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In an increasingly globalised business environment, the ability to navigate intercultural communication effectively has become a critical competency for multinational corporations. This is especially true in the technology and consulting sectors, where cross-border collaboration is integral to innovation and market expansion. This essay examines a strategic partnership between Endava Plc, a UK-based digital transformation consultancy, and Fujitsu Ltd., one of Japan’s leading information and communication technology (ICT) firms. As the appointed Country Director of Endava overseeing this collaborative venture, the responsibility lies in managing a culturally diverse project team composed of both UK and Japanese professionals, ensuring that communication barriers do not hinder the success of the initiative.
Endava plc, headquartered in London, has built a strong presence across Europe and the Americas, delivering agile-based IT services including software engineering, cloud solutions, and enterprise automation (Endava, 2025). With its expansion into Asia, particularly Japan, Endava seeks to leverage Japan’s technological advancement and strong enterprise market. However, Japan’s corporate culture—marked by formality, hierarchical decision-making, and implicit communication—stands in contrast to Endava’s relatively informal, flat-structured, and direct communication practices (Deresky, 2017). Fujitsu Ltd., based in Tokyo, is a global leader in IT services, known for its long-standing client relationships, attention to detail, and structured, consensus-driven approach to decision-making (Fujitsu, 2025).
The importance of intercultural business communication cannot be overstated in this context. Misunderstandings stemming from differences in communication styles, conflict resolution, or power dynamics can undermine collaboration, delay project outcomes, and erode trust. By evaluating the cultural dynamics that influence communication using theoretical frameworks such as Hofstede’s Cultural Dimensions, Hall’s high- and low-context theory, and Trompenaars’ seven dimensions of culture, this essay aims to highlight not only the risks but also the opportunities inherent in cross-cultural team leadership. Furthermore, by applying these theories to a real-world scenario involving UK and Japanese collaboration, practical strategies will be proposed to enhance communication and foster effective intercultural business relationships.

Theoretical framework

To understand the communication differences between UK and Japanese teams, it is essential to apply established cultural frameworks that explain how values and social norms shape interpersonal and organisational behaviour. This section draws on Hofstede’s Cultural Dimensions, Hall’s High- and Low-Context Communication Theory, and Trompenaars’ Seven Dimensions of Culture to provide a theoretical lens for understanding intercultural dynamics. Additionally, it recognises the strategic value of including Endava personnel from other Asian markets—such as India, Malaysia, Singapore, and Vietnam—as cultural intermediaries who may bridge East-West communication gaps.
	Hofstede’s Cultural Dimensions
Geert Hofstede’s cultural model remains one of the most influential tools in cross-cultural management. Among his six dimensions, three are particularly relevant in the UK-Japan context: Power Distance, Individualism vs. Collectivism, and Uncertainty Avoidance (Hofstede, 2001).
Japan exhibits a high Power Distance score, indicating a respect for hierarchy and age in business relationships. This contrasts with the UK’s lower Power Distance, where flatter hierarchies and egalitarian communication are more common. In joint teams, this may cause discomfort when UK employees speak freely in front of senior Japanese managers, potentially breaching implicit norms.
In terms of Individualism vs. Collectivism, the UK ranks as highly individualistic, where communication tends to be self-directed and assertive. Japan is more collectivist, valuing harmony, group consensus, and indirectness. This divergence may lead UK team members to misread Japanese silence or ambiguity as indecision, when it may in fact signal politeness or deferral to group norms.
The inclusion of team members from countries like India and Malaysia—both of which lean more toward collectivism than the UK—offers a strategic advantage. These individuals may already possess intercultural sensitivity, having worked across both Western and Eastern business environments, and can interpret indirect cues more effectively than UK-based staff alone.
Japan also ranks high on Uncertainty Avoidance, favouring structured planning, detailed documentation, and risk mitigation. This can conflict with the UK’s more flexible and iterative working style, especially in agile development environments favoured by Endava. Again, professionals from Southeast Asia may serve as a moderating influence, having operated in both rigid and adaptive systems.
	Hall’s High and Low Context Communication Theory
Edward Hall’s theory categorises cultures by the amount of contextual information embedded in communication. Japan is considered a high-context culture, where meaning is derived from non-verbal cues, shared experiences, and situational awareness. In contrast, the UK is a low-context culture where meaning is conveyed primarily through explicit, direct speech.
This fundamental difference often causes misunderstanding. For example, UK staff may expect Japanese colleagues to express disagreement openly, while Japanese team members may avoid confrontation to preserve group harmony and face (Meyer, 2014). Including regional Asian Endava staff, many of whom also operate in moderately high-context environments, can help decode subtle cues and translate implicit messages into actionable insight for the UK team.
	Trompenaars’ Seven Dimensions of Culture
Trompenaars and Hampden-Turner propose additional cultural dimensions that inform workplace behaviour (Trompenaars, 2008). The Universalism vs. Particularism dimension is key: UK business culture is rules-driven and process-focused, while Japanese culture places more emphasis on relationships and context. Similarly, Achievement vs. Ascription highlights that while UK status is earned through merit, Japanese organisations often grant status based on age and seniority, influencing how and when individuals speak in meetings.
The Sequential vs. Synchronous Time dimension also matters. UK culture sees time as linear and task-focused, with strict deadlines and timetables. Japanese business culture is more fluid and process-oriented, placing greater value on long-term planning and relationship-building. Employees from Singapore and Vietnam, who often operate in mixed-time orientation cultures, may help balance these expectations.

