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Abstract

Product-service systems (PSS) are increasingly adopted by firms seeking to pursue environmental and social responsibili-
ties alongside commercial goals, often with near-term trade-offs. Yet, their implementation across diverse national contexts
is often fraught with tensions between competing institutional logics, constraining the scalability and robustness of PSS
strategies. While institutional theory highlights how logics guide organizational behavior, less is understood about how firms
transfer global sustainability logics across organizational and national boundaries and translate them into locally viable
practices in differing institutional environments. This study addresses this gap through a comparative qualitative case study
of a global heating system provider, drawing on 43 in-depth interviews and complementary field data from its headquarters
in Japan and its subsidiary and customers in Tiirkiye. We identify three institutional logics—sustainability, state, and com-
mercial—that jointly influence PSS adoption but interact differently across contexts. Our findings reveal three mechanisms
of institutional work that underpin the transfer and translation of logics: strategic creation of sustainability practices, tight
and loose coupling of logics under varying institutional conditions, and negotiation of disruption trade-offs between environ-
mental and profitability priorities. We develop a conceptual model that specifies the mechanisms through which sustainability
logics are transferred across organizational and national boundaries and translated into locally enacted practices, leading to
either tight, incremental, or symbolic integration of PSS strategies. Theoretically, this research advances institutional theory
by demonstrating that institutional logics are not fixed determinants of behavior but resources that actors actively interpret,
recombine, and sometimes only nominally adopt when transferring them across contexts. Practically, it provides guidance
for managers and policymakers on designing harmonization strategies, aligning incentives, and overcoming infrastructural
barriers to enable substantive sustainability transitions.
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Introduction

Amid the daunting challenges of climate change, resource
scarcity, and geopolitical uncertainty, firms increasingly
grapple with simultaneously enhancing product and produc-
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tion sustainability while catering to diverse and complex
customer demands (Jiang et al., 2023; Yang et al., 2019). As
such, original equipment manufacturers (OEMs) face ten-
sions in balancing profit, environmental conservation, and
social responsibility considerations—core principles of ethi-
cal business conduct (Dahlmann & Grosvold, 2017; Glavas
& Mish, 2015)—under customer demand for advanced solu-
tions to increasingly complex problems (Hahn et al., 2015;
Financial Times, 2023). These tensions are compounded by
differences in the interpretation and applications of these
considerations across different institutional environments
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(Seo & Creed, 2002). To address this, OEMs increasingly
integrate services into their offerings, forming product-ser-
vice systems (PSS) that help solve complex problems cus-
tomers face, enhance profitability, and reduce environmental
impact (Kiihl et al., 2023; Vezzoli et al., 2017). PSS aim to
meet complex client needs holistically, cost-effectively, and
sustainably, in line with servitization principles (Doni et al.,
2019), which emphasize shifting from product-centric busi-
ness models to integrated solutions that combine products
and services to deliver higher value and long-term customer
relationships. Strategically designed PSS often reduce the
ecological footprint, facilitate sustainable materials, foster
innovative designs, and enhance circular economy practices
(Doni et al., 2019; Kohtamaiki et al., 2023; Paiola et al.,
2021). Nonetheless, their adoption and implementation are
profoundly influenced by differing institutional logics (Dahl-
mann & Grosvold, 2017; Yin & Jamali, 2021), defined as
the socially constructed values, norms, rules, and practices
shaping organizations and societies (Reay & Hinings, 2009;
Thornton et al., 2012).

However, a significant gap exists in understanding the
process of delivering PSS across different institutional log-
ics. PSS are often framed in the literature as mechanisms
to pursue environmental goals alongside economic goals,
emphasizing performance delivery over ownership and
reducing material consumption through integrated solu-
tions (Kohtamiki et al., 2023; Kiihl et al., 2023). However,
their application varies widely across national contexts
due to differing institutional logics (Dahlmann & Gros-
vold, 2017; Yin & Jamali, 2021). These logics influence
the design, adoption, and implementation of PSS and their
acceptance by local stakeholders, who operate under dis-
tinct cultural, economic, and regulatory conditions. Never-
theless, the processes through which competing logics are
managed, bridged, and adapted remain critically underex-
plored, leaving an important gap in the broader discussion
of firms’ sustainability transitions. While many firms have
adopted sustainable business models and invested substan-
tial effort, they often face persistent challenges in aligning
these models with coordinated activities that effectively
balance environmental, economic, and social goals (Lopez-
Cabarcos et al., 2025; Visnjic et al., 2025). Although PSS
emphasizes circularity, total cost of ownership (TCO), and
resource efficiency, their implementation can be hindered
by different supplier practices and market conditions across
different institutional logics (Diebel et al., 2024; Kok et al.,
2019; Zampone et al., 2023). Despite PSS’ potential to
drive sustainability transitions, the literature has yet to fully
address differences in institutional logics that impede their
successful implementation and how businesses enact their
agency to bridge different institutional logics, i.e., juggling
between, synthesizing, and strategically steering diverse and
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often competing logics, namely commercial, state, and sus-
tainability logics, in the pursuit of sustainable PSS adoption.

The complexity of PSS, compounded by differences in
institutional logics, requires balancing sustainability, com-
petitiveness, and profitability while managing multiple
interdependencies and conflicting objectives. To this end,
institutional work, the deliberate actions taken by individuals
and organizations to create, maintain, or disrupt institutional
structures (Greenwood et al., 2018; Lawrence & Suddaby,
2000), is pivotal in understanding how businesses respond
to these pressures and how PSS evolve. Institutional work as
a manifestation of organizational agency provides a useful
lens for examining how businesses actively shape, main-
tain, and transform institutions, contrasting with traditional
institutional theory, which focuses on how institutions influ-
ence actions (Lawrence & Suddaby, 2006). This concept is
critical when actors encounter competing institutional log-
ics (Thornton & Ocasio, 1999). Effectively bridging these
diverse institutional logics requires understanding and man-
aging their interactions, conflicts, and synergies (Greenwood
et al., 2011; Seo & Creed, 2002). Accordingly, understand-
ing how firms respond to these challenges through institu-
tional work, particularly across heterogeneous institutional
environments, and bridging conflicting institutional logics
would offer valuable insights into building robust, scal-
able, and context-sensitive PSS models that can meet both
environmental and economic objectives across institutional
logics.

In this study, we explore how institutional logics influ-
ence the adoption and implementation of PSS and examine
the role of institutional work in bridging these competing
logics to translate PSS across country contexts and facilitate
sustainability transitions. We address the following research
questions: How do different institutional logics influence the
adoption of PSS? How are PSS transferred and translated
across contexts, and how does institutional work shape these
processes? In so doing, we rely on rich qualitative data from
a large Japanese OEM, its Turkish subsidiary, and its key
customers. We triangulate different data sources to iden-
tify and examine the interplay of three specific institutional
logics—state, commercial, and sustainability—and corre-
sponding institutional work in developing and delivering
PSS. These logics reflect broader ethical debates around
managing tensions between short-term economic gains and
long-term societal and ecological well-being (Dahlmann &
Grosvold, 2017; Pesterfield & Rogerson, 2023; Yang et al.,
2019; Yin & Jamali, 2021). To this end, our study advances
the literature by outlining three distinct logics that shape
PSS and ensuing institutional work undertaken by managers
in transferring and translating PSS across institutional con-
texts. It bridges important research gaps by examining how
firms operating in different countries adopt and implement



Bridging Different Institutional Logics: The Role of Institutional Work in Translating...

PSS while managing competing objectives of sustainability,
competitiveness, and profitability.

Accordingly, this study makes three key contributions.
First, it examines how varying institutional logics, character-
ized by distinct cultural, regulatory, and economic norms,
impact the adoption and implementation of PSS. Second,
it sheds light on the pivotal role of institutional work as a
dynamic process in implementing PSS and enabling organi-
zations to create, maintain, or disrupt institutional structures,
offering a nuanced perspective on how actors influence and
respond to institutional logics. Finally, our study presents
a model that illustrates the interplay of institutional work
when PSS are transferred and translated across different
institutional logics embedded in different countries, offering
a nuanced understanding of the institutional work involved.
It advances research on PSS—typically examined in single-
country environments and rarely expanded to international
contexts (Golgeci et al., 2021)—and links its applications
across national boundaries.

Beyond its theoretical contributions, this study also car-
ries important policy implications. As institutional logics
influence the diffusion and acceptance of sustainable busi-
ness models, policymakers play a pivotal role in either ena-
bling or constraining such transitions. Building on regula-
tory governance work on responsible innovation and global
sustainability governance (Voegtlin & Scherer, 2017) and on
corporate accountability beyond reputation-only approaches
(Carroll & Olegario, 2020), our findings indicate that scal-
ing PSS can be more effective when hard-law mandates are
paired with orchestrated soft-law, multi-stakeholder stand-
ards that create forums and incentives for the institutional
work required to translate global sustainability logics locally.
We extend these streams by showing how the interaction of
sustainability, state, and commercial logics conditions tight,
loose, or symbolic PSS integration across borders, refining
accountability frameworks that emphasize the interplay of
legal rules, transparency, and reputational discipline. Our
findings showcase how competing institutional logics can
impede the effective scaling of PSS across borders. Our
study indicates that policymakers can design more coherent
regulatory frameworks vis-a-vis institutional work that firms
engage in to bridge institutional logics and promote cross-
sector dialog toward sustainable PSS.

The remainder of the paper proceeds as follows: First,
we provide the theoretical underpinnings, followed by a
section outlining the adopted research approach. Then, we
present the findings detailing the institutional logics at play
across contexts and how these are transferred and translated
through institutional work mechanisms. Based on our find-
ings, we propose a theoretical model. Finally, the discussion
and conclusion sections provide theoretical contributions,
managerial implications, and directions for future research.

Theoretical Background
Sustainability and Product-Service Systems (PSS)

The concept of sustainability is inherently multidimensional
and sometimes ambiguous, encompassing ecological, social,
and economic considerations that are not always aligned (Du
Pisani, 2006). While early work linked sustainability to the
long-term management of natural resources, the idea gained
global prominence through the Brundtland Report’s defini-
tion of sustainable development and subsequent formula-
tions (WCED, 1987), such as the triple bottom line, which
emphasize balancing environmental, social, and economic
goals (Borland & Lindgreen, 2013; Porritt, 2012). Since its
formal introduction, sustainable development has become a
guiding concept in environmental research and policy (Alva-
rado-Herrera et al., 2017; Gore, 2015). However, despite
broad agreement on its long-term, multidimensional charac-
ter, scholars remain divided on how firms should implement
sustainability (Adolph & Beckmann, 2024).

Against this backdrop, businesses face intensifying envi-
ronmental challenges, evolving societal expectations, and
regulatory pressures to adopt greener practices (Jiang et al.,
2023; Yang et al., 2019). Climate change, resource depletion,
and the mounting problem of electronic waste (Vezzoli et al.,
2017) heighten the need not only for cleaner technologies
but also for business models that integrate environmental,
social, and economic value (Hahn et al., 2015). Sustainable
business model and “business case” research offer one such
design lens, clarifying how value creation, delivery, and cap-
ture can be reconfigured at the network level (Evans et al.,
2017; Schaltegger et al., 2016; Schaltegger & Burritt, 2018).

PSS emerged as a response to the environmental and
social limitations of conventional product-based models
(Roy, 2000; Tukker, 2004). In sustainable business model
terms, PSS is a canonical pathway: the integration of prod-
ucts and services into service-intensive offerings, lifecycle
responsibilities, and partner collaboration (Evans et al.,
2017; Rabetino et al., 2024). These architectures can reduce
waste, extend product lifecycles, and enable environmen-
tally and socio-ethically sound solutions while remaining
commercially viable (Kohtamaiki et al., 2023; Kiihl et al.,
2023). Evidence on the profitability of sustainability is
nuanced: meta-analytic work indicates a generally positive
association between corporate environmental performance
and corporate financial performance but emphasizes that the
effect is contingent on factors such as the type of environ-
mental performance, firm characteristics, and measurement
approach (Dixon-Fowler et al., 2013). Complementing this,
firm-level analyses of leading global sustainability perform-
ers show higher sales growth, return-on-assets, profit before
tax, and operating cash flows than matched peers over time,
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suggesting that, when appropriately designed and imple-
mented, sustainability practices can complement financial
performance (Ameer & Othman, 2012). For PSS specifi-
cally, these findings imply that profitability gains are most
likely where PSS initiatives are proactive and aligned with
organizational capabilities and market context.

For manufacturers, PSS frequently entails redesigned
value propositions (efficiency and low emissions), service-
based value delivery (maintenance, diagnostics), and value
capture grounded in reliability and performance (Bocken
et al., 2014; Evans et al., 2017), representing a paradigm
shift that combines economic efficiency with sustainability
commitments (Hahn & Pinkse, 2022; Kiihl et al., 2023).
However, PSS enactment is shaped by both institutional
context and ethical stance. Business case research on sus-
tainability differentiates between symbolic and substantive
sustainability; internal, proximate stakeholders tend to pro-
pel substantive decarbonization, whereas external audience
pressures can induce more reputational or certification-
driven responses (Block et al., 2024; Schaltegger & Burritt,
2018).

Ethically, this maps onto “reactionary” and “reputational”
versus “responsible” and “collaborative” business cases,
where the latter embed environmental and social responsibil-
ities into core operations even at near-term cost (Schaltegger
& Burritt, 2018). Cross-national PSS rollouts may traverse
phases of decoupling, translation, or even dehybridization
as the salience of competing logics shifts, raising risks of
mission drift if governance is weak (Yang et al., 2023).

Finally, the assumption that PSS invariably yield sub-
stantial sustainability benefits is contested (Hahn & Pinkse,
2022; Hahn et al., 2015). The heterogeneity of institutional
logics, encompassing divergent standards, regulations, and
practices, may not always be congruent with sustainability
objectives, posing integration and implementation chal-
lenges that slow or constrain broader adoption (Milosevic
et al., 2023; Yin & Jamali, 2021). This positions PSS not
merely as a site where competing logics must be actively
bridged, requiring strategies to integrate environmental, eco-
nomic, and societal goals and seize the potential of sustain-
able innovations within their operations.

