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1. [bookmark: _Toc235714714]Introduction

International partnerships help organisations enter new markets, combine expertise, and develop products that may be difficult to create independently. However, cooperation does not become effective simply because an agreement has been signed. Employees must still explain proposals, challenge assumptions, share specialist knowledge and agree when a decision is final. According to Deresky (2022), culture influences how people interpret information, relationships, and authority, meaning that communication differences can directly affect international management.
This essay examines the long-term strategic partnership between M&G plc and Dai-ichi Life Holdings. M&G is a UK-based savings and investment organisation operating across asset management, retirement, and investment services, while Dai-ichi Life is a major Japanese insurance and financial-services group with extensive knowledge of customers, distribution, and the domestic market (M&G plc, n.d.; Daiichi Life Group, Inc., n.d.). Announced in May 2025, the partnership covers asset management, life insurance, product distribution and the potential joint development of financial products (M&G plc, 2025).
The central challenge is not simply that British employees may be more direct and Japanese employees more indirect. It is the need to integrate M&G's product and investment capabilities with Dai-ichi Life's knowledge of Japanese regulation, customers, and distribution. Hall's context theory and selected Hofstede dimensions are therefore applied to product governance, customer communication, risk escalation, joint decisions, and English-language meetings. The argument is that national culture can reveal possible misunderstandings, but organisational culture, professional responsibilities and language power are equally influential.

2. [bookmark: _Toc235714715]Strategic, market and theoretical context

The partnership combines complementary resources. M&G contributes investment, savings, and retirement expertise, while Dai-ichi Life contributes local insurance knowledge, customer relationships and distribution capability. Japan also offers a large and mature market. The Life Insurance Association of Japan (2025) reported approximately 195.3 million individual life-insurance policies in force in 2024. Reforms to the NISA tax-exemption scheme also form part of government efforts to encourage household investment and strengthen Japan as an asset-management centre (Financial Services Agency, 2023). These conditions create opportunities, but unsuitable wording, unclear approval or inconsistent customer information could create regulatory and reputational consequences.
Hall (1976) distinguishes explicit communication from communication in which meaning depends more strongly on context, relationships, and shared understanding. Barmeyer (2026) evaluates the model as a consciousness-building framework that reveals hidden assumptions. Hofstede's dimensions offer a second perspective. The Culture Factor Group (n.d.) reports that Japan scores higher than the UK for power distance, uncertainty avoidance and long-term orientation, while the UK scores higher for individualism. Figure 1 summarises the broader comparison. These scores may explain different expectations concerning hierarchy, consultation, evidence, and responsibility.

[bookmark: _Toc235714716]Figure 1: Cultural-dimension comparison between Japan and the United Kingdom


Source: Adapted from The Culture Factor Group (n.d.)
Nevertheless, the theories should not be used as national checklists. Maletzky de García and Barmeyer (2026) treat cultural dimensions as interpretive frameworks rather than predictions of individual behaviour. They are applied here to three practical questions: how products are approved, how they are communicated to Japanese customers, and how specialist knowledge reaches decision-makers.

3. [bookmark: _Toc235714717]Communication during product governance and regulatory approval

A communication risk could arise when M&G proposes an investment or retirement product for distribution through Dai-ichi Life. M&G may expect Japanese compliance and distribution specialists to state objections clearly. Dai-ichi Life participants may instead express concern through cautious wording, requests for internal discussion or reluctance to commit. From a higher-context perspective, the absence of endorsement may already communicate that the proposal is unsuitable. M&G could interpret the same response as general support subject to minor amendment.
Hall's framework is useful because it shows why identical words do not guarantee shared meaning (Hall, 1976). Nixon and Bull (2006) similarly found that British and Japanese participants differed in interpreting communication involving relationships and status. In this partnership, a misunderstood warning could waste development resources or allow an unsuitable feature to progress before Japanese regulatory concerns are resolved.
Japan's uncertainty-avoidance score of 92, compared with 35 for the UK, also suggests a stronger preference for evidence, risk analysis and established approval procedures (The Culture Factor Group, n.d.). M&G may regard repeated review as delaying progress, whereas Dai-ichi Life may regard it as necessary protection. However, caution cannot be attributed only to nationality because compliance specialists in both companies work in a regulated industry. The strongest explanation is therefore a combination of national tendencies and the professional culture of financial services. Managers should clarify what evidence or approval remains outstanding rather than believing that the delay reflects indecision.

