Insights, 2021). 
For distributive justice, the results confirmed our expectation (mean Iran=4.58; mean 
Denmark=3.11; F=77.8, p<0.05), supporting H3a. Surprisingly, our high/low uncer-
tainty avoidance-oriented sub-samples were found to not significantly differ in terms 
of their respective proactive recovery-related procedural justice across the emerging 
(vs. developed) market sub-samples (mean Iran=5.05; mean Denmark=4.95; F=8.50, 
p >0.05), rejecting H3b. Finally, our high/low uncertainty avoidance-oriented sub-
groups indeed differed in terms of their proactive recovery-related interactional justice 
(mean Iran=5.00; mean Denmark=3.4; F= 69.5, p <0.05), supporting H3c. Hypothesis 
testing results are shown in Table 2.
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5.2 Client-Perceived Proactive Recovery-Related Justice and Relationship Quality 

We next pooled the data from both samples (Danish: n=117; Iranian: n=109) to exam-
ine the effect of customer-perceived distributive, procedural, and interactional justice 
on relationship quality (i.e., customer trust, satisfaction, and commitment). We first 
ran a multiple regression by using customer trust as the dependent variable, and dis-
tributive, procedural, and interactional justice as the predictor variables (distributive 
justice: β = .31; procedural justice: β = .17; interactional justice: β = .13). The ANOVA 
results revealed that all three perceived justice sub-types positively affect customer trust 
(F = 10.15, p < 0.05), substantiating H4a. 

Table 2
Hypotheses Testing Results
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We, then, assessed the effect of proactive recovery-related client-perceived justice 
on customer satisfaction. Since distributive (β = .24), procedural (β = .31), and interac-
tional justice (β = .14) displayed significant main effects (F = 12.20; p < 0.05), H4b was 
supported. Finally, we conducted a multiple regression using customer commitment as 
the dependent variable, and client-perceived distributive, procedural, and interactional 
justice as the predictor variables. The ANOVA results confirm the hypothesized posi-
tive effect of each of the three perceived justice dimensions on customer commitment 
(F = 3.50; p < 0.05), supporting H4c. Moreover, the standardized coefficient for proce-
dural justice (β = .15) exceeded that of distributive (β = .12) and interactional justice 
(β = .05), implying that the impact of procedural justice on customer commitment was 
greater than that of distributive or interactional justice. We next discuss our results and 
draw implications from our analyses. 

6. Discussion, Implications, and Limitations

6.1 Discussion 

Service failure in industrial relationships is not completely preventable. Therefore, when 
failure occurs, a key challenge lies in suppliers restoring clients’ post-failure perceived 
justice and relationship quality (e.g., Chi et al., 2020), which can be facilitated by de-
ploying proactive (vs. reactive) recovery strategies (Silva et al., 2020), which, however, 
remain nebulous in international B2B marketing to date. In today’s globalized markets, 
cross-border recovery management brings the additional challenge of clients’ differing 
cultural orientations (e.g., Tower et al., 2019), including through interactions of clients 
from emerging (vs. developed) markets, which may differentially affect customers’ pro-
active recovery-related evaluations. However, despite existing literature-based acumen, 
insight into the role of customers’ cultural orientation on their proactive recovery-relat-
ed perceived justice and relationship quality in emerging (vs. developed) markets lags 
behind, as, therefore, explored in this paper.

To address this gap, we collected data from industrial clients in Denmark (i.e., devel-
oped market) and Iran (i.e., emerging market). Our most notable finding is that clients’ 
individualist/collectivist, power distance, and uncertainty avoidance orientations par-
tially moderate the association of supplier-instigated proactive recovery and client-per-
ceived recovery-related justice (H1a-c, H2a-c, H3a-c), thus largely aligning with Pat-
terson et al.’s (2006) B2C-based findings. The results also confirm that client-perceived 
post-recovery justice impacts perceived relationship quality (H4a-c), also Luo et al.’s 
(2019) results in the cross-border B2B context. Collectively, the findings highlight the 
key role of customers’ cultural orientation in proactive service recovery performance in 
the emerging and developed market context, suggesting that cultural orientation should 
be taken as a pertinent input in the design of B2B-based proactive service recovery 
strategy. Thus, industrial suppliers’ proactive service recovery performance cannot be 
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effectively assessed without duly acknowledging customers’ cultural orientation, thus 
extending the work of Luo et al. (2019), Patterson et al. (2006), and Döscher (2013) 
in the B2B context.