Institutional Logics

Institutional theory is among the conjectures that shed
light on the dynamic interplay of logics within the context
of sustainability (Chen et al., 2024; Yin & Jamali, 2021).
Accordingly, North (1990) posits that institutions func-
tion as societal ‘rules of the game,” shaping interactions
through humanly devised constraints. These institutions
are tangible through their structures and practices (Kok
et al., 2019) and are given life through institutional log-
ics, which Thornton and Ocasio (1999, p. 804) describe as

@ Springer

“the socially constructed patterns of symbols and material
practices, assumptions, values, beliefs, and rules by which
individuals and organizations produce and reproduce their
material subsistence, organize time and space, and provide
meaning to their social reality.” Importantly, institutional
logics are distinct from institutional forces: whereas insti-
tutional forces, such as coercive, normative, and mimetic
forces, highlight how conformity and legitimacy are exter-
nally imposed (DiMaggio & Powell, 1983), institutional
logics illuminate the internal meaning systems that actors
draw upon to make sense of and justify action (Thornton
& Ocasio, 1999). Studying logics rather than forces allows
us to attend to the plural, and often conflicting, value sys-
tems within organizations, thereby capturing the nuanced,
agentic responses to sustainability demands that a focus
on isomorphic pressure alone would obscure. Friedland
and Alford (1991) view institutional logics as a combina-
tion of material practices and symbolic constructions that
serve as organizing principles. The diversity of logics cor-
responds with varied organizational principles, necessitat-
ing distinct, considered behaviors from individuals (Reay &
Hinings, 2009; Thornton et al., 2012). Institutional logics
underpin the shared assumptions within an institution, pro-
viding frameworks for organizing activities and interpreting
cues for appropriate behavior (Lounsbury et al., 2021; Reay
& Hinings, 2009). These logics are essential and guide the
adaptation of organizational practices to enhance social and
environmental impacts (Milosevic et al., 2023).

The institutional logics perspective has been applied to
a wide range of empirical studies, focusing on the conse-
quences of these logics and the management of competing
logics within organizations (e.g., Chen et al., 2024; Kok
et al., 2019; Smets et al., 2015).1 Among the different log-
ics, commercial logic, state logic, and sustainability logic
are central in shaping organizational decision-making and
the design and delivery of PSS (Grinevich et al., 2019).
Below, we conceptualize these logics to set the stage for
understanding the interplay and tensions between them,
bridging multiple institutional logics, and achieving sustain-
ability objectives in PSS. In this paper, with bridging insti-
tutional logics, we essentially refer to the dynamic process

! Although the coexistence of institutional logics is often framed
as competing, it can also serve as a foundation for mutual reinforce-
ment (Milosevic et al., 2023). Real-world examples show how envi-
ronmental logics can, in some instances, support commercial success
by turning ecological challenges into viable business opportunities.
For instance, the platform-based organization Too Good To Go has
aligned its revenue model with food waste reduction, earning income
through commissions and partnerships while creating a significant
environmental impact (Ho & Nguyen, 2024). Another example is
Patagonia’s commitment to sustainable practices, which has allowed
it to maintain premium prices and strong brand loyalty in a competi-
tive market (Allal-Chérif et al., 2023).
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of juggling between, synthesizing, and strategically steering
diverse and often competing logics toward the advancement
of PSS. As explained below, this is accomplished through
institutional work, which enables actors to manage tensions
and translate PSS across varied contextual settings.

The discourse on institutional logics in business literature
frequently centers on commercial logic, which is primarily
concerned with decisions that maximize economic returns
(Pesterfield & Rogerson, 2023; Thornton et al., 2012). Com-
mercial logic—characterized by a profit imperative, market
efficiency, and competitive advantage as guiding principles
for organizational practices and decision-making—is inte-
gral to organizational strategies aimed at enhancing effi-
ciency and reducing costs (Dahlmann & Grosvold, 2017).
Studies have examined the influence of commercial logic
on other logics, notably professional and community logics,
observing its tendency to overshadow them (Diebel et al.,
2024; Smets et al., 2015). The pursuit of competitive advan-
tage, efficiency, and profit underpins commercial logic, sug-
gesting economically driven behavior (Kok et al., 2019).
Mimetic isomorphism, as proposed by institutional theorists,
describes organizations imitating successful practices from
others to mitigate uncertainty, thereby legitimizing certain
behaviors (Zampone et al., 2023). Commercial logic’s per-
vasiveness in global commerce underscores a commitment
to profitability and efficiency, often prioritizing shareholder
interests over other stakeholders, including environmental
considerations (Diebel et al., 2024; Thornton et al., 2012).
This logic has been noted to significantly influence business
strategies and practices globally (Greenwood et al., 2011;
Kok et al., 2019; York et al., 2018), emphasizing shareholder
value and profit maximization. However, this focus can con-
flict with sustainability logics, as profitability-driven actions
may not align with sustainability investments (Glavas &
Mish, 2015). Consequently, commercial logic can impact
decisions regarding PSS.

Sustainability logic—emphasizing achieving environ-
mental and social objectives, such as reducing ecological
impact, promoting resource efficiency, and fostering long-
term societal well-being—seeks to steer behaviors toward

Table 1 Comparing different logics

social equity and environmental stewardship (Arenas et al.,
2020). This logic, which advocates for reducing emissions
and fostering clean energy (de Clercq & Voronov, 2011), is
part of a broader institutional logic supporting environmen-
tal protection and pollution mitigation (Sine & Lee, 2009).
Although not yet established as a societal-level institutional
order, the presence and variability of sustainability logic
in different contexts have been subjects of study (Vedula
et al., 2022). These practices provide frameworks for stake-
holders to align their actions with evolving definitions of
sustainability (Silva & Figueiredo, 2020). From a business
ethics perspective, this alignment is critical to ensuring that
sustainability is not treated as an afterthought or mere com-
pliance measure but is integrated into core business strate-
gies and operations (Dahlmann & Grosvold, 2017; Yin &
Jamali, 2021). The pervasiveness of sustainability logic is
increasingly recognized, especially as corporate sustainabil-
ity concerns like climate change become central to business
strategy (Hahn & Pinkse, 2022; Thornton et al., 2012). This
contrasts with commercial logic, where the economic inter-
ests of customers and clients influence decisions.

The concept of state logic, which prioritizes public wel-
fare and compliance with regulations, policies, and govern-
ance frameworks imposed by governmental or state institu-
tions, centers on the societal expectation for organizations
to adhere to legal and regulatory frameworks (Pesterfield &
Rogerson, 2023; Yin & Jamali, 2021). These frameworks
typically establish baseline standards for organizational
conduct (Pesterfield & Rogerson, 2023). State logic encom-
passes efforts to preserve political and social stability by
controlling business and societal entities (Liu et al., 2016).
Greenwood et al. (2011) argue that while laws and regula-
tions set definitive standards, they also allow businesses to
interpret and extend their roles and responsibilities, suggest-
ing a balance between compliance and discretionary prac-
tices. Table 1 compares the three logics.

Institutional logics are rarely singular or stable; instead,
they can conflict or align in unpredictable ways (Durand &
Thornton, 2018; Reay & Hinings, 2009). Individuals within
organizations respond by selectively engaging with these

Commercial logic

Sustainability logic

State logic

Market (Thornton et al., 2012)

Creating profit from activities
(Dahlmann & Grosvold, 2017; Kok
etal., 2019)

Management principle Profit maximization, legitimacy
(Zampone et al., 2023)

Specific domain
Goals

Source of specificity =~ Market demands (York et al., 2018)

Environmental agenda (Kok et al., 2019)

Maintaining the environment (de Clercq
& Voronov, 2011; Sine & Lee, 2009)

Environmental impact (Diebel et al.,
2024; Vedula et al., 2022)

Regulations (Yin & Jamali, 2021)

Ensuring order and processes
(Greenwood et al., 2011)

Legal compliance (Luo et al.,
2017; Pesterfield & Rogerson,
2023)

Ethical principles (Silva & Figueiredo,

2020)
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logics through practices such as hybridizing, segmenting, or
resisting (Jay, 2013; Smets et al., 2015). Pache and Santos
(2013) show how selective coupling enables organizations to
manage competing logics while preserving legitimacy across
cultural contexts. Academic inquiry into institutional logics
has evolved from recognizing a singular dominant logic to
acknowledging the dynamism of multiple coexisting log-
ics (Dahlmann & Grosvold, 2017; Greenwood et al., 2011;
Lounsbury et al., 2021). While some logics may become
predominant, the interplay among them can lead to the cre-
ation of new institutions or the amalgamation of existing
logics (Jarzabkowski et al., 2013; Reay & Hinings, 2009).
Accordingly, a dominant institutional logic can coexist with
others (Thornton & Ocasio, 1999), and understanding this
coexistence is key to managing the interplay (Besharov &
Smith, 2014; Reay & Hinings, 2009). The juxtaposition of
commercial, state, and sustainability logics illustrates the
varying priorities of profitability, organizational growth, and
environmental stability (Diebel et al., 2024).

Neo-institutional theory has long drawn attention to how
institutional environments shape the adoption, meaning, and
trajectory of sustainability practices across national contexts
(Aragén-Correa et al., 2020; Milosevic et al., 2023), which
offers a relevant lens to our study that examines institutional
logics and institutional work vis-a-vis sustainable PSS across
Japan and Tiirkiye. Comparative studies reveal that national
institutions influence the adoption and interpretation of dif-
ferent practices, with significant contrasts observed across
contexts such as Germany, Italy, and the United Kingdom
(Benassi, 2024). Moreover, Uzunca et al. (2018) show that
institutional strategies yield different outcomes depending
on the degree of institutionalization and the dominant logic
at play, with more relational approaches fostering sustain-
able legitimacy in highly institutionalized settings. Tashman
et al. (2019) further demonstrate that stronger sustainability
pressures exist in more developed host countries. Rovanto
and Virtanen (2025) similarly show how institutional logics
shape capabilities for slowing resource loops in small circular
economy businesses in China, Japan, and Finland, with pro-
fessional logics converging but market logics diverging across
contexts. Building on this body of work, our study draws on
a comparative institutional logics perspective to examine
how companies bridge competing logics and create a balance
between them across national boundaries, which we seek to
do by incorporating the discussion of institutional work.

Institutional Work

Institutional work entails carefully balancing resources,
stakeholder interests, and strategic responses to ensure
organizational survival and performance. This involves
tradeoffs, negotiations, and distinctive capabilities (Jarzab-
kowski et al., 2013). Recent studies have been particularly
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concerned with the challenge of gaining acceptance from
field-level actors of various logics. Besharov and Smith
(2014) categorize organizations based on logic compat-
ibility and centrality to explain the varied implications of
multiple institutional logics. However, logic may be more or
less valued, leading to different levels of commitment. This
introduces another dimension to the centrality and compat-
ibility of a set of institutional logics: the degree of commit-
ment to one logic over another (Lawrence & Suddaby, 2006).
Thus, understanding how institutional logics influence busi-
nesses’ commitments and actions necessitates exploring the
mechanisms by which institutions are created, maintained,
and disrupted. This is where the framework of institutional
work offers valuable insights.

Creation, as the first category of institutional work, refers
to the active processes through which new institutions are
established to address emerging needs or shifts in organi-
zational priorities. It often arises in response to significant
environmental or societal changes, prompting organizations
to innovate or adapt to new contexts (Lawrence & Sud-
daby, 2006). It is characterized by the articulation of new
rules, practices, and belief systems that align with emerging
institutional logics or stakeholder demands. It involves the
continuous development and transformation of institutions
over time, influenced by both exogenous and endogenous
dynamics. For example, businesses developing circular
economy business models engage in institutional creation
by integrating sustainability principles into their operations.
These efforts often require actively mobilizing resources,
coalitions, and legitimacy to establish these new norms and
practices (Lawrence & Suddaby, 2006). However, the crea-
tion process is rarely straightforward. It involves bridging
competing logics and managing tensions between traditional
practices and transformative objectives. Understanding its
mechanisms provides a foundation for examining how busi-
nesses innovate to address complex environmental and social
challenges. Thus, creation embodies how new institutions
emerge and become established (Jarzabkowski et al., 2009).

Maintenance, the second category of institutional work
identified by Lawrence and Suddaby (2006), examines how
institutions are actively produced and reproduced through
everyday practice. When multiple, potentially contradictory
logics coexist (Seo & Creed, 2002), any particular institu-
tion must continuously be maintained to avoid being domi-
nated by other competing logics. This involves adhering
to rule systems and reproducing norms and belief systems
(Jarzabkowski et al., 2013). The concept of loose coupling
provides a “working space” for individuals bridging mul-
tiple conflicting institutional logics (Seo & Creed, 2002).
For instance, businesses striving to balance profitability with
sustainability must constantly negotiate to align operational
priorities with long-term environmental goals. Maintenance
work ensures that institutional logics remain relevant and
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actionable in the face of external pressures and evolving
stakeholder expectations.

Disruption, a precursor to broader change within the
firm, occurs when the existing institutions and practices no
longer meet the stakeholders’ interests (Jarzabkowski et al.,
2009). This is often the case in situations of ethical ten-
sions. While sustainability initiatives may initially impact
profitability due to investments in eco-friendly practices,
the long-term benefits can be substantial. However, some
companies, driven by short-term financial goals, may com-
promise environmental and social responsibility, leading to a
clash between profitability and sustainability. Hence, actors
mobilize sufficient support to challenge or undermine exist-
ing institutional structures and practices through disruption
(Jarzabkowski et al., 2009). For example, quickly heightened
regulatory scrutiny or substantial and accelerated shifts in
public expectations can catalyze organizational transforma-
tions, compelling firms to adopt new practices that better
align with emerging logics.

In sum, institutional work is critical in handling the ten-
sions inherent in complexity stemming from different insti-
tutional logics. These processes reflect businesses’ efforts
to bridge competing logics while addressing stakeholder
expectations and environmental pressures (Milosevic
et al., 2023). Institutional work provides a dynamic lens for
understanding how businesses adapt to, resist, or reshape
institutional structures to remain relevant in changing con-
texts. However, despite its criticality, the interplay between
institutional work and the competing logics of sustain-
ability, commercial imperatives, and state policies remains
underexplored. Building on comparative work on PSS and
institutional logics across countries (e.g., Doni et al., 2019;
Kohtamiki et al., 2023; Kok et al., 2019; Paiola et al., 2021),
we carry this comparative lens into our empirical analysis,
focusing on how sustainability, state, and commercial logics
are translated in PSS practices as they move between insti-
tutional environments. As such, we examine how businesses
balance these logics to drive meaningful transformations and
adoption of PSS.

Methods
Research Approach and Case Selection

This study adopts an exploratory case-based research
approach to investigate the complex dynamics surround-
ing the adoption and implementation of PSS. Our research
approach is best described as being abductive, whereby
we integrate theoretical constructs with emerging empiri-
cal insights in an iterative manner throughout the data col-
lection and analysis (Dubois & Gadde, 2002; Kistruck &
Slade Shantz, 2022). Rather than treating the data as a “clean

state,” we followed a tabula geminus (“twin slate”) stance
(Kreiner, 2016), moving repeatedly between empirical mate-
rial and evolving theoretical ideas.