4. [bookmark: _Toc235714718]Customer communication and Japanese distribution

Success will also depend on how products are explained to Japanese customers through Dai-ichi Life's distribution channels. Literal translation is insufficient because financial communication includes assumptions about trust, persuasion, risk, and long-term security. M&G may favour concise explanations of investment objectives, performance, and risk, while Dai-ichi Life may place greater importance on reassurance, reputation, and the adviser-customer relationship. A message that appears commercially confident in Britain could appear too assertive in Japan.
Tabata and Vrij (2023) identified differences between Japanese and British participants in the verbal strategies they believed would appear convincing. This suggests that an assertive M&G presentation might be interpreted as confidence by British colleagues but as pressure by some Japanese audiences. Equally, a qualified explanation from Dai-ichi Life could be misjudged as weak or uncommercial. The study did not examine financial customers, so it should identify a risk rather than predict customer reactions.
Customer materials should therefore be adapted and tested locally, not merely translated. Dai-ichi Life should review product descriptions, risk explanations, adviser scripts and digital communications before launch. Inconsistent explanations could reduce confidence and create conduct risk. Local communication should therefore be treated as part of product governance rather than a final marketing activity.

5. [bookmark: _Toc235714719]Risk escalation, hierarchy, and specialist knowledge

Hierarchy matters when a junior specialist identifies a concern. The UK's power-distance score is 35, compared with 54 for Japan, suggesting that British workplaces may accept more informal challenge, while Japanese employees may value seniority and established channels (The Culture Factor Group, n.d.). An M&G project leader may invite open disagreement and assume that silence indicates acceptance. A Dai-ichi Life compliance specialist may possess important local knowledge but prefer to raise it privately or through a senior manager.
The main risk is the loss of specialist knowledge. A regulatory concern may not reach those controlling the budget or launch schedule, and the product may progress on the false assumption that local approval exists. At the same time, blunt public criticism could damage trust and reduce future disclosure. Wyant and Cionea (2024) found that workplace trust influenced communication and information sharing between Japanese expatriates and host-country employees. Their US—Japanese manufacturing context limits direct application, but the study supports the view that the handling of disagreement affects whether employees continue to share concerns.
The partnership requires more than simply promoting open communication. It requires a protected route through which regulatory, customer and distribution specialists can submit concerns privately and in writing, with a clear obligation for project leaders to respond. This respects different preferences for public challenge while ensuring that expertise is not filtered out by hierarchy.

6. [bookmark: _Toc235714720]Consultation and joint product decisions

Differences may also appear in deciding whether a proposal is ready. The UK individualism score of 76, compared with 62 for Japan, suggests that M&G managers may be more comfortable with delegated authority and individual accountability (The Culture Factor Group, n.d.). Dai-ichi Life may expect consultation across compliance, distribution, customer service and senior management. M&G could interpret this as slow, while Dai-ichi Life could view rapid approval as insufficiently supported.
Chau and Nacharoenkul (2023) discuss horenso—reporting, informing, and consulting as an important Japanese business practice. Although their evidence comes from manufacturing in Thailand, the principle is relevant because Dai-ichi Life must coordinate knowledge held by different departments. Customer-service teams understand likely questions, advisers know what customers find difficult, and compliance specialists identify legal or conduct concerns. Consultation can therefore improve implementation rather than merely delay it.
Delegation also has value because not every operational issue requires senior consensus. The weakness arises when the companies do not know whether a discussion represents informal consultation, conditional support, or formal approval. Each major decision should be recorded as approved, conditionally approved, pending consultation, rejected, or requiring further evidence. This combines M&G's need for clarity and pace with Dai-ichi Life's need for internal alignment.