First, the results for H1a-c reveal that industrial customers’ individualist/collectivist 
orientation moderates the relationship between a supplier’s proactive service recovery 
and client-perceived distributive/interactional justice for our emerging and developed 
market-based sub-samples. However, no significant difference was found across these 
groups for procedural justice (H1b). As procedural justice denotes a client’s perceived 
fairness of the recovery process (e.g., policies/procedures; Yani-de-Soriano et al., 2019), 
this finding suggests that industrial clients, regardless of their individualist/collectivist 
orientation, equally value proactive recovery-related procedural fairness. For example, 
if clients have to wait due to a supplier’s proactive prevention of a potential failure, they 
will expect other clients to have a similar wait, irrespective of whether they are more 
individualist- or collectivist-oriented customers (Casidy et al., 2021). 

Second, the findings for H2a-c show that clients’ power distance orientation mod-
erates the association of a supplier’s proactive service recovery and client-perceived dis-
tributive justice, with high (vs. low) power distance-oriented clients indeed perceiving 
greater distributive justice (H2a). However, our high (Iranian) vs. low (Danish) power 
distance-oriented clients were not found to significantly differ with respect to their pro-
active recovery-related procedural/interactional justice (H2b-c), despite their elevated 
cultural distance (Tower et al., 2019). That is, both high/low power distance-oriented 
groups were found to similarly value proactive recovery-related procedural/interac-
tional justice. 

Third, the results for H3a-c suggest that industrial clients’ uncertainty avoidance ori-
entation moderates the relationship between supplier-instigated proactive service re-
covery and client-perceived distributive and interactional justice (H3a/H3c). However, 
our low (Danish/developed market) and high (Iranian/emerging market) uncertainty 
avoidance-oriented sub-groups equally value the supplier’s proactive recovery-related 
procedural justice (H3b). In other words, like clients’ individualist/collectivist and 
power distance orientation (H1b/H2b), their uncertainty avoidance orientation fails 
to discriminate these groups in terms of their respective importance attributed to pro-
active recovery-related procedural justice. 

Finally, our findings for H4a-c indicate that client-perceived proactive recovery-re-
lated distributive, procedural, and interactional justice impact supplier relationship 
quality. Overall, client-perceived procedural (vs. distributive/interactional) justice, 
which was found to not significantly differ across clients’ cultural orientation, exerts 
a particularly strong effect on relationship quality. Our findings, therefore, differ from 
those of Patterson et al. (2006), as follows (Luo et al., 2019). Unlike these authors’ fully 
moderating B2C-based results, our results indicate that industrial clients’ individualist/
collectivist, power distance, and uncertainty avoidance orientation partially moderate 
the association of supplier-instigated proactive recovery and client-perceived recov-
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ery-related justice in the emerging and developed market context. Specifically, none 
of the three explored cultural client orientations was found to affect client-perceived 
procedural justice, suggesting this dimension’s pertinence across customers of differing 
cultural profiles, or those across emerging and developed markets. A plausible reason 
is that the typically more relational/enduring or more interdependent nature of B2B 
(vs. B2C)-based dealings necessitates elevated levels of customer-perceived procedural 
fairness, irrespective of clients’ cultural orientation. 

6.2 Theoretical Implications 

This study yields important theoretical implications. First, we assimilate the literature 
streams of customers’ cultural orientation and B2B-based proactive service recovery in 
the emerging (vs. developed) market context, which remain disparate to-date. Specif-
ically, we explored the effect of clients’ individualist/collectivist, power distance, and 
uncertainty avoidance orientation on their proactive recovery-related perceived distrib-
utive, procedural, and interactional justice and relationship quality across these markets 
(Luo et al., 2019). By illuminating the effect of industrial clients’ cultural orientation on 
proactive recovery effectiveness, this empirical study sets a pioneering milestone in the 
international marketing-based proactive service recovery literature across emerging/
developed markets. 

Second, our findings raise key issues for further inquiry. For example, little remains 
known regarding the effect of suppliers’ proactive recovery execution (e.g., timing/level 
of information offered) across emerging/developed markets, which may further affect 
clients’ supplier evaluations (Silva et al., 2020). Another natural progression of this 
work is to analyze failure severity or the duration of the client/supplier relationship and 
its effect on proactive recovery performance. Overall, our findings suggest that though 
customers’ cultural orientation may be used to segment industrial clients in supplier-in-
stigated proactive recovery strategies, any client – regardless of his/her cultural orienta-
tion – values proactive recovery-related procedural justice, warranting its maintenance 
and effective management (Harper & Mustafee, 2019). 