We selected HeatingCo (pseudonym), a prominent Japa-
nese firm specializing in industrial steam and hot water boiler
systems for manufacturing plants, operating exclusively in the
B2B sector, as our empirical setting. HeatingCo’s product port-
folio focuses on modular boiler systems designed for energy-
intensive industries such as textiles, food processing, and
chemicals, supported by complementary maintenance services,
water treatment solutions, and certified boiler chemicals. Heat-
ingCo began producing industrial steam boilers in the 1950s,
capturing over 60% of the domestic market shortly thereafter.
Since entering the Turkish market in 2015, the firm has sought
to expand further into Europe and the Commonwealth of Inde-
pendent States (CIS) by leveraging its combined expertise in
high-efficiency equipment and service-based energy solutions.
HeatingCo has a turnover exceeding ¥150 billion and employs
approximately 6,000 people worldwide (HeatingCo Annual
Report, 2024), providing substantial empirical depth for ana-
lyzing sustainability-oriented PSS in a multinational setting.

Central to HeatingCo’s business model is a strong after-
market service orientation, operationalized through long-
term maintenance contracts and preventative monitoring
programs for industrial clients. Company documents report
that around 1,200 technical experts are deployed across
Japan and overseas subsidiaries to ensure rapid response
times and continuous operational support. These service
arrangements illustrate a shift from transactional equip-
ment sales toward integrated solutions that deliver reli-
able thermal energy outcomes for clients, a core feature
of PSS business models. HeatingCo also invests heavily in
technological innovation and environmental performance
improvements. Its high-pressure steam boilers are fitted
with energy recovery systems that reclaim thermal energy
from condensate and residual flue gases, improving fuel effi-
ciency while reducing CO, and NO, emissions; reported
efficiencies reach 98-99%, offering measurable reductions
in energy use relative to conventional systems. Alongside
equipment provision, HeatingCo delivers energy diagnostics
and water analysis services, drawing on thousands of annual
site assessments in Japan to help factories identify inefficien-
cies and design process optimizations. This dual emphasis
on advanced technology and long-term service relationships
provides a theoretically relevant setting for studying how
sustainability-oriented logics are transferred from headquar-
ters to subsidiaries and translated into locally enacted PSS
practices across different institutional contexts.

To enable in-depth theorization, we deliberately focused
on a single network, defined as the constellation of relation-
ships linking HeatingCo’s Japanese HQ, its Turkish subsidi-
ary, and focal customer plants in Tiirkiye that purchase boil-
ers and associated service contracts. In this network, nodes
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comprise relevant organizational units and roles at HQ, the
subsidiary, and customer plants, while ties consist of long-
term sales and service contracts, routine maintenance and
diagnostic visits, and project-based collaborations around
energy efficiency and sustainability. We bounded the net-
work by concentrating on customer relationships in Tiirkiye
where HeatingCo provided both equipment and ongoing
service contracts, thereby excluding upstream suppliers
and other foreign subsidiaries not directly involved in these
transactions. Figure 1 depicts how these actors and ties are
connected in the empirical case.

We employed a purposive sampling approach (Patton,
2015) to select participants who were directly involved in
PSS-related decisions or activities at HeatingCo HQ, Tiirkiye
subsidiary, and focal customer plants. More specifically, we
sought variation across organizational levels (senior man-
agement, middle management, and operational specialists)
and across core functions (e.g., sales, service, engineering),
excluding employees whose roles had no substantive con-
nection to PSS or sustainability initiatives. These categories
were recorded as case attributes and later used to compare

emerging themes across organizational levels, functions,
and organizational affiliations (see Online Appendix 1 for
an overview of the sample). Participants were chosen for their
relevance to our theoretical focus on institutional logics and
institutional work in shaping PSS adoption. Institutional log-
ics and institutional work thus served as sensitizing concepts
that oriented us toward how actors justified and contested
practices, rather than as fixed coding categories.

Taken together, the combination of a technologically
advanced, service-intensive PSS business model, a head-
quarters embedded in Japan’s regulatory and societal con-
text, and a subsidiary operating in Tiirkiye’s and supplying
energy-intensive manufacturers renders this HQ-subsidiary-
customer constellation a particularly informative setting for
examining how sustainability, state, and commercial logics
are transferred, contested, and translated in practice.

Data Collection

Over two years, from 2022 to 2024, the research team
engaged in over 100 interactions with HeatingCo’s HQ,

Customer
1 2 3

Customer

HeatingCo (Japan HQ)

HeatingCo Tirkiye (Subsidiary)

Customer

* Provision of equipment

o Know-how and training

* Comprehensive factory
diagnostics

e Extensive water analysis

* Sales and maintenance
* Service contracts
* Operatonal efficiency

e Emission reduction

Customer Customer
-4 n

Fig. 1 Illustration of case overview
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Turkish subsidiary, and customers. While the first author
led the fieldwork and was physically present during all site
visits and the majority of meetings, the three authors jointly
designed the interview guides and observation protocols and
held regular debriefings to refine sampling and questioning
in light of emerging insights. These interactions included
a diverse array of data collection methods, such as inter-
views, company meetings, conferences, executive presenta-
tions, and site observations. The length of these interactions
ranged from extensive one-day visits to HeatingCo’s Tiirkiye
branch to email exchanges with company personnel. Infor-
mal email exchanges and corridor conversations were pri-
marily used to arrange access and clarify factual details; only
when such interactions were written up as fieldnotes and
imported into NVivo were they treated as data for systematic
analysis. Table 2 summarizes the different data sources and
their use.

The primary data were obtained through 43 interviews
conducted with the representatives of HeatingCo’s Japanese
HQ (10), Turkish subsidiary (15), and customers in Tiirkiye
(18), each selected for their in-depth knowledge of the busi-
ness operations (see Online Appendix 1 and Fig. 2 for time-
line). Ten interviews were face-to-face, and 33 interviews
were conducted online via Microsoft Teams to bridge geo-
graphical distances (Davies et al., 2020). Through a semi-
structured interview approach, we navigated key inquiries
while allowing interviewees to raise other relevant issues
linked to the research. The interview questions focused
on participants’ approaches to PSS and sustainability (see
Online Appendix 2). Within HeatingCo, the sampling frame
consisted of employees who were responsible for selling,
designing, servicing, or managing industrial boiler systems
and sustainability-related initiatives at the Japanese HQ and
the Turkish subsidiary. On the customer side, we focused on
factory and unit managers responsible for production, main-
tenance, or energy management in plants that had adopted
HeatingCo’s boilers and associated service contracts. The
initial set of informants was selected using purposeful sam-
pling (Patton, 2015) in collaboration with a senior contact
at HQ and the country manager in Tiirkiye, who acted as
internal gatekeepers. We explicitly asked these gatekeep-
ers to include individuals with differing views on PSS and
sustainability and then used snowball sampling to reach
additional informants, including some who voiced skepti-
cal or critical perspectives. Although we did not systemati-
cally record refusals, our impression is that non-participation
largely reflected scheduling constraints rather than active
opposition.

Data collection and analysis proceeded iteratively. As
interviews accumulated across HQ, the Turkish subsidi-
ary, and customer plants, we monitored whether additional
interviews introduced substantively new themes or pri-
marily elaborated existing ones. As the study progressed,

later interviews tended to confirm and nuance the codes
and themes already identified rather than generating new
categories. On this basis, we judged that, for our focused
research aim and specific single-network case, the 43 inter-
views provided adequate theoretical and meaning saturation,
while recognizing that different research questions or set-
tings might warrant additional sampling.

The interviews were conducted by the first author, whose
proficiency in English, Japanese, and Turkish ensured accu-
rate communication across all focal languages (cf. Ciulli
et al., 2020; Rovanto & Finne, 2023).2 All the interviews
were recorded, transcribed verbatim, and translated into
English, with interviewees allowed to review transcript
accuracy. To guarantee precision in translations, native
Japanese and Turkish speakers were enlisted to scrutinize
English translations, ensuring fidelity to the original intent
(Munday, 2013)? (see Online Appendix 3 for additional
detail).

Throughout this study, the first author conducted in-
person observations at various company meetings and site
operations. For example, observing sales meetings at the
Turkish subsidiary provided insights into the power dynam-
ics between Japanese managers stationed in Tiirkiye, the vis-
iting manager from headquarters, and Turkish middle man-
agers and frontline employees. These meetings revealed how
authority was negotiated in practice, with Japanese managers
often asserting hierarchical control while Turkish middle
managers acted as intermediaries, translating and softening
top-down directives. Frontline sales staff navigated these ten-
sions by subtly resisting or reframing instructions to better
fit local customer expectations. This immersion facilitated
an acute awareness of the firm’s operational framework,
allowing direct examination of decision-making processes
and the interplay of organizational dynamics. In addition
to formal meetings, the first author took contemporaneous
fieldnotes on contextual observations and informal conver-
sations (for example, exchanges before and after meetings),

2 As a notary-authorized translator and interpreter holding the JLPT
N1 certification, the author possessed the formal credentials required
for high-quality translation. Extensive experience living in both Tiir-
kiye and Japan provided deep cultural insight, while previous busi-
ness and diplomatic interpreting roles demonstrated competence in
conveying nuanced meanings in professional settings. Familiarity
with secondary materials in all three languages further strengthened
the author’s ability to contextualize interview data within relevant lit-
erature.

3 For example, one Japanese interview phrase was initially translated
as “The best way is to buy a machine after that if you have trust in it.”
Following review by the native Japanese speaker, this was revised to
“it’s best for customers to buy after having them trust what you do,”
which more accurately captured the emphasis on earning customer
trust through prior actions. This illustrates the attention paid to pre-
serving meaning rather than literal wordings in cross-lingual interpre-
tation.
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which informed subsequent interviews and analytic memos.
As a result of these observations, we were able to explore
emerging issues and seek clarification from some of those
interviewed. Observations were treated as a distinct data
source, coded and analyzed alongside interviews and docu-
ments in NVivo, enabling triangulation and thematic con-
vergence across sources. Concurrently, the research team’s
follow-up at the side-event sessions of the United Nations
Climate Change Conferences (COP) provided insights into
the firm’s public portrayal of its environmental commitments
and helped contextualize its strategic positioning within
broader environmental discourses, thereby augmenting our
understanding of its operational ethos and commitment to
sustainability.

It is also important to note that data collection across
Japan and Tiirkiye required sensitivity to cultural norms,
organizational hierarchies, and patterns of deference. Power
distance and indirect communication styles, especially in
Japan, influenced what was said and how it was commu-
nicated in interviews and meetings. The first author, fluent
in Turkish, Japanese, and English, served as a cultural and
linguistic intermediary, facilitating rapport and contextual
understanding (see e.g., Brannen, 1996). Although the first
author conducted the interviews and on-site observations,
the second and third authors—native speakers of Eng-
lish and Turkish, respectively—were actively involved in
designing the protocols, in regular debriefings during field-
work, and in the subsequent coding and interpretation of all
English-language transcripts and translated excerpts. These
complementary linguistic and cultural skills, together with
independent checks by a native Japanese speaker, helped
ensure that meanings were preserved and not lost in transla-
tion or filtered through a single cultural lens.

Data Analysis

We followed an abductive approach, moving iteratively
between data and theory throughout the research process
(Dubois & Gadde, 2002; Timmermans & Tavory, 2012). In
line with a tabula geminus (“twin slate”) stance (Kreiner,
2016), we combined inductive, line-by-line coding of inter-
views and fieldnotes with the gradual use of institutional
logics and institutional work as sensitizing concepts, paying
particular attention to how sustainability, state, and com-
mercial logics were articulated across Japan and Tiirkiye and
how HQ-originating PSS practices were translated, adapted,
or resisted in the Turkish subsidiary and customer plants (see
Online Appendix 3 for full details of the analytical steps)
(Fig. 3).

Our abductive analysis unfolded in the three interlinked
cycles (summarized in Fig. 4 and detailed in Online Appen-
dix 3). In an initial cycle, we conducted largely inductive,
line-by-line coding to surface recurring practices, rationales,
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and tensions without imposing institutional logics terminol-
ogy. A second cycle drew more explicitly on institutional
logics and institutional work as sensitizing concepts, guid-
ing us to re-read the material for how actors invoked envi-
ronmental goals, state regulations and incentives, and com-
mercial pressures in justifying their decisions (Besharov &
Smith, 2014; Dahlmann & Grosvold, 2017). In a third cycle,
comparative coding across HQ, subsidiary, and customer
accounts highlighted differences in the pace (accelerated
vs. gradual) and coupling (tight vs. loose) of sustainability
practices and in explicit trade-off talk, which informed the
themes and aggregate dimensions reported in Fig. 3a, b.

In alignment with Corbin and Strauss (2008), our initial
analysis involved thoroughly examining the transcripts to
capture the evolving dynamics within the data. Initial coding
focused on actors’ own language and on recurring practices
and value conflicts. As categories stabilized, we engaged in
theoretical matching with institutional logics research (see
Besharov & Smith, 2014; Dahlmann & Grosvold, 2017;
Olesson et al., 2023; see also Table 1) to refine—rather than
overwrite—emergent themes (Klag & Langley, 2013). In
this abductive, tabula geminus process (Kreiner, 2016), the
aggregate labels “sustainability logic,” “state logic,” and
“commercial logic” emerged as analytic framings informed
by, but not dictated by, prior theory. We also constructed
case descriptions for HeatingCo HQ and HeatingCo Tiir-
kiye to facilitate comparison of emerging themes related to
institutional logics and institutional work; these descriptions
were refined and discussed in regular meetings among the
authors.