7. [bookmark: _Toc235714721]Language, expertise, and power in joint meetings

English is likely to be the common working language, but one language does not create equal participation. Ivanova-Gongne et al. (2023) argue that language competence can influence perceived power in intercultural business interactions. M&G employees may speak more quickly and present technical arguments more confidently in English. Dai-ichi Life employees may nevertheless hold stronger knowledge of Japanese regulation, distribution, and customers. Fluency could therefore be mistaken for professional authority.
This is particularly relevant in video meetings, where pauses can be interpreted as uncertainty. Silence may reflect translation effort, reflection, or hesitation about challenging a proposal rather than agreement. Huggins, Williams, and Sato (2023) found some UK-Japan differences in emotional self-awareness, although their pilot sample was small and not workplace-specific. Their findings cannot predict behaviour, but they reinforce the need to avoid judging confidence or concern only through familiar British signals.
Agendas and papers should be circulated before meetings, chairs should pause after major questions, and participants should be invited to comment by function rather than only by seniority. Important customer and compliance documents should be bilingual and professionally translated. These practices reduce the possibility that English fluency dominates local expertise.

8. [bookmark: _Toc235714722]National, organisational, and professional cultures

Hall and Hofstede help managers ask useful questions, but they do not explain every behaviour. M&G's organisational culture may be shaped by investment performance, commercial accountability, and delegated decisions. Dai-ichi Life may have routines shaped by insurance, customer service and internal approval. These organisational differences may sometimes be stronger than the national contrast.
Professional culture adds another layer. An M&G compliance specialist may have more in common with a Dai-ichi Life compliance specialist than with an M&G marketing manager because both compliance professionals require evidence, documentation, and customer protection. Investment specialists may communicate through technical data, while distribution employees depend more on adviser and customer feedback. Age, international experience, language ability, personality and meeting format can also change behaviour.
National frameworks should therefore challenge assumptions rather than label employees. Managers should not assume that every Japanese participant is indirect or that every British participant welcomes confrontation. Instead, the partnership should establish how each team prefers concerns to be raised, who holds authority and what evidence is required. This prepares employees for difference without turning national averages into stereotypes.

9. [bookmark: _Toc235714723]A communication system for the partnership

The partnership requires a communication system built around financial-product governance. A product-governance map should separate responsibility for investment design, Japanese regulatory compliance, distribution, customer communication and final commercial approval. This prevents one team from considering that another team’s support covers areas outside its authority.
A bilingual decision and risk register should record the status of each major proposal, unresolved regulatory or customer concerns, responsible persons, required evidence and deadlines. General verbal support should not count as final approval unless it is recorded by the correct authority. Customer communication should also be reviewed and tested locally. M&G should ensure investment accuracy, while Dai-ichi Life should have formal authority over the suitability of product language, adviser materials and risk explanations for Japan.
Major meetings should be jointly led by one representative from each company. Proposals should be circulated in advance, allowing Dai-ichi Life to consult internally and M&G to receive concerns before approval. After each meeting, a summary should state what was decided, what remains conditional and who must act next. A protected escalation route should also allow junior specialists to raise concerns privately.
Intercultural training can support these processes, but generic awareness is insufficient. Training should use actual product cases, approval language and customer risks. The aim is not to make one side communicate like the other, but to create a system in which different styles still lead to clear, safe and accountable decisions.

10. [bookmark: _Toc235714724] Conclusion

The central communication challenge for M&G and Dai-ichi Life is integrating investment expertise with Japanese regulatory, distribution and customer knowledge. Cultural differences may influence how concerns are expressed, how hierarchy is interpreted and when decisions are considered final. Hall and Hofstede help identify these risks, but organisational culture, professional responsibility and language competence are equally important.
Misunderstandings could affect product approval, customer confidence, risk escalation and implementation. M&G's directness and delegated authority may support speed, while Dai-ichi Life's consultation and attention to context may improve local suitability. The partnership will create the greatest value when these strengths are connected through clear governance roles, explicit decision status, bilingual documentation, protected challenge, and local customer review. M&G's capabilities should not simply be transferred into Japan; they should be adapted through Dai-ichi Life's regulatory knowledge, distribution experience and understanding of Japanese customers.
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