Comparative Analysis of Communication Styles

The communication styles of UK and Japanese professionals differ considerably, often leading to unintended misunderstandings in cross-cultural business contexts. These differences are shaped by underlying cultural values, and are particularly evident in workplace dynamics, decision-making, and feedback processes (Carté, 2008).
One of the most apparent contrasts lies in the degree of directness. British professionals tend to communicate in a direct, explicit manner, expecting clarity and openness, especially in meetings or project reviews. In contrast, Japanese communication is highly indirect, where disagreement is often conveyed subtly or avoided altogether to preserve harmony. For example, a Japanese team member may say, “That may be difficult,” instead of stating outright disapproval. Without adequate cultural awareness, UK team members may misinterpret this as uncertainty or passive agreement.
Another key difference is the role of hierarchy and status. In Japan, high Power Distance means communication flows vertically, with deference to authority and reluctance to challenge senior opinions. Conversely, the UK’s flatter organisational structures promote open dialogue across roles. This discrepancy can affect decision-making, where British teams may expect immediate input from all members, while Japanese employees may defer until senior approval is given.
Feedback and criticism also differ significantly. British workplaces often promote constructive criticism, seeing it as part of continuous improvement. However, Japanese professionals may avoid direct criticism, especially in group settings, to prevent causing loss of face. As Trompenaars notes, this reflects a cultural preference for relational sensitivity over task orientation.
Additionally, perceptions of time and urgency vary. UK teams prioritise short-term efficiency and firm deadlines, while Japanese teams may take longer to reach consensus, viewing thoroughness and risk mitigation as essential components of professionalism.

Case study: Tesco and HSBC in Japan

The experiences of UK-based multinationals Tesco and HSBC in Japan offer valuable insights into the complexities of cross-cultural communication and organisational integration. Both companies faced significant challenges when attempting to align their British management approaches with the nuanced, high-context communication style characteristic of Japanese corporate culture.
Tesco, one of the UK’s largest supermarket chains, entered the Japanese market in 2003 with the acquisition of local retailer C Two-Network. However, despite its global success, Tesco struggled to resonate with Japanese consumers and employees. A key factor in this failure was the communication gap between UK headquarters and Japanese operations. Tesco’s management style, grounded in direct communication and quick decision-making, clashed with the Japanese preference for consensus-building and indirect dialogue (The Gurdian, 2011). The company underestimated the importance of localising not just products but also leadership styles and internal communication. This misalignment contributed to weak employee engagement and consumer disconnect, ultimately leading Tesco to exit Japan in 2011.
Similarly, HSBC, a leading UK-based financial services provider, encountered communication challenges while attempting to establish a strong presence in Japan’s highly relationship-driven banking environment. British executives reportedly emphasised efficiency, direct correspondence, and Western client service models, while Japanese teams and clients valued formality, long-term relationship building, and indirect communication. Differences in email etiquette, feedback delivery, and hierarchical deference led to internal friction and customer dissatisfaction. HSBC eventually scaled back its retail banking ambitions in Japan, focusing instead on investment banking, where communication and cultural demands differ (Japan Times, 2012).
Both cases underscore the critical need for culturally adaptive communication strategies in multinational operations. For Endava, these lessons emphasise the importance of employing culturally aware team members—particularly from within Asia—to act as intermediaries, ensuring that messages are both linguistically and culturally appropriate. By learning from Tesco and HSBC’s experiences, Endava can anticipate cultural friction and proactively design communication frameworks that accommodate Japanese norms while aligning with organisational goals.