The first and second authors independently coded an
initial subset of interviews and fieldnotes, then met to dis-
cuss interpretations, merge overlapping codes, and clarify
code definitions; these discussions were documented in
memos and used to iteratively refine the codebook (Cor-
bin & Strauss, 2008; Lincoln & Guba, 1986). The third
author reviewed coded segments and memos, challenging
ambiguous or overly theory-driven readings, and disa-
greements were resolved by returning to the raw material
together. Observational and documentary data, including
write-ups of contextual observations and relevant informal
conversations, were coded in later stages and fed into the
same abductive cycles as the interview data, occasionally
prompting code refinements (e.g., tightening the bounda-
ries of “state logic” after contrasting COP presentations
with internal meetings). For each interviewee, we coded,
occasionally prompting code refinements. Case attributes
for organizational level, function, and organizational affilia-
tion (HQ, subsidiary, customer) as case attributes in NVivo,
allowing for systematic comparison of patterns across these
groups. Analytically, we used this within-case heterogeneity
to examine how sustainability, commercial, and state log-
ics were articulated and enacted across HQ and subsidiary,
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Table 2 Overview of data sources

Interviews
Affiliation

Data collected

Informant info., format, duration details

Details

Japan headquarters

Turkish subsidiary

m 10 interviews

m 15 interviews

Overseas executives (3), technical
managers (2), branch managers (5)

m 10 online

m Duration: 30-60 min

m November 2023 — April 2024

m 200 pages of text (transcribed
verbatim)

General manager (2), maintenance
managers (5), business development
manager (1), sales managers (2), staff
5)

m 5 face-to-face, 10 online

m Duration: 30-90 min

m March 2022 — April 2024

m 350 pages of text (transcribed
verbatim)

m Insights into how institutional logics
are interpreted and enacted within the
headquarters

m Providing a baseline for comparison
with subsidiary operations and customer
interactions

m Understanding the adaptation and
negotiation of institutional logics in a
subsidiary context

m Providing a focus on the interplay
between sustainability and digitalization
in PSS

Customers m 18 interviews Factory managers (3), maintenance m Examining how customers perceive and
managers (7), chiefs (8) influence the implementation of PSS
m 5 face-to-face, 13 online m Providing insights into how institutional
m Duration: 30-90 min logics and institutional work interplay in
m March 2022 — April 2024 customers
m 200 pages of text (transcribed
verbatim)
Total =43 Interviews
Observations
Events Duration Number of meetings/sessions Details
Internal meetings 25h m 10 meetings m Understanding how the interrelated
COP 26-28 events 10h m 4 sessions of COP 26—28 events unfolded in the timeline
= 200 pages of text (transcribed verba- ™ In-person observations of sales and
tim) monthly meetings
m Site visits and customer visits
m Online participation in COP events
Secondary data
Type Period Number of reports Details
Annual reports 2016-2024 m 9 annual reports m Product catalog and information
m 540 pages m Service catalog and information
Integrated reports (CSR reports) ~ 2020-2023 = 4 integrated reports = Product and service manuals
= 160 pages m Sustainability reports
IMF Reports on regulations 2023 m 2 reports " tI;lSlf“?:?rts into sustainability strategies of
m 118 pages en . .
m Email to organize interviews, follow-
E-mail exf:hanges with 2022-2024 200+ emails approx ups, clarifications, etc
companies m Triangulation of insights
Brochures and technical reports ~ 2022-2024 500 + pages

across senior, middle-management, and frontline roles, and
across different customer plants, thereby surfacing patterns
of convergence and divergence in institutional work within
the same network.

More specifically, the iterative approach began with
the first and second authors coding the raw interview data
line by line, moving between existing literature and codes
derived from emergent data patterns. The subsequent coding

of supplementary data sources deepened our comprehen-
sion of the underlying processes (Corbin & Strauss, 2008;
Lincoln & Guba, 1986). The third author read the inter-
view transcripts and secondary sources, engaging in ongo-
ing discussions with the first and second authors regarding
emerging codes, themes, and theoretical matching. In early
iterations, we used provisional labels such as “environmen-
tal stewardship,” “regulatory governance,” and “market
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Data Collection Timeline

2 COP 26 COP 27 COP 28
)
>
=
2016 2021 2022 2023 2024
<
v
e
3}
]
=
)
®)]
<
S
é" Secondary Data Sources: Annuval Reposts, Integrated Reports, IMF Reports and Regulations, E-mails, Brochures, Technical Reports

Fig.2 Data collection timeline

competitiveness” for clusters of practices and justificatory
narratives. Through repeated comparison of these clusters
with both the data and the institutional logics literature, we
refined these into more precise aggregate dimensions of
“sustainability logic,” “state logic,” and “commercial logic”
(see Besharov & Smith, 2014; Dahlmann & Grosvold, 2017,
Olesson et al., 2023; see also Table 1).

Empirically, we coded a segment as expressing sustain-
ability logic when actors foregrounded environmental out-
comes (e.g., CO, reductions, resource conservation, long-
term ecological impact), as state logic when regulations,
standards, or state incentives were invoked as primary rea-
sons for action or inaction, and as commercial logic when
margins, price competition, sales quotas, or market share
were emphasized. We also actively searched for disconfirm-
ing cases—instances where, for example, cost considera-
tions were framed primarily as technical feasibility rather
than profit-seeking—and used them to refine the boundaries
of each logic (Corbin & Strauss, 2008; Lincoln & Guba,
1985). Coding examples and additional details are provided
in Online Appendix 3.

As we grouped and synthesized codes into higher-level
themes, comparative analysis between HQ and Tiirkiye
revealed two distinct trajectories in how HeatingCo pursued
sustainability within its PSS. We labeled as an “accelerated
approach to sustainability” those instances where managers
described moving ahead of regulatory timelines, rapidly add-
ing smart service products, or reallocating resources toward
sustainability projects despite short-term cost implications.
A “gradual approach to sustainability” captured accounts
emphasizing pilots, feasibility studies, infrastructural and
investment constraints, and sequencing changes over longer
time horizons. We also identified decision episodes in which
actors explicitly weighed profitability against environmental
outcomes. For example, accepting longer payback periods to
install more efficient equipment, or postponing sustainability
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investments to protect short-term margins. We grouped these
under the aggregate dimension of “disruption trade-off” to
capture how actors prioritized either sustainability or profit-
ability when the two came into tension. The resulting data
structure is presented in Fig. 3b, with further illustration in
Online Appendix 3.

Finally, based on the final coding structure, we organ-
ized the themes and aggregate dimensions into a model that
captured how the institutional logics influence the adoption
of PSS in an organization across two country contexts and
how the institutional work undertaken shapes the translation
across differing contexts. Figure 4 provides an overview of
the research process (Table 2).

Trustworthiness

Following Lincoln and Guba’s (1986) criteria for qualita-
tive research quality, we implemented measures to ensure
the trustworthiness of our study. Accordingly, we sought to
enhance credibility, dependability, confirmability, and trans-
ferability. These measures included detailed documentation
of procedures, triangulation of interviews, observations, and
documents, iterative team-based coding, and insider—out-
sider dialogs within the author team to reduce bias. Addi-
tionally, the steps taken to uphold these standards are out-
lined comprehensively in Table 3, providing transparency
and enabling other researchers to assess the relevance across
organizational national contexts.

While a single-network design inevitably limits statistical
generalizability, our aim is analytical generalization (Yin,
2014), that is, to use this analytically rich constellation to
refine mid-range explanations of how competing logics
shape PSS adoption in multinational settings (Eisenhardt &
Graebner, 2007). As such, we do not claim direct transfer-
ability; the provision of a ‘thick description’ (Geertz, 1973)
allows for informed comparison, facilitating analytical
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generalization by highlighting the extent to which similar
dynamics may be observed elsewhere.

Findings

Our analysis identifies three distinct but interrelated insti-
tutional logics influencing HeatingCo’s approach to PSS
adoption across Japan and Tiirkiye: sustainability, state, and
commercial logics. While these logics occasionally overlap,
they are anchored in each country’s specific cultural norms,
regulatory frameworks, and market conditions.

We first examine how each logic manifests within the
two contexts, highlighting its significance for advancing PSS
and the tensions that emerge when these logics interact. We
then trace how these logics are transferred from HeatingCo’s
home market in Japan to its subsidiary in Tiirkiye, where
they are translated, adapted, and sometimes contested. This
analysis foregrounds the institutional work undertaken by
organizational actors to navigate, negotiate, and bridge dif-
ferences between contexts, offering insight into how sustain-
ability-oriented PSS practices are enacted in practice rather
than simply adopted.

The Logics Across the Two Contexts
Sustainability Logic

Sustainability emerged as a dominant organizing principle
in HeatingCo’s strategy and operations in both Japan and
Tiirkiye, cutting across internal agendas and external stake-
holder expectations. The sustainability logic manifested in
two main ways: (1) the imperative for sustainability and (2)
taking steps to support the sustainability agenda. Our analy-
sis suggests that these themes are closely interlinked, high-
lighting how ecological pressures and societal expectations
influence HeatingCo’s approach to sustainability beyond
mere compliance or opportunistic green initiatives.

The imperative for sustainability: HeatingCo’s communi-
cations and informants’ accounts reflect a heightened aware-
ness of environmental degradation and resource constraints,
indicating a shared belief that sustainability is a fundamental
necessity for long-term viability. This emphasis was often
framed in terms of water scarcity in most industrial regions
and temperature increase due to industrial activities.

Corporate reports explicitly acknowledged growing envi-
ronmental pressures:

One of the profound changes in external environments
that has been affecting [HeatingCo’s] business over the
past few years is the growing environmental concerns
(HeatingCo, Integrated Report, 2022)

This demonstrates an organizational framing of sustain-
ability as a structural shift in market and regulatory require-
ments, rather than a transient issue. For Japan, informants
connected climate change to tangible challenges, notably the
rise in summer temperatures:

Japan is growing from north to south, and temperatures
approach 40 degrees in summer... much of the energy
consumed by homes comes from the use of air condi-
tioners. (COP28-P2).

Here, high energy consumption is directly tied to climate-
induced heatwaves, reinforcing how industrial activities and
domestic energy use create feedback loops that exacerbate
global warming.

The industrial sector’s contribution to this dilemma,
through substantial emissions of greenhouse gases (GHG)
like carbon dioxide and methane, further aggravates and
accelerates the planet’s warming. The implication is that
HeatingCo faces not only reputational but also operational
pressures to adapt its products and services to mitigate these
effects.

In Tiirkiye, the critical issue of water scarcity was repeat-
edly mentioned, with one informant articulating its escala-
tion vividly:

They say water used to come out at 5 meters... But over
time, this has decreased to 50 meters, 100 meters, 200
meters, and so on. (CST13)

This observation highlights a structural decline in
groundwater availability, signaling that unsustainable water
use patterns threaten basic societal and industrial needs.
Another informant linked water-intensive industries, nota-
bly textiles, to environmental harm: “Besides, for example,
textile is one of the sectors that cause[s] the most damage
to nature. Because there is a lot of water consumption”
(CST11). Such comments suggest that HeatingCo operates
within an ecosystem of interdependent industries, where
shared resource constraints amplify calls for systemic sus-
tainability measures.

Taking steps to support sustainability agenda: In response
to these pressures, corporate strategies reveal a significant
shift toward sustainability, a movement driven not merely
by profit considerations but by the essential need to protect
the environment and adapt to the planet’s limited resources.

Corporate leaders framed these actions as integral to safe-
guarding natural resources:

Forests not only absorb and fix carbon dioxide, but also
protect biodiversity, soil, and water resources, promote
human health, provide healing ... (COP 27-P1, Presi-
dent and CEO)

This articulation situates sustainability not as an optional
add-on but as foundational to organizational purpose and
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A Data structure for institutional logics

Coding categories

Themes

Aggregate dimensions

* Water scarcity in most industrial regions
* Temperature increase by industrial activities

* Long-term sustainability initiatives

The imperative for sustainability

* Setting incremental targets for sustainabilityindicators

*Regulatory pressure driving sustainability actions and investments

* Moving beyond the regulatory requirements >

Taking steps to support
sustainability agenda

*Regulatory mechanisms for monitoring and reporting

* Government incentives for sustainability projects

Regulatory oversight

* Government remuneration for eco-friendly products

*Saturated sales in home market

Government incentivization for
sustainability

*Customers demanding cost reductions and eco-friendly solutions

*Demand for green products

Market development opportunities

*End customer pressures for sustainable practices

*Mimetic pressures for sustainabilityinnovations

Legitimacy requirements

Commercial

logic

b Data structure for institutional work mechanisms

Coding categories

Themes

Aggregate dimensions

*Improving sustainability with the current product-service system
*Adding new sustainable smart products to the line up

*Aiming to be a super-service company with service integration

Accelerated approach to
sustainability

*Resistance toward new technologies with sustainability benefits

*Preparatory steps for sustainabilityintegration
*Lack of organizational and infrastructural preparedness for carbon-

Gradual approach to sustainability

neutral machinery

“Transferring operational responsibility to suppliers via service
contracts
*Embedding cost-saving benefits into sustainable products

Tight coupling of sustainability
practices

*Obtaining sustainability-related certifications to attract customers

*Conforming to the regulations and practices at surface-level

Loose coupling of sustainability
practices

*Foregrounding resource stewardship in economic decisions
*Paying high initial costs to switch to sustainable product-service >
systems

Prioritizing sustainability while
diminishing profitability

*Prioritizing economic benefits at the expense of environmental health
*Opting for traditional energy solutions due to economic

considerations

Prioritizing profitability while
diminishing sustainability

Strategically
creating
sustainability

Maintaining
coupling,
practices

Disruption
trade-off

Fig. 3 Data structures

Note: The data structures in Figs. 3a and b result from an abductive
analysis in which emerging codes and themes were iteratively
compared with existing theory on institutional logics and institutional
work (Dubois & Gadde, 2002; Timmermans & Tavory, 2012). The
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aggregate dimensions (e.g., sustainability, state, and commercial
logics; strategically creating sustainability; maintaining coupling
practices; disruption trade-off) represent the outcome of this iterative
engagement with data and theory, rather than a purely inductive or

post hoc relabeling exercise
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analytic ficld memos.

+ Open, line-by-line coding of a subsct of interviews
and ficldnotes in NVivo, gencrating descriptive codes
close to respondents’
friendly boilers,” “worrying about payback time,”
“using state incentives”).

guage (c.g, “pushing cco-

* Whiteboard sessions where Authors 1 and 2 grouped
printed snippets, with insider-outsider dialoguc
surfacing taken-for-granted assumptions,

* Empirical puzzle: strong sustainability rhetoric and
PSS ambitions at HQ contrasted with recurring talk of
cost, risk, and capacity constraints in Tiirkiye and at
customer plants, prompting a scarch for conceptual
tools to make sense of these coexisting rationales.

Cycle 2:
1 logics and institutional work as
sensitizing concepts

+ Engagement with literaturc on institutional logics
and institutional work.

* Re-reading and re-coding of material with attention
o justifications rooted in sustainability,
regulations /incentives, and commercial pressures.

+ Use of provisional labe nvironmental
stewardship,” “regulator,
competitiveness”) on whitcboards and in NVivo,

refined in light of institutional logics theory.

overnance,” “market

* Minor adaptations to interview probes and
snowballing o reach actors positioned at the
intersection of sustainability ambitions, regulatory
demands, and commercial /cost pressures.

* Progressive of codes into

state, and commercial logics (Figure 3a).

Cycle 3:
Comparative coding and mechanism
refinement

* Comparative coding across HQ, Turkish subsidiary,
and customers.

+ Attention to how HQ-originating PSS and
sustainability expectations are translated (adapted,
rearticulated, or downplayed) in Tirkiye and at
customer plants.

* Identifi of diffe in pace d vs.
gradual), coupling (tight vs. loose), and profit-
sustainability trade-offs.

+ Consideration of rival explanations and
interpretation of recurrent patterns as institutional
work mechanisms rather than isolated idiosyncrasics.
+ Engagement with institutional work and
complexity/tensions litratures; refinement into

work creating

sustainability, maintaining coupling practices,

disruption trade-off (sce Figure 3b).

* Model of how institutional logics are translated
through institutional work for PSS (sce Figure 4).