6.3 Managerial Implications 

This study also yields implications for managers serving clients in emerging/developed 
markets. First, while it is important to minimize service failure, this is to some extent 
inevitable, highlighting the critical role of effective service recovery (Döscher, 2013). 
Our findings support the idea that proactive recovery plays a pivotal role in improving 
industrial client-perceived proactive recovery-related perceived justice and relationship 
quality in the emerging/developed market context, highlighting its strategic impor-
tance (Guchait et al., 2019). We, therefore, recommend managers to adopt a proactive 
(vs. reactive) recovery strategy to mitigate the effects of failure-induced damage, thus 
optimizing client outcomes. Proactive recovery can also be used to reduce firms’ recov-



280

ISSN 2029-4581   eISSN 2345-0037   Organizations and Markets in Emerging Economies

ery cost, as in the latter, they need to work harder to remedy customers’ already dam-
aged satisfaction. Proactive recovery can, therefore, offer a first-mover-akin advantage 
where suppliers, by owning up to their (looming) failures before the customer notices 
these, have a strategic opportunity to boost client evaluations (Silva et al., 2020). We 
thus recommend the adoption of a proactive (vs. reactive) recovery strategy, given its 
positive expected effect on client-perceived justice and relationship quality in emerg-
ing/developed markets. 

Second, our results suggest that supplier-led efforts to identify, notify, explain, and 
keep clients informed through the recovery process favorably impact customer-perceived 
distributive, procedural, and interactional justice, as well as relationship quality (Ulaga & 
Eggert, 2006). This finding indicates the pertinence of client-perceived fairness of proac-
tive recovery-related processes, interactions, and outcomes, which should be considered 
in staff recovery training–design, monitoring, and implementation. For example, we ex-
pect employee sensitivity to clients’ cultural orientation to facilitate customer-perceived 
justice/relationship quality, thus further boosting proactive recovery performance. 

Third, though the findings show that clients of differing cultural orientations dif-
ferentially value proactive recovery-related distributive/interactional justice, procedur-
al justice is rated equivalently across clients’ cultural orientations, or across clients in 
emerging/developed markets.  As procedural justice was also found to exert the strong-
est effect on customer commitment (H4c), we recommend industrial suppliers to en-
sure elevated levels of client-perceived proactive recovery-related procedural justice in 
particular (e.g., by implementing fair, non-discriminatory recovery processes/policies 
across their clientele).  

6.4 Limitations and Further Research 

This study is also subject to several limitations, from which we identify additional re-
search avenues. First, our analyses are drawn from a scenario-based experimental de-
sign, using two (emerging vs. developed market-based) sub-samples (i.e., from Iran/
Denmark), incurring potentially limited external validity or generalizability of the 
findings. Thus, by using a different methodological (e.g., survey-based) approach, or 
by investigating industrial clients’ cultural orientation or distance in other (e.g., North 
American) cultures (Tower et al., 2019), future researchers may refine the reported 
findings. Relatedly, while we explored the effect of industrial clients’ cultural orienta-
tion on firm-based proactive recovery performance, we did not examine the firm’s cul-
tural orientation, which may also affect its proactive recovery performance, particularly 
in cross-border operating firms. For example, if an individualistic firm deploys a proac-
tive recovery strategy with collectivistic customers, their observed cultural mismatch 
may give rise to worthwhile future research opportunities. 

Second, we used purposive sampling to collect the data. While offering a valid data 
collection technique (Malhotra & Birks, 2012), this approach may also limit the gen-
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eralizability of the findings. We, therefore, advise researchers to deploy simple random 
sampling to collect their data. Moreover, though we attained 117 valid Danish and 109 
Iranian responses, further research may wish to replicate our work by drawing on larger 
samples (e.g., n>200). 

Third, though we explored the effect of a supplier’s proactive recovery activity on cli-
ent-perceived justice/relationship quality, alternate dependent variables may be used, 
including customer experience, engagement, or brand love (e.g., Hollebeek, 2018). 
Moreover, additional factors, including client/supplier relationship depth or failure se-
verity, or further (e.g., digital) contexts, are candidates for further exploration. 
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Appendix 
Scenarios 
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 have already started resolving the issue.  The employee further explains that they have identified the
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