Strategies to improve Cross-Cultural Business Communications

Effective cross-cultural communication is critical for the success of multinational teams, particularly in complex and culturally distinct markets such as Japan. For a UK-based firm like Endava partnering with a Japanese organisation, the challenges are not simply linguistic but deeply rooted in divergent communication styles, values, and business etiquette. Therefore, a strategic, culturally sensitive communication plan is essential for fostering trust, alignment, and collaboration (Koh, 2009).
Cross-Cultural Training and Onboarding
One of the most impactful strategies is to implement mandatory intercultural training for all project team members. Training should focus on cultural dimensions such as hierarchy, indirect communication, and relationship building. UK employees must understand the importance of non-verbal cues and the Japanese preference for consensus, while Japanese colleagues can benefit from exposure to the more task-oriented and direct style of British communication.
Utilising Regional Cultural Intermediaries
Endava should actively involve team members from its operations in India, Malaysia, Singapore, and Vietnam. These professionals are often familiar with both Western business practices and Asian communication norms. Their ability to function as cultural intermediaries can help interpret subtle messages, mediate conflict, and promote mutual understanding. This approach also enhances inclusivity and demonstrates a commitment to regional integration.
Hybrid Communication Protocols
A flexible communication strategy that combines high-context and low-context elements should be developed. For instance, using video conferencing for initial discussions can facilitate relationship building, while follow-up documentation ensures clarity. Meeting agendas and action items should be circulated in advance, giving Japanese team members time to reflect and prepare responses, which aligns with their preference for deliberation.
Feedback and Conflict Management Framework
Endava must adapt its feedback mechanisms to suit a high-context environment. Instead of blunt performance reviews, managers should adopt indirect, layered feedback methods, such as the “sandwich approach” (positive-negative-positive). Additionally, private one-on-one conversations are preferable for addressing disagreements, as public confrontation may cause discomfort and loss of face in Japanese culture (Meyer, 2014).
Relationship-First Project Planning
Finally, investing time in building relationships before diving into task execution is vital. Hosting introductory workshops, informal virtual meetups, or even short on-site visits can help foster the trust necessary for successful long-term collaboration. By adopting these culturally adaptive strategies, Endava can not only enhance team cohesion but also position itself for sustainable success in the Japanese market.


Conclusion
In today’s interconnected global economy, the ability to navigate intercultural communication is a critical determinant of success for multinational organisations. This essay has examined the cultural and communicative differences between UK and Japanese teams in the context of Endava plc’s proposed expansion into the Japanese market. Drawing on established theoretical frameworks, the analysis has revealed the depth and complexity of communication-related challenges when managing cross-border teams.
The key findings underscore several fundamental differences. UK communication style is typically direct, task-oriented, and rooted in individualistic values. In contrast, Japanese communication is highly context-dependent, hierarchical, and collectivist. These differences manifest in various ways, including decision-making processes, approaches to feedback, time management, and the handling of conflict. Without adequate cultural sensitivity, these disparities can lead to misinterpretations, reduced efficiency, and strained professional relationships. The risk of communication failure is especially high in high-context environments like Japan, where much of the message is conveyed implicitly rather than explicitly.
To mitigate these risks and foster effective cross-cultural collaboration, several practical strategies are recommended. First, Endava should implement robust cross-cultural training for all team members to promote awareness of differing communication norms and values. Equipping staff with the tools to recognise and adapt to these differences is fundamental for long-term success. Second, the company should integrate personnel from its existing Asian offices—such as India, Malaysia, Singapore, and Vietnam—into the project team. These individuals can serve as cultural intermediaries, helping to bridge communication styles between UK and Japanese colleagues.
Third, Endava should adopt hybrid communication protocols that combine verbal relationship-building techniques with clear written documentation. This approach supports both Japanese preferences for nuance and British expectations for clarity. Furthermore, feedback systems should be adapted to favour indirect, private methods over direct public critique, respecting Japanese sensitivities around face-saving and group harmony.
Furthermore, recognising cultural diversity as a strategic asset rather than a barrier is essential for long-term organisational resilience. By fostering intercultural competence and inclusive team dynamics, Endava can not only overcome communication challenges but also unlock innovation through diverse perspectives. A culturally adaptive leadership approach will strengthen stakeholder relationships, enhance team satisfaction, and improve project outcomes. As global expansion continues to reshape business landscapes, organisations that invest in cross-cultural fluency will gain a competitive edge. Therefore, embedding these communication strategies into Endava’s operational framework will be instrumental in sustaining successful partnerships across Asia and other emerging markets.
Lastly, prioritising relationship-building activities before the project launch—such as virtual social events or informal workshops—will help establish trust and alignment. These culturally adaptive strategies not only promote internal cohesion but also position Endava for sustainable success in Japan and other culturally complex markets.
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