Fig.4 Research process

legitimacy. Our findings suggest that HeatingCo HQ and
Turkish subsidiary are progressively instituting sustainabil-
ity initiatives with a long-term perspective. This evolution
in corporate consciousness acknowledges that sustainability
transcends altruistic ‘doing good’; it is an imperative that
underpins their desire to reduce environmental harm:

So, well, there are many things like digitalization, but
first of all, we must develop products that have less
environmental impact ... which I think is the minimum
requirement. (JP5)

This demonstrates a shift from a compliance-driven view
of sustainability to a proactive stance that embeds ecological
considerations into PSS development.

In Tiirkiye, a participant described direct investments
aimed at conserving water: “Water is very important and
will be very important in the future ... we planned to make
such an investment [to save water].” (CST11). Customers
also engaged in systemic actions aligned with HeatingCo’s
sustainability goals, including reducing carbon footprints,
using water resources prudently, and enhancing waste recy-
cling efforts. These measures signify a shift toward sustain-
able operations that are conscientious of environmental
impacts and resource conservation:

. [W]e are doing our best to save electricity. We have
changed all the lamps. ... So, if something needs to be

done, we really do it. For example, we have reduced
the use of air conditioning a lot in winter. (CST3-R2)

By setting incremental targets, HeatingCo and its custom-
ers create measurable pathways to environmental steward-
ship. This suggests an emerging governance structure for
sustainability, where internal initiatives align with broader
stakeholder expectations and collective action is mobilized
across organizational boundaries.

State Logic

Our analysis indicates that state logic operates through two
primary means: (1) regulatory oversight and (2) government
incentivization for sustainability. Both direct HeatingCo’s
actions toward compliance with policy mandates and align-
ment with broader societal expectations.

Regulatory oversight: Across Japan and Tiirkiye, regula-
tory pressures have intensified in recent years, reinforcing
the expectation that firms must adopt sustainability-oriented
technologies and practices. This trend mirrors global com-
mitments made at COP28, which set ambitious targets for
emission reductions and environmental protection. One
informant noted: “The state has gradually increased meas-
ures in this regard ... now you can’t just throw away the
waste” (CST10). This statement illustrates how regula-
tory escalation reshapes organizational routines, making
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previously tolerated practices no longer viable. It also
signals that compliance now demands substantive invest-
ments in sustainable infrastructure rather than procedural
adjustments.

While both countries exhibit a commitment to sustaina-
bility, their legislative frameworks differ in focus and scope.
Japan has enacted laws regulating smoke, soot, and hazard-
ous emissions from industrial sources, including targeted
measures on nitrogen oxides and particulate matter from
vehicles (Ian, et al., 2023). Tiirkiye’s framework, by contrast,
has broader coverage of greenhouse gas emissions across
multiple sectors but lacks similarly specialized regional
emission controls (Ian, et al., 2023).

Informants emphasized that regulatory mechanisms for
monitoring and reporting form a critical component of over-
sight: “[E]nvironmental issues ... are seriously monitored
by the state” (CST7). These mechanisms include routine
audits, inspections, and mandatory disclosures of sustain-
ability metrics, enhancing transparency, and enabling public
and investor scrutiny. However, differences in monitoring
standards remain notable. Tiirkiye has updated its rules for
GHG monitoring and reporting between 2014 and 2021,
whereas Japan’s JBIC (Japan Bank for International Coop-
eration) GREEN Operation Guidelines provide sector-
specific methodologies and integrate Energy Management
Systems (EMS), indicating a more differentiated approach to
industrial emissions governance. This variation suggests that
multinational firms like HeatingCo must navigate hetero-
geneous regulatory demands while maintaining consistent
sustainability strategies across jurisdictions.

Table 3 Research quality criteria implemented

Government incentivization for sustainability: The sec-
ond mechanism, government incentives for sustainability
projects, encourages firms to invest in sustainable tech-
nologies by reducing their financial burden. One informant
described how HeatingCo benefited from state-supported
efficiency projects:

... we have also invested within the scope of efficiency
improvement projects—VAP (Verimlilik Artirici
Proje). Our [parent firm] also had such an investment,
and it shows this investment. There is an investment
approved by the Ministry of Energy. As a result, it also
shows these. In other words, incentives with govern-
ment approval. Yes, yes, there are systems that have
received incentives (TR8).

These incentives—tax credits, grants, or subsidies—
improve project viability and accelerate the adoption of
sustainable technologies across the sector.

Regulatory instruments differ between the two countries.
Tiirkiye relies on implicit carbon pricing via fuel taxes,
covering an estimated 29.9% of emissions as of 2021, with
limited trading mechanisms for nitrogen oxides. Japan, by
contrast, operates a national Emissions Trading Scheme
(ETS) and a NO, cap-and-trade program targeting multi-
ple sources, including factories and power plants. These
schemes create a market for emission permits, embedding
sustainability objectives into corporate cost structures and
strategic planning.

We also observed government remuneration for eco-
friendly products in both countries, designed to stimu-
late green innovation and consumption. One informant in

Criterion Strategies adopted Measures implemented
Credibility “Inside” researcher, insider—outsider author m Conducted iterative discussions between researchers with varying degrees
dialog, member check of familiarity with the context; conducted member checks with key
informants to validate findings
Prolonged engagement m Studied firms for over 2 years
Triangulation m Collected data from interviews, internal documents, external reports, and
field observations to cross-verify and strengthen the analysis
Independent check m Utilized an independent, native Japanese speaker to scrutinize and check
transcriptions
Dependability Purposive sampling m Selected informants with deep knowledge of institutional processes and
and those positioned to offer diverse perspectives on the servitization practices

confirmability
Insider—outsider dialogs and data interrogation

m Conducted regular dialogs to challenge assumptions and refine

interpretations

Records

m Maintained comprehensive audit trails, including detailed notes on data

collection, analysis decisions, and researcher reflections

Transferability ~ Thick description

m Provided detailed contextual descriptions of the organizational settings

and processes to enable the applicability of findings to other organizational
contexts
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Tiirkiye highlighted state support for specific technologies:
“the state incentivizes flue filters,* almost making it a neces-
sity” (CST8). In Japan, climate transition bonds will raise
substantial funds for decarbonization initiatives:

So, this policy certainly stimulates the industries and
market change from the[ir] current status to decar-
bonization, and to stimulate Japan, the government ...
will provide ¥20 trillion. And to raise this ¥20 trillion,
Japan’s climate transition bond, which is a government
bond, will be issued from the beginning of next year.
(COP28-P2)

These policies create direct and indirect financial advan-
tages for sustainable products, reshaping competition, and
demand patterns. HeatingCo responds to such incentives
by setting long-term environmental goals: “to achieve by
FY2051, including reducing Scope 1, 2, and 3 GHG emis-
sions, increasing the recycling rate of waste, and reducing
water waste” (HeatingCo, Integrated Report, 2023), aligning
its commercial strategy with evolving regulatory landscapes
and public expectations. This alignment illustrates how state
logic not only constrains but also enables firms to integrate
sustainability objectives into their core value propositions.

Commercial Logic

Our findings suggest two interrelated dynamics dominate
commercial logic: (1) market development opportunities
and (2) legitimacy requirements. These dynamics highlight
that sustainability has shifted from being a reputational add-
on to a strategic necessity embedded in competitive market
positioning.

Market development opportunities: HeatingCo increas-
ingly frames sustainability initiatives as a means of creat-
ing value for industrial customers by offering solutions that
reduce environmental impacts. These opportunities encom-
pass energy efficiency, waste minimization, and the explora-
tion of renewable energy sources and eco-friendly materials:

Industrial customers are increasingly interested in
reducing the environmental impact of their operations
to help mitigate global warming. In particular, they
have the challenge of reducing heat-energy usage and
carbon emissions in their plants. As a leader in sup-
plying industrial heat energy, [HeatingCo] sees a busi-
ness opportunity in providing advanced heat-energy-
management solutions. (HeatingCo, Integrated Report,
2023)

* A flue filter in machinery removes particulate matter and pollutants
from exhaust gases before they are released into the atmosphere.

This illustrates how sustainability is strategically posi-
tioned as both a moral imperative and a commercial lever,
opening pathways for market differentiation.

We observed that saturated sales in the home market drive
HeatingCo’s push into international markets. As one head-
quarters participant noted:

We mainly manufacture steam boilers, but Japan is
already saturated with the amount of steam used to do
things. Therefore, the current amount of evaporation is
not going to increase that rapidly because the various
facilities are already saturated. (JP1)

This saturation compels HeatingCo to leverage its sus-
tainability-oriented offerings as a basis for growth abroad,
particularly in emerging markets like Tiirkiye, where indus-
trial customers face strong cost and efficiency pressures. One
customer highlighted these imperatives:

In terms of water, electricity, natural gas, we need to be
constantly efficient. We need to do projects constantly;
we need to reduce their consumption. (CST6)

HeatingCo Tiirkiye’s sales meeting revealed how these
customer concerns are actively translated into PSS solutions
that promise measurable reductions in resource consump-
tion. This suggests that sustainability not only aligns with
environmental goals but also becomes a core value propo-
sition for expanding market share in resource-constrained
regions.

Legitimacy requirements: Our research findings highlight
the demand for green and environmentally friendly solu-
tions within industrial markets in Japan and Tiirkiye. This
demand is largely attributable to heightened environmen-
tal consciousness and regulatory imperatives by the state
and society, compelling HeatingCo to integrate sustainabil-
ity into its operations as an integral part of its operations.
Concomitantly, HeatingCo progressively acknowledged the
espoused advantages associated with sustainability integra-
tion by adopting practices aimed at reducing waste, mitigat-
ing carbon emissions, and enhancing resource efficiency.
This trend toward environmentally conscious practices
transcended diverse sectors, encompassing manufacturing,
construction, and energy, in which HeatingCo supplies its
products. In Japan, one participant captured the growing
inevitability of sustainability standards as follows:

Sustainability is the first thing that we need to focus
on in today’s world. And, of course, the environment.
There is no escape from this. Everyone is taking vari-
ous measures and doing various things to become car-
bon neutral, but if you don’t make products that are
geared toward that goal, you probably won’t be able to
participate in the competition. (JP5)
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Here, sustainability functions as a threshold condition for
market entry, linking product design directly to perceived
legitimacy among customers and peers.

Similarly, within the manufacturing sector in Tiirkiye,
we found that there were pressures to innovate around sus-
tainability so that companies could emulate the successful
green strategies of market leaders to bolster their competi-
tive standing. One informant captures this dynamic, noting:

... most of them [industrial customers] are searching
[for] ways to save energy, save chemicals, save peo-
ple... to increase their competitiveness by following
innovations and buying new machines. (CST8)

This suggests that customers were influenced by mimetic
pressures in their investment decisions regarding green
innovation, providing a basis for upholding legitimacy and
sustaining their competitive edge within the industry. Cou-
pled with this, pressures from end customers for sustainable
offerings are increasingly influencing business decisions.
Our analysis indicates that, in both HeatingCo HQ and its
Turkish operations, a substantial segment of business cus-
tomers incorporates sustainability as a key criterion in pro-
curement decisions. Observations from sales meetings reveal
that some customers explicitly seek to install HeatingCo’s
boilers to enhance their own credibility on sustainability in
the eyes of customers. Moreover, collaborations along the
supply chain are facilitating the adoption of sustainable prac-
tices as firms seek to meet the sustainability requirements
of their partners:

Especially global companies ... [where] environmental
carbon emission is important. Companies working for
Inditex, which pays a lot of attention to this... It is very
important for them. As we are the boiler [firm] with
the highest flue gas efficiency when carbon emission
is possible, this is a great advantage for them. This is
also a very big factor for them to choose HeatingCo.
(TR10)

The quote suggests that, for most firms operating in
today’s markets, fulfilling sustainability objectives is a non-
negotiable condition for being perceived as legitimate.

Our findings suggest that sustainability has become
embedded within prevailing commercial logics as an essen-
tial standard by which corporate legitimacy is assessed in
the market context. Accordingly, sustainability initiatives are
influenced not only by formal regulatory requirements but
also by informal stakeholder expectations and competitive
dynamics. This dual influence creates a form of normative
pressure that encourages firms to adopt sustainability prac-
tices irrespective of legal mandates. Evidence from Tiirkiye
and Japan reveals that firms in both settings engage in such
practices, though the intensity and scope vary. Notably,
multinational and local firms often translate and respond to
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the sustainability imperative in distinct ways: multination-
als tend to align with global standards, whereas local firms
adapt to context-specific norms and constraints, a dynamic
we explore further in the next section.

Overall, our findings suggest that HeatingCo’s com-
mercial logic is shifting toward a more integrative business
model that reflects the tensions and trade-offs inherent in
balancing economic, environmental, and social objectives,
in line with Hahn et al.'s (2015) framework on corporate
sustainability. In Japan, the firm has institutionalized a more
coherent approach, embedding sustainability as part of long-
term competitiveness and legitimacy. In Tiirkiye, by con-
trast, responses remain more fragmented, with sustainability
primarily leveraged as a cost-saving and reputational tool in
response to customer pressures. This difference underscores
how commercial logic interacts dynamically with state and
sustainability logics, producing varying patterns of integra-
tion and tension across organizational contexts.

Online Appendix 4 provides an overview comparison of
the different logics between HeatingCo in Japan and Tiirkiye
presented above. Further illustrative excerpts for the three
logics are also available in Online Appendix 5.

Translating Competing Logics Through Institutional
Work

In the preceding section, we identified three distinct but
interacting logics shaping HeatingCo’s sustainability jour-
ney. Here, we focus on how organizational actors translate
and reconfigure these logics through institutional work in
two different contexts. Our findings indicate that HeatingCo
HQ demonstrates greater capacity to combine sustainabil-
ity, state, and commercial logics into a coherent strategy.
In contrast, within the Turkish subsidiary, these logics are
enacted more unevenly, reflecting localized interpretations
and context-specific constraints. This analysis highlights that
institutional logics are not static impositions but subject to
active negotiation and selective enactment by organizational
members, leading to divergent pathways for sustainability
integration.

Strategically Creating Sustainability Practices

Although institutional logics are shaped at a macro level,
their realization depends on deliberate action by organiza-
tional actors. HeatingCo’s experience shows that sustainabil-
ity practices are strategically created, not merely adopted, as
actors interpret and reconfigure external expectations within
firm-specific and market-specific realities. We observe two
distinct approaches: an accelerated approach to sustainabil-
ity at headquarters, where sustainability is actively lever-
aged to reshape PSS offerings, and a gradual approach to
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sustainability in Tiirkiye, where translation of sustainabil-
ity logic is slower and more fragmented due to contextual
frictions.

Accelerated approach to sustainability: At HeatingCo
HQ, sustainability has been elevated from a compliance obli-
gation to a strategic driver of innovation and market posi-
tioning with targeted initiatives for its PSS offerings. These
initiatives aimed to strategically enhance energy efficiency,
reduce carbon emissions, and promote environmentally con-
scious practices across the firm’s operations. A informant
highlighted the tangible environmental gains from replacing
existing boilers:

If we change the boiler to a once-through boiler that
uses natural gas or LNG at 95% efficiency, the CO,
emission reduction rate will be 64%, less than half of
the current level. So, we have been making a strong
effort to promote the conversion to gas. (JP3)

This indicates a deliberate reframing of sustainability
logic into a calculable and commercially viable benefit,
where environmental impact reduction is positioned as a
clear value proposition for customers.

HeatingCo reinforced this commitment institutionally
through the creation of a dedicated Sustainability Promo-
tion Office:

For [HeatingCo], corporate sustainability is to remain
focused on using our competitive advantages to sup-
port the social infrastructure and promote environmen-
tal stewardship. To put this high-level concept into
practice, we established the Sustainability Promotion
Office in April 2022. This unit is tasked with visual-
izing and keeping track of the group-wide implementa-
tion of corporate sustainability initiatives against a set
of KPIs, and keeping external stakeholders informed
of the progress and outcome. (HeatingCo, Integrated
Report, 2022)

By creating formal structures, HQ embeds sustainabil-
ity goals into decision-making routines, enabling consist-
ent monitoring and signaling accountability to stakehold-
ers. These endeavors aimed to harmonize sustainability and
state logics as part of the commercial logic, reflecting Heat-
ingCo’s alignment with evolving regulatory landscapes and
market dynamics.

Furthermore, HeatingCo HQ developed smart, car-
bon—neutral equipment to support decarbonization initiatives
among customers in Japan (COP26-P2). The strategy was
twofold: broadening the scope of solutions offered while
ensuring profitability, balancing customer value creation
with the firm’s bottom line. A significant stride in this direc-
tion involved integrating diverse equipment types into the
service portfolio, enhancing the versatility of PSS offerings,
and meeting a wider range of operational needs. HeatingCo

explicitly positioned this integrated approach as a key step
toward redefining itself as a “super maintenance” firm. To
illustrate this ambition, corporate reports and informants
framed future services as upgraded, comprehensive, and
customer-oriented:

[T]he Group will continue to offer upgraded total solu-
tions and one-stop maintenance services and make the
foundation of its legacy business more robust. (Heat-
ingCo, Integrated Report, 2022)

We are aiming for a company called ‘Super Mainte-
nance’... a one-stop shop. (JP1)

In the medium term, the Company aspires to evolve
from a leading manufacturer of industrial and com-
mercial boilers into a preeminent provider of total
solutions and one-stop maintenance services in Japan,
assisting industrial customers in operating their entire
utility and manufacturing infrastructures, including
boilers, more efficiently in their plants. We intend to
achieve this challenging objective by training our field
service engineers to become trusted heat-energy con-
sultants for customers. (HeatingCo, Integrated Report,
2023)

Together, these excerpts build a consistent narrative: HQ
seeks to transcend product-based manufacturing toward a
service-driven, consultative model that couples sustain-
ability and commercial logics. This institutional work
actively recombines environmental, regulatory, and market
imperatives into a coherent strategy that strengthens com-
petitive advantage while addressing pressing sustainability
challenges.

Gradual approach to sustainability: Despite HeatingCo’s
efforts to transfer sustainability-focused PSS offerings to its
Turkish subsidiary, adoption proved challenging. Resistance
to novel technologies and services revealed tensions between
competing logics, with commercial priorities frequently out-
weighing sustainability and state considerations due to cost
sensitivity and risk aversion. As one participant explained:

... itis a new technology. It is a technology out of the
ordinary. Therefore, sometimes managers are against
it. (TR2)

This highlights how decision-making in Tiirkiye often
privileges cost control and operational certainty over envi-
ronmental benefits, delaying transitions toward cleaner
technologies.

Observations from sales meetings showed that unfamili-
arity with advanced equipment created a trust deficit among
prospective customers. Many questioned whether the sys-
tems could reliably meet production load demands, slowing
purchase decisions and forcing sales teams to focus on reas-
surance rather than closing deals. This incrementalism was
openly acknowledged:
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But while we are still using coal boilers, it is not really
right to switch to hydrogen all of a sudden in most
regions. So ... slowly, gradually, step by step, first you
will digest it, you will learn to use it, you will reach
the awareness of this. After that, I think it is definitely
healthier to do this gradually to a higher technology.
(TR13)

The Turkish subsidiary, therefore, adopted a phased strat-
egy, delaying the introduction of carbon—neutral equipment
until existing solutions were fully embedded and accepted.
This incremental progression ensured that innovation does
not outpace the organization’s capacity for change, thereby
maintaining a balance between novel advancements and
operational stability. Nevertheless, HeatingCo’s potential
introduction of advanced low NO, equipment, an enhance-
ment over existing low CO, technologies, was met with
apathy in the Turkish market. This indifference is captured
succinctly in the following:

But unfortunately, not much attention is paid to nitro-
gen emissions and carbon emissions in Tiirkiye (TR2).

This response suggested that the Turkish market is still
at a nascent stage in adopting advanced technology or that
other underlying factors, such as economic considerations, a
deficit in awareness, or regulatory constraints, played a role.
Moreover, some HeatingCo customers expressed a willing-
ness to adopt carbon—neutral technologies but highlighted
significant infrastructural limitations that constrained feasi-
bility. One customer illustrated how technical and environ-
mental conditions made transitioning to renewable energy
sources problematic:

We had a lot of meetings online [with solar panel sup-
pliers], but the systems at the location of our factory,
that is, the amount of sun we receive annually, the
amount of sun we receive daily, [the amount required
to] meet the steam we consume, which is already sliced
away at night. Therefore, it seems a little difficult to be
honest. (CST6)

This quote highlights two key challenges: insufficient
solar energy availability to meet high steam demands and
technical mismatches between renewable installations and
operational requirements. Such constraints underscore that
the adoption of sustainable PSS in Tiirkiye is not solely a
matter of willingness or awareness but depends heavily on
complementary infrastructure and reliable energy inputs.
Without these foundational conditions, firms are unable
to progress toward carbon—neutral technologies despite
expressed interest, leading to a slower and more incremental
sustainability transition.

Moreover, observations from internal meetings revealed
that maintenance teams regularly encountered technical
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challenges related to both the installation process and cus-
tomers’ effective use of the equipment. These difficulties
often stemmed from mismatches between product specifi-
cations and on-site conditions, requiring additional post-
installation adjustments. In certain regions, frictions also
arose due to delays or constraints in extending gas pipeline
infrastructure, which often impeded operational readiness.

While the aspiration for sustainability undoubtedly
existed, practical impediments need to be surmounted to
actualize PSS adoption. HeatingCo HQs accelerated its
sustainability efforts, aligning with the growing adoption
of such practices among customers in Japan. However,
these efforts faced challenges when translated into Tiirkiye,
where a more gradual approach to sustainability prevailed.
Our findings suggest that customers in Tiirkiye require a
set of preparatory steps before full sustainability integra-
tion becomes viable for their operations. These steps involve
upgrading plant infrastructure with digital remote monitor-
ing and PLC systems,’ retrofitting existing facilities for
energy efficiency, and training personnel in PSS-based deliv-
ery models. Financial readiness also emerged as a constraint,
with some customers requiring access to blended financing
mechanisms, such as green bonds, development finance,
and private equity, to absorb the initial costs of smart tech-
nologies. Organizational alignment was equally important.
Companies needed to synchronize strategic objectives with
sustainability goals, establish cross-functional teams for
service co-creation, and restructure internal processes to
support outcome-based contracts and long-term service
relationships.

Taken together, the distinction between accelerated and
gradual approaches was not confined to the examples we
highlight. Similar accounts of bringing forward decarboni-
zation targets and rapidly adding smart-service features
appeared in several HQ interviews and internal meetings,
whereas managers at the Turkish subsidiary and customer
maintenance chiefs repeatedly described sequencing sustain-
ability-related changes through pilots, feasibility studies, and
alignment with investment cycles. One obvious alternative
explanation is that HQ simply faced fewer technical or infra-
structural constraints than customers, but even in situations
where similar technical solutions were technically available
in Tiirkiye, actors framed their hesitation primarily in terms
of commercial risk and alignment with local regulatory
incentives. This suggests that differences in how sustain-
ability, state, and commercial logics were combined, rather
than technical feasibility alone, underpinned the divergent
trajectories.

In sum, strategic creation of sustainability practices is
contingent on local agency and context. While HQ actively

5 Programmable Logic Controller systems.
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reshapes offerings to integrate sustainability into com-
mercial advantage, Tiirkiye is found to follow an adaptive,
incremental path shaped by infrastructural constraints, risk
perceptions, and market readiness. These variations high-
light how institutional logics are enacted through situated
practices rather than uniformly imposed, creating divergent
trajectories for sustainability transitions within the same
multinational firm.

Maintaining Coupling Practices

Having created sustainability practices to support PSS, Heat-
ingCo HQ sought to bridge the competing logics at play by
tightly coupling them in Japan. However, when transferred
to Tiirkiye, these same practices were translated into a looser
form, producing weaker connections between sustainability,
state, and commercial logics. Our findings suggest that the
degree of coupling reflects how local actors perceive risks,
incentives, and legitimacy requirements, shaping the depth
of sustainability integration in practice.

Tightly coupled sustainability practices: At HQ, institu-
tional work focused on embedding sustainability more firmly
within commercial operations and customer relations. One
central strategy involved delegating operational responsibili-
ties to suppliers via service contracts, thus reducing buyer
hesitancy over new technologies:

So, we would like to make good use of our mainte-
nance organization to provide maintenance services
for other products as well, and to increase the use of
heat in an effective way. (JP2)

By taking ownership of maintenance obligations, HQ
lowered perceived risks for customers, making adoption
of sustainable technologies more attractive. This reflects a
deliberate attempt to bridge commercial and sustainability
logics through relational contracting, redistributing responsi-
bility for performance and reliability across the supply chain.

HeatingCo also embedded cost-saving features into sus-
tainable offerings, particularly targeting reductions in per-
sonnel expenses. This strategy linked sustainability improve-
ments with tangible economic benefits, aligning with both
market and regulatory pressures. The company’s integrated
report formalizes this alignment through a staged Scope 3
policy:

Two-phase approach: (1) In the medium term, switch
boiler fuels from oil to natural gas, improve boiler effi-
ciency, recover and use unused and waste heat, and
conduct energy-efficiency assessments of customers’
equipment and plants; (2) In the longer term, switch
boiler fuels to hydrogen- and ammonia-based fuels,
take a methanation approach, and offer total energy

solutions to customers (HeatingCo, Integrated Report,
2023)

This sequencing demonstrates deliberate coupling of log-
ics over time: sustainability goals are incrementally inte-
grated into commercial offerings, underpinned by regula-
tory expectations and long-term technological shifts toward
decarbonization. HQ’s institutional work thus produces
tighter coupling where environmental stewardship, cost
efficiency, and compliance reinforce one another.

Loose coupling of sustainability practices: In Tiirkiye,
coupling between sustainability, state, and commercial log-
ics was more tenuous. Our findings indicate that some cus-
tomers complied with regulations and HeatingCo’s sustain-
ability initiatives primarily for symbolic reasons, without
committing to deeper environmental change. As one inform-
ant states:

Now they supply products to Inditex, so they have to
do what Inditex wants, but for companies that manu-
facture and sell their own products, i.e., sell to local
brands in Turkey, and don’t pay much attention to
these kinds of things [sustainability], this is not easy.
(TR11).

This loose coupling reflects a pragmatic response to
external expectations, where firms signal alignment with
sustainability norms to maintain market access while mini-
mizing operational disruption or investment costs.

One informant described the instrumental use of renew-
able electricity certificates to signal sustainability creden-
tials to buyers:

The remaining part of the electricity we use is certi-
fied with the I-REC certificate. It is a document stat-
ing that 100 percent of the electricity you purchase is
electricity produced from renewable energy sources.
We definitely buy all of them in this way, so that when
we calculate the cost when we produce one meter of
fabric against our customers, it looks like one meter of
fabric does not consume any electricity. (CST6)

This quote illustrates how sustainability certifications
can function as market-facing legitimacy tools, shaping
customer perceptions without necessarily transforming pro-
duction processes or environmental impacts. In such cases,
certifications satisfy commercial and reputational demands
but decouple from substantive ecological benefits.

Our analysis suggests that this surface-level adherence
results in weaker integration of the three logics in Tiirkiye.
Commercial interests dominate, with sustainability framed
as a transactional requirement rather than a long-term strate-
gic goal. Loose coupling may secure short-term legitimacy
in supply chains but limits HeatingCo’s ability to drive
systemic environmental improvements, highlighting the
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challenge of translating sustainability practices when mar-
ket incentives for genuine adoption are weak or primarily
symbolic.

More broadly, tighter coupling of sustainability prac-
tices to contracts and routines was a recurrent theme in
HQ accounts and in observations of contract negotiations
and performance reviews, where monitoring and reporting
on efficiency and emissions were integrated into ongoing
service relationships. By contrast, subsidiary and customer
accounts more often pointed to loose coupling, where sus-
tainability was emphasized in presentations or bid docu-
ments but was not tracked or followed up systematically in
day-to-day interactions. While this might be attributed solely
to resource constraints or immature measurement systems
on the ground, we also observed instances where the capac-
ity to monitor sustainability performance existed but was
selectively used when it supported commercial arguments.
This pattern led us to interpret the degree of coupling as an
outcome of how commercial, state, and sustainability logics
were prioritized, rather than as a simple reflection of techni-
cal capability.

Overall, our findings reveal that the coupling of sustain-
ability, state, and commercial logics is not uniform but var-
ies significantly across contexts. In Japan, HeatingCo HQ
engages in institutional work that purposefully tightens the
linkages among these logics, using contractual arrange-
ments, cost-saving features, and staged technological path-
ways to align environmental stewardship with market and
regulatory imperatives. By contrast, in Tiirkiye, sustain-
ability often remains loosely coupled to core commercial
practices, with firms adopting symbolic certifications and
surface-level compliance to meet buyer expectations while
limiting deeper operational change. This variation demon-
strates that coupling is not a stable condition, but a negoti-
ated outcome shaped by local interpretations of risk, legiti-
macy, and economic constraints. As a result, attempts to
translate sustainability practices globally encounter diver-
gent enactments, where the intended integration of logics
is diluted, deferred, or contested in specific market settings.

Disruption Trade-Off

While HeatingCo has actively developed and maintained
PSS aligned with sustainability goals, our findings reveal
divergent implementation patterns between Japan and Tiir-
kiye. In navigating competing demands, organizational
actors and customers make trade-offs between ecological
commitments and commercial viability. These choices
reflect different prioritizations: prioritizing sustainability
while diminishing profitability in Japan versus prioritizing
profitability while diminishing sustainability in Tiirkiye.
Such differences illustrate how the enactment of sustainabil-
ity practices is contingent not only on organizational strategy
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but also on how external stakeholders perceive and respond
to the tensions between logics.

Prioritizing sustainability while diminishing profitabil-
ity: In Japan, our data highlight a strong orientation toward
sustainability among HeatingCo HQ’s customers and indus-
try peers. As one informant noted, companies are already
“taking various measures and doing various things to
become carbon neutral” (JP3), indicating that environmen-
tal responsibility has become a collective expectation shap-
ing decision-making across industrial markets. Even when
HeatingCo’s products required higher upfront investments,
customers demonstrated a willingness to bear these costs,
anticipating long-term savings and environmental benefits:

So, the rumor spread, and eventually, people said,
‘Well, [HeatingCo] is expensive, but it saves energy,
so if the price is 1.3 times as much, I'll buy [Heat-
ingCo],” or if the price is 1.2 times as much, I’ll buy
[HeatingCo]. (JP2)

This highlights that economic rationality in this context is
redefined: profitability is assessed not just on initial cost but
on lifecycle value and environmental impact. Sustainability
logic thus reshapes commercial logic, fostering a willingness
to invest in cleaner solutions despite immediate financial
disadvantages.

Customers’ trust in HeatingCo’s product quality and
reliability reinforces this dynamic, with firms viewing pur-
chases as both prudent economic choices and contributions
to broader ecological goals. HeatingCo’s reputation for dura-
bility and efficiency appears to mitigate risk perceptions,
making sustainability-oriented investments more attractive
over time.

Furthermore, our findings suggest that this approach is
partly supported by state logic, where regulatory frameworks
and national decarbonization agendas create expectations for
firms to pursue net-zero strategies. In this setting, sustain-
ability and state logics converge to guide market behavior,
and commercial logic adapts accordingly, even if it requires
short-term profit sacrifices. However, this coupling is not
without challenges: the pursuit of aggressive sustainability
targets can slow return on investment and place financial
strain on firms competing with lower-cost, less sustainable
alternatives, creating persistent tensions that HeatingCo and
its customers must navigate.

Prioritizing profitability while diminishing sustainabil-
ity: In Tiirkiye, the balance between logics differs markedly,
with cost considerations frequently overriding environmen-
tal imperatives. A HeatingCo informant summarized this
stance succinctly: “cost is the first thing” (TR10). Custom-
ers often expressed reluctance to allocate resources toward
sustainable technologies, weighing immediate financial
pressures more heavily than long-term environmental or
regulatory benefits:
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The bosses are not always in favor of this. Sometimes,
they look favorably. Yes, he says it is profitable for me,
and sometimes he says, “Forget it, I won’t give it my
money now.” (CST6)

This pragmatic orientation steers many firms toward
traditional energy solutions perceived as cheaper and more
predictable, even when cleaner alternatives are available.
Several informants highlighted a broader market trend of
clinging to coal and other carbon-intensive energy sources
despite global decarbonization efforts:

The whole world is moving in the direction of elimi-
nating coal use, but in Tiirkiye, the opposite is true.
(TR14).

Some customers reverted to highly polluting production
methods to meet energy demands at lower costs:

They stopped most of the natural gas heating boilers
last year and replaced them with large coal boilers,
burning coal and putting olive oil in the coal. They...
increased the amount of heat and changed to a method
of producing steam. (TR14)

These practices reflect a fusion of commercial and state
logics that tacitly legitimizes unsustainable energy use.
Weak enforcement mechanisms, coupled with limited finan-
cial support for green transitions, allow firms to privilege
immediate cost savings despite their adverse environmental
consequences.

This behavior is consistent with broader market conditions
in Tiirkiye, where coal-powered electricity consumption con-
tinues to rise (Giimiig, 2024). For many firms, sustainability
investments are seen as discretionary rather than essential,
particularly when customers or regulators do not impose
strict environmental performance criteria. As a result, Heat-
ingCo’s sustainability initiatives often struggle to gain trac-
tion, as potential buyers weigh uncertain long-term benefits
against pressing short-term cost constraints.

Across the case as a whole, explicit disruption trade-
offs—where managers weighed short-term profitability
against longer-term sustainability outcomes—appeared in
accounts from HQ executives, Turkish subsidiary managers,
and factory managers in several customer plants. Interview-
ees described decisions to accept longer payback periods or
lower margins in order to install more efficient but expensive
equipment, alongside decisions to postpone or scale back
sustainability investments to protect short-term cost targets.
We considered whether these accounts might instead reflect
a general risk aversion or a narrow focus on fuel savings, but
the way actors explicitly contrasted “what we gain in CO,
terms” with “what we lose in margin,” and the fact that some
were willing to accept technological risk when profitability

was favored, suggests deliberate balancing of competing log-
ics rather than generic caution.

Taken together, these findings highlight that disruption
trade-offs are contextually negotiated. In Japan, environ-
mental imperatives and state policies redefine commercial
priorities, encouraging customers to accept lower short-term
profitability to achieve sustainability targets. In Tiirkiye,
market and institutional conditions tilt the balance toward
profitability, sidelining environmental considerations even
when cleaner options are available. These contrasting pat-
terns underscore how institutional logics interact dynami-
cally in practice, producing locally specific compromises
that shape the pace and depth of sustainability transitions.

Online Appendix 6 provides an overview comparison of
the institutional work undertaken in Japan and Tiirkiye. Fur-
ther evidence is presented in Online Appendix 7, including
illustrative data excerpts.

Toward a Model for Understanding
the Interplay of Institutional Logics
and Institutional Work

Based on our findings, we propose a model that captures
the interplay among the competing logics—sustainability,
state, and commercial—in advancing PSS, as illustrated in
Fig. 5. This model underscores the divergent interactions of
these logics across different national contexts. As a guid-
ing force, the sustainability logic promotes practices that
contribute to social justice, environmental protection, and
economic stability, resonating with the findings of Arenas
et al. (2020). It is a critical driver for change, with proactive
steps taken by firms to embed sustainability into products,
services, and operations. Yet translating these ambitions
into practices across contexts is far from straightforward.
Delivering such sustainability targets often requires firms
to undertake substantial transformations in their business
models (Visnjic et al., 2025). The state logic is operational-
ized through governmental initiatives that set eco-centric
benchmarks and incentives, aligning business practices with
societal and policy expectations (Pesterfield & Rogerson,
2023). This logic is variably demonstrated in the regulatory
actions of the Japanese and Turkish governments to discour-
age non-sustainable operations while promoting sustainable
ones. Concurrently, the commercial logic is influenced by
market potential and the necessity to affirm sustainability’s
authenticity (Kok et al., 2019). It requires a strategic balance
between profit generation, practicality, and ethical responsi-
bility, ensuring that firms prosper financially and maintain
their legitimacy. This logic is illustrated by some Turkish
customers who demand sustainable practices from their pro-
viders, prompting these suppliers to reduce their ecological
footprint to uphold their credibility.
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Fig.5 A model of how institutional logics are transferred and translated through institutional work

Our research extends the discourse on institutional work
mechanisms of creation, maintenance, and disruption under-
taken by organizational actors to actively shape institutions
(Jarzabkowski et al., 2009; Liu et al., 2016; Yin & Jamali,
2021). We observed that HeatingCo HQ, its Turkish sub-
sidiary, and its customers engage in institutional work to
cultivate sustainability, balancing the act of maintaining cur-
rent practices with the trade-offs of disruptive innovation.
In many developed nations, the quest for sustainability is
driven by collective efforts from both the commercial sector
and the state, each propelled by distinct logics (see Fig. 4).
The state’s ambitious net-zero targets demonstrate a com-
mitment to environmental objectives, while the commercial
sector, recognizing that consumer preferences increasingly
favor sustainable practices, adapts swiftly. Our case study
of HeatingCo underscores this point, as the firm recognized
the necessity of integrating sustainability into its PSS for
survival. The convergence of state directives and market
demands leads to a strong alignment of sustainability efforts,
prompting a reevaluation of traditional profit-centric mod-
els toward prioritizing long-term environmental and social
gains, leading to a tight coupling of the logics. HeatingCo’s
initiative to develop carbon—neutral products and provide
PSS exemplifies this shift. This approach, however, often
entails a trade-off, where prioritizing sustainability may
initially impact profitability. For instance, HeatingCo HQ
faced substantial upfront costs and additional consumable
expenses (e.g., parts, labor, chemicals). However, this tran-
sition is regarded not merely as compliance but as a stra-
tegic investment in securing relevance and competitive
positioning.
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Cultural context plays a significant role in shaping how
sustainability is approached, implemented, and maintained
within organizations. In Japan, long-term orientation, collec-
tive responsibility, and a strong commitment to technologi-
cal advancement contribute to a proactive stance on sustain-
ability. HeatingCo HQ, operating within this environment,
integrates carbon—neutral technologies and smart systems
in alignment with societal expectations. These practices are
not only adopted but also maintained through structured
service models and operational controls, reflecting cultural
norms that emphasize duty, trust, and quality. In contrast,
Tiirkiye’s business culture, characterized by cost sensitivity
and risk aversion, supports a more incremental approach.
Here, sustainability initiatives often require extended prepa-
ration, including infrastructure development and workforce
training, before they can be fully embedded. Maintenance
practices also differ. In Japan, sustainability is tightly cou-
pled with operational routines, while in Tiirkiye, compli-
ance may be more symbolic, driven by external expectations
rather than internalized values. This distinction extends to
how disruption is managed. Japanese customers may accept
short-term losses in favor of long-term environmental goals,
whereas Turkish customers tend to prioritize economic
stability, often resisting changes that threaten immediate
returns. These cultural differences shape not only the pace
of sustainability and PSS adoption but also its depth and
resilience within organizational systems.

Our analysis has led to the development of a model that
elucidates the transfer and adaptation of sustainability logic
in HeatingCo across the two different country contexts
(see right-hand side of Fig. 4). The process of translating
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sustainability principles often encounters obstacles due to
disparities in economic capabilities, technological progress,
and institutional structures, which may render the direct
application of sustainability practices in one country ineffec-
tive in the other. In the case of HeatingCo HQ, the transfer
of sustainability logic to a market with differing commer-
cial and state logics manifests differently, making it distinct
from those in the home market. Consequently, sustainabil-
ity practices must be reinterpreted to align with the local
context, leading to a looser coupling of the different logics.
This necessitates that while the foundational principles of
sustainability are maintained, their implementation must be
judiciously tailored to ensure practicality and efficacy in dif-
ferent countries, thereby fostering a sustainable transition
that is both relevant and advantageous.

Our research suggests that sustainability practices may
often be disseminated incrementally through commercial
and state logics but hindered by systemic impediments. The
state’s ambition to achieve net-zero emissions is frequently
at odds with the constraints of limited resources and infra-
structural shortcomings, resulting in more lenient regulatory
measures. In Tiirkiye, for instance, economic and infrastruc-
tural realities have necessitated a measured approach to sus-
tainability for HeatingCo. Customers, while cognizant of
sustainability concerns, may confront difficulties in procur-
ing sustainable alternatives, leading to occasional conces-
sions on environmental standards. Such scenarios contribute
to a relaxed integration of sustainability practices, where
businesses might resort to less sustainable methods for profit
retention or superficially adopt green measures. Our find-
ings suggest that HeatingCo Tiirkiye’s customers primarily
seek environmental certifications to enhance market appeal,
adhering to regulations nominally. This prioritization of
immediate financial returns can lead to a compromise where
sustainability is relegated in favor of short-term economic
benefits, as illustrated by HeatingCo Tiirkiye’s customers
who favor coal-fired equipment for their main production
line while relegating natural gas-burning apparatus to a sec-
ondary role.

Our model thus advances understanding of the interplay
between institutional logics and institutional work in three
ways. First, it demonstrates that global sustainability logics
do not simply cascade across organizational boundaries but
are actively translated through creation, coupling, and trade-
off mechanisms shaped by context. Second, it highlights that
institutional work can lead to divergent enactments of sus-
tainability—proactive and tightly coupled in some settings,
incremental and loosely coupled in others—depending on
market, regulatory, and cultural conditions. Third, it pro-
vides a processual view of sustainability transitions in multi-
national firms, depicting them as ongoing, contested accom-
plishments rather than linear diffusions of global norms. By

unpacking these dynamics, the model contributes to research
on sustainability transitions and institutional theory, show-
ing how competing logics are not just constraints on action
but resources that organizational actors interpret, recombine,
and prioritize differently across contexts.

Discussion and Conclusion

The growing sustainability imperative in business practices
has highlighted the critical role of PSS as a transforma-
tive solution to align economic, environmental, and soci-
etal goals. Yet, implementing and transferring PSS across
national contexts marked by distinct institutional logics
presents significant challenges. While sustainability logic
is often prioritized for its long-term benefits, it frequently
intersects with commercial and state logics in ways that
generate both synergies and tensions. By examining these
intersections, we illuminate the forms of institutional work
required to address systemic impediments and balance con-
flicting priorities by focusing on the dynamics of institu-
tional logics—how they manifest, interact, and influence
PSS adoption.

Theoretical Implications

This study explores how sustainability, state, and com-
mercial logics manifest and interact in the adoption of PSS
across countries (Doni et al., 2019; Kohtamiki et al., 2023;
Paiola et al., 2021) by demonstrating that the transfer and
translation of PSS is not merely a technical or operational
challenge, but an institutional one, requiring actors to bridge
multiple, and at times competing. logics. We contribute to
institutional logics (Friedland & Alford, 1991; Kok et al.,
2019; Lounsbury et al., 2021; Reay & Hinings, 2009; Thorn-
ton & Ocasio, 1999; Thornton et al., 2012) and institutional
work research (Jarzabkowski et al., 2013; Lawrence & Sud-
daby, 2006; Seo & Creed, 2002) by specifying the micro-
level strategies through which organizations seek to align
PSS architectures with local cultural, market, and regulatory
contexts.

Our findings reveal three distinct logics—sustainability,
state, and commercial logics—that have emerged in differ-
ent countries. While these logics share certain commonali-
ties, they exhibit characteristics specific to each country’s
context, highlighting discernible differences in their pro-
gression. Our research reveals a growing trend of sustain-
ability logic in both contexts, reflecting a shared awareness
of sustainable practices and a strategic shift. Sustainability
logic prioritizes environmental preservation, recognizing its
importance for future generations and societal well-being,
and emphasizes the interdependence of economic prosperity
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and ecological health, urging businesses to integrate sustain-
ability into their operations (Arenas et al., 2020; de Clercq
& Voronov, 2011; Sine & Lee, 2009). Additionally, our find-
ings outline state logic, which combines regulatory oversight
and government incentives to guide organizational behavior,
ensuring compliance with laws and encouraging practices
that align with state goals (Pesterfield & Rogerson, 2023;
Yin & Jamali, 2021). This logic uses the state’s coercive
power to enforce standards and positive inducements to pro-
mote environmentally beneficial activities. In the interplay
of sustainability and state logic, commercial logic encoun-
ters distinct challenges and prospects, delineated as market
development opportunities and legitimacy requirements for
sustainability. Within businesses, commercial logic is driven
by the imperative to optimize economic outcomes while
conforming to industry standards and stakeholder expecta-
tions to be perceived as legitimate and credible (Dahlmann
& Grosvold, 2017; Diebel et al., 2024; Smets et al., 2015).
Our research shows how these logics interact, often pre-
senting competing and conflicting priorities, such as profit
optimization versus social and ecological responsibility. For
example, the commercial drive for economic efficiency can
conflict with sustainability and state requirements, creating
operational and strategic tensions for businesses. Thus, a
proficient and holistic combination of these logics entails
balancing profit imperatives, operational viability, and social
responsibility.

Additionally, our study uncovers three forms of institu-
tional work: strategically creating sustainability practices,
maintaining coupling practices, and the disruption trade-off.
We reveal that PSS in Japan initially faced distinct challenges
when transferred to Turkiye. To this end, the first theme
relates to the institutional work of strategically creating sus-
tainability practices manifested in accelerated versus gradual
approaches to sustainability practices across different con-
texts. The gradual approach to creating sustainability prac-
tices shows slower adoption due to obstacles like resistance
or resource scarcity. In contrast, the accelerated approach
signifies rapid advancement and demonstrates how sustain-
ability logic can be infused into commercial and state logics
through strategic initiatives. This duality reflects the com-
plex nature of sustainability implementation (Arenas et al.,
2020; Hahn & Pinkse, 2022). Our findings reveal a critical
divergence between the Japanese headquarters’ approach of
harmonizing and integrating the three institutional logics
versus Turkish customers’ tendency to keep these logics
separate in their operations. This divergence can be further
illuminated through a paradox lens (Hahn & Pinkse, 2022),
which highlights the inherent and persistent contradictions
within sustainable PSS models, particularly between their
marketability and their substantive sustainability poten-
tial. In the Japanese context, the headquarters’ institutional
work demonstrates an ability to navigate these paradoxes
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by embracing commercial, state, and sustainability logics
not as mutually exclusive but as interdependent. This is
consistent with paradox scholars’ emphasis on “both/and”
approaches (Smith & Lewis, 2011), wherein tensions are
accepted and navigated rather than suppressed or resolved.
By contrast, the Turkish subsidiary appears to adopt a more
“either/or” logic, addressing institutional logics sequentially
or by compartmentalizing them. This strategic separation of
logics may reduce short-term conflict but may also inhibit
the evolution of a fully integrated PSS model, and in doing
so, it inadvertently reinforces the very paradoxes that the
headquarters has learned to work with. As Hahn and Pinkse
(2022) argue, managing paradoxes requires proactive design
strategies that acknowledge and work within these tensions,
whether through contracting mechanisms, marketing narra-
tives, or stakeholder engagement practices. Likewise, vari-
ations in institutional arrangements across countries require
harmonization work that aligns organizational practices with
divergent regulatory, cultural, and market logics to ensure
coherence in sustainability strategies (Fortanier et al., 2011).

The second theme identified relates to two types of main-
tenance coupling practices: tight and loose. Loose coupling
enables firms to project responsiveness to sustainability
demands while aligning selectively with initiatives that
offer strategic value for their business models. Our findings
show that local institutional conditions and competing log-
ics shape these coupling practices, as political shifts can
recalibrate sustainability agendas. This aligns with Hahn
et al.’s (2015) view that firms face persistent tensions when
pursuing environmental, social, and economic goals, often
requiring selective and adaptive responses. These insights
contribute to institutional theory by extending our under-
standing of how businesses manage institutional plurality
through selective engagement and phased adaptation (Jar-
zabkowski et al., 2013; Thornton et al., 2012). Finally, our
third theme reveals that disruption trade-offs emerge when
prioritizing one logic diminishes another, as in cases where
short-term profitability pressures weaken commitments to
substantive sustainability, leading to organizational disso-
nance. This dissonance can lead to broader organizational
change and necessitates reevaluating existing institutions
and practices to realign with stakeholder interests.

Our findings culminate in a model that elucidates the
processes of transferring and adapting sustainability logic
across institutional contexts, contributing to the theoreti-
cal understanding of institutional work. While prior studies
have examined institutional logics in isolation, our research
extends this by exploring their interaction in cross-national
sustainability initiatives (Kok et al., 2019; Thornton et al.,
2012). We demonstrate how disparities in institutional log-
ics shape the direct application of sustainability principles
across countries, underscoring the need for contextualized
approaches to PSS implementation. These findings advance
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institutional theory by emphasizing the progressive and con-
text-dependent nature of sustainability adoption, providing
actionable insights for firms responding to the complexities
of global sustainability transitions.

Finally, our findings intersect with the sustainable busi-
ness models and business case literatures by clarifying how
firms seek to integratively create environmental, social, and
economic value in varied institutional contexts and how PSS
serve as a way to achieve this. At headquarters, sustainabil-
ity is integrated into the value proposition (low-emission,
high-efficiency solutions), into value creation and delivery
via a PSS architecture (service-intensive PSS, diagnostics,
long-term maintenance), and into value capture (efficiency
and reliability gains), consistent with sustainable business
model design principles and archetypes (Bocken et al., 2014;
Evans et al., 2017; Schaltegger et al., 2016). Viewed through
a business-case lens, this tight coupling of sustainability,
state, and commercial logics within PSS offerings resem-
bles a responsible or collaborative business case rooted in
ethical motivations that embed environmental and social
responsibilities into core operations, even considering near-
term costs (Schaltegger & Burritt, 2018). By contrast, in
Tiirkiye, short-term cost considerations and infrastructural
constraints contribute to loose coupling of the PSS elements
and to more symbolic or reputational adoption, for example,
certification-led compliance without commensurate recon-
figuration of PSS processes, which align with evidence that
external stakeholder pressures tend to elicit symbolic moves,
whereas proximate internal pressures more often drive sub-
stantive change and which raises normative concerns about
superficial conformity (Block et al., 2024; Dyllick & Muff,
2016). Conceptually, our model specifies institutional work,
namely strategic creation, coupling or decoupling, and dis-
ruption trade-offs, as the mechanisms through which sustain-
able business models and their PSS variants are transferred
and translated across contexts; this process yields either
substantive integration of PSS-based sustainability practices
or selective decoupling depending on regulatory, cultural,
market logics, and it frames integrative value creation as
an ethical project of balancing responsibilities of multiple
stakeholders.

In sum, this study advances institutional theory by
explaining how sustainability logic is transferred and
adapted through PSS across national contexts, and how
its interaction with state and commercial logics produces
both symbolic and substantive outcomes. By identifying the
institutional work underpinning PSS translation—strategic
creation, coupling, and disruption trade-offs—we show that
effective implementation requires context-sensitive align-
ment of global principles with local realities. Our findings
underscore the ethical imperative for businesses to bridge
institutional logics responsibly, stressing the imperative
of prioritizing and embedding sustainability concerns and

practices within PSS design and delivery. The resulting
model offers a framework for understanding how economic,
technological, and institutional disparities shape pathways
through which PSS can contribute meaningfully to sustain-
able development between countries.

Importantly, our claims are not about “national cul-
tures” as such but about organizational mechanisms inside
a particular type of multinational constellation. The unit of
inference is the set of mechanisms through which institu-
tional logics are translated and combined in a PSS-oriented
HQ-subsidiary-customer network, rather than Japan and
Tiirkiye per se. We expect the mechanism we identify—
strategically creating sustainability through accelerated or
gradual approaches, maintaining tighter or looser coupling
of sustainability practices, and managing disruption trade-
offs between profitability and sustainability—to be most
relevant in multinational firms where subsidiaries face
mixed sustainability, state, and commercial logics, are sub-
ject to non-trivial HQ influence, and operate in institutional
environments where state regulation and incentives shape
energy and sustainability decisions. By contrast, we would
not expect the patterns we document to travel straightfor-
wardly to wholly local firms with no HQ-subsidiary power
asymmetry, to subsidiaries enjoying very high autonomy
vis-a-vis headquarters, or to settings where state involve-
ment in environmental or energy policy is minimal. In line
with an analytical generalization logic for qualitative case
studies (Yin, 2014), our aim is therefore not to claim broad
empirical generality, but to offer a theoretically grounded
account of how competing logics can be translated through
institutional work in a particular kind of PSS-oriented mul-
tinational network, which readers can then assess for trans-
ferability to contexts that share similar organizational and
institutional features.

Practical and Policy Implications

The present study provides several practical and policy
implications. First, the findings highlight the need for busi-
nesses to adopt a context-sensitive approach when introduc-
ing sustainability practices. Corporations must comprehend
the distinct attributes of sustainability, state, and commercial
logics within these settings. Such comprehension is crucial
for the formulation of corporate strategies that are congru-
ent with these local logics. Effective implementation of
these strategies is likely to enhance the efficacy of scope 3
emission reduction, especially in such countries as Tiirkiye.
Commercial logic is primarily concerned with fulfilling
market demands, whereas sustainability logic encompasses
a broader spectrum, including the preservation of regional
culture. These logics significantly impact supplier sustain-
ability performance, with the process of supplier develop-
ment emerging as a critical focus for supply chain managers
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in the observed context. Similarly, the divergent approaches
we identified across Japan and Tiirkiye to addressing insti-
tutional logics raise broader implications for international
sustainability efforts. One key insight is that subsidiaries
may require support not just in transferring PSS models
structurally, but also in cultivating the cognitive framing
and institutional work capacity necessary to bridge com-
peting logics locally. If sustainable PSS are indeed fraught
with paradoxes, as Hahn and Pinkse (2022) assert, then
harmonizing logics is not about eliminating contradiction
but about fostering organizational ambidexterity and insti-
tutional reflexivity.

Furthermore, managers must calibrate the institutional
work designated for their organizations to adeptly shape
and prime for interpreting sustainability logics within their
particular environments. This necessitates a dialogical
approach, a thorough comprehension of local socio-eco-
nomic dynamics, cultural subtleties, and regulatory struc-
tures, and modifying sustainability practices to align with
these factors. Such strategic adaptation ensures both the
effective transfer of sustainability logics and their resonance
with local stakeholders, thus promoting a more seamless
shift toward sustainable operations within these economies.
Finally, corporations can significantly influence the propaga-
tion of sustainability logic by offering specialized training to
their managerial staff. Such educational initiatives can equip
managers with the essential skills, thereby facilitating the
integration of sustainability logic across their firms.

Regarding policy implications, our study underscores
the importance of regulatory frameworks providing incen-
tives and enforcement mechanisms to support sustainability
logic. Policymakers should address infrastructural gaps and
institutional differences that hinder the adoption of sustain-
able practices, such as the availability of renewable energy
or advanced recycling facilities. Investments in public
infrastructure, coupled with policies promoting industry-
academic collaboration, can enhance local capacity for
innovation and accelerate PSS adoption. Also, this research
highlights the need for international coordination on sus-
tainability policies. Cross-border sustainability initiatives
require harmonized standards and practices that facilitate the
transfer of sustainability logic across institutional contexts.
Policymakers can foster this coordination through interna-
tional agreements and forums that promote ‘best practices’
and knowledge-sharing.

Limitations and Further Research

The current study, while contributing to the understand-
ing of PSS and institutional logics, has several limitations
that point to avenues for further research. Our design is an
in-depth, single-network case, and our claims are therefore
about organizational mechanisms inside a specific type of
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HQ-subsidiary-customer constellation rather than about
“Japan” and “Tirkiye” as such. On this basis, our analysis
suggests several tendencies that future comparative work
could explore: in PSS-oriented multinationals where head-
quarters strongly champions sustainability, retains meaning-
ful influence over subsidiaries, and operates in institutional
environments with visible state involvement in energy and
environmental policy, accelerated approaches and tighter
coupling of sustainability practices at subsidiary level seem
more likely to emerge; where subsidiaries face strong state
involvement but weaker direct commercial pressure from
customers, gradual approaches and looser coupling appear
more common; and in parts of the network where sus-
tainability, state, and commercial logics place conflicting
demands on actors, explicit disruption trade-offs—accepting
losses on one dimension to protect another—recur as a way
of managing this tension. These should be read as theoreti-
cally informed conjectures derived from a single, in-depth
case rather than as tested relationships, and they call for
systematic examination in future research.

Building on these conjectures, there is scope for compara-
tive extension of our findings. Future research could exam-
ine similar PSS-oriented multinationals with headquarters
embedded in comparable institutional environments and
subsidiaries facing mixed sustainability, state, and commer-
cial logics, in order to explore whether accelerated versus
gradual approaches, tight versus loose coupling, and disrup-
tion trade-offs manifest in analogous ways. A complemen-
tary avenue would be to purposefully select subsidiaries that
vary in autonomy vis-a-vis headquarters and in the strength
of state involvement in sustainability and energy policy, to
probe how these conditions shape, amplify, or dampen the
mechanisms we identify. Rather than seeking exact repli-
cation, such comparative work would use our model as a
theoretically informed lens for examining how institutional
logics are translated through institutional work in other
PSS networks and for refining the scope conditions of our
arguments.

While this study highlights the interplay between sustain-
ability, state, and commercial logics in two countries, future
research can broaden its scope to include additional institu-
tional settings. Comparative studies across various coun-
tries and sectors could uncover more fine-grained variation
in how these logics manifest, interact, and influence PSS
adoption. This work could also examine how transnational
institutional frameworks—such as global trade agreements,
international sustainability standards, or global supply-chain
regulations—shape or moderate local translations of PSS
and sustainability, and whether stronger institutional isomor-
phism with headquarters enhances or constrains the effective
localization of sustainability contracts, particularly given
the challenges of quantifying and monetizing sustainability
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impacts in a context with limited standardization and diver-
gent stakeholder expectations (Hahn & Pinkse, 2022).

Additionally, although this study uncovers organizational-
level strategies through which actors bridge competing insti-
tutional logics, we have not focused in detail on individ-
ual-level dynamics. Further research could investigate how
managers, employees, and customers individually engage
in institutional work, such as advocacy, coalition-building,
or resistance, to influence the adoption and diffusion of sus-
tainability practices. Longitudinal and multi-level studies
tracking specific projects or relationships over time would
be particularly valuable for understanding how individual
efforts accumulate into organizational and network-level
shifts in institutional logics and PSS practices.

Finally, we have taken particular care to provide a ‘thick
description’ (cf. Geertz, 1973) of the research context and
of the mechanisms we identify, allowing other researchers to
assess transferability by comparing our case with analogous
settings. We view this study as a basis for further research
in diverse organizational and national contexts, which is
essential for advancing the understanding of how PSS are
developed, translated, and implemented across institutional
environments, and for specifying more precisely when the
institutional work mechanisms we identify are likely to arise
or look different.
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