
1.　Introduction

　Fons Trompennaars and Charles Hampden-Turner adapt seven cultural 
dimensions in order to further understand cultural diversity in business.
　According to Trompennaars and Hampden-Turner, understanding culture 
is important to solve intercultural problems and to eliminate dilemma. This 
idea is similar to the condition that Kluckhohn and Strodtbeck framed a the-
ory of value orientation. Kluckhohn and Strodtbeck pick up five universal is-
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sues. However, Trompennaars and Hampden-Turner specialize in business-
related ones. They clarified seven fundamental dimensions by considering 
three issues :  (1) Problems arising from interpersonal relationship ;  (2) At-
titude toward time ;  and (3) Attitude to the environment.
　These dimensions are in pairs, and like Hofstede’s dimensions they are 
considered as continuum dimensions of which trend is stronger. Some di-
mensions are mutually complementary and are not conflicting with each oth-
er. This idea is different from Hofstede’s cultural dimensions. The survey 
method by Trompennaars and Hampden-Turner is to (1) present a scenario 
which involves a dilemma ;  (2) present two different solutions which are op-
posed to each other ;  (3) make people from various countries to select one 
of them ;  and (4) analyze their answers by countries.

2.　Principle of Universalism versus Particularism

　This dimension is on rules and human relations. Universalism is about 
finding broad and general rules. When no rules fit, it finds the best rule. Uni-
versalism does not approve exception. It stands for the idea that problems 
should be resolved by keeping rules, standards, laws, etc. Particularism is 
about finding exceptions. When no rules fit, it judges the case on its own 
merits, rather than trying to force-fit an existing rule. The idea of particular-
ism is to place more importance on situations or relationships rather than to 
respect impartial application of rules. For example, based on the idea of uni-
versalism, when a person, whether he or she is a friend or not, commits a 
crime, he/she has to be punished. However, based on the idea of particular-
ism, slightly advantageous testimony can be made at the court. From the 
universalism point of view, particularists will be considered as distorting the 
rule and ignoring the equality under the law. On the other hand, particular-
ists will regard universalists as being cold and ignores friendship and hu-
manity.
　It seems that attitudes toward business contract are affected by this di-
mension.
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3.　Individualism versus Communitarianism

　This dimension is quite similar to Hofstede’s individualism and collectiv-
ism.
　Individualism is about the rights of the individual. It seeks to let each per-
son grow or fail on their own, and encourage personal freedom and respon-
sibility. Communitarianism is about the rights of the group or society. It 
seeks to put the family, group, company and country before the individual. It 
sees individualism as selfish and short-sighted. In business, difference ap-
pears on how to take responsibilities and decision-making.

4.　Neutral feeling versus Emotion expressive

　This dimension is on emotion and human relations. This is also related to 
emotions and objective logic. Neutral feeling means that people behave neu-
trally without showing emotions. To control the emotions as much as possi-
ble by themselves are expected. In this culture to express emotions and to 
act logically are considered to be separate matters. In a culture of emotion 
expressive, it allows to express emotions openly. In this culture to express 
emotions and to act logically cannot be separated. The degree of expressive-
ness depends on how human relations are handled.
　According to Trompennaars and Hampden-Turner, Americans tend to ex-
press their emotions, but they tend to separate emotions from objective and 
rational judgment. Italians and some southern Europeans generally express 
emotions and do not separate emotions from objective and rational judg-
ment. People in Holland and in Sweden tend not to express emotions, and 
they generally consider that emotions are incompatible with the objectivity 
and rationality. Collectivism and power distance gives effect to express emo-
tions to Japanese. For example, within a group to express joy is accepted but 
to express negative feelings is not allowed. When there is an order accord-
ing to the titles in the company, it is not exceptional that the company high-
er-ups express some negative feelings like anger to subordinates.
　In many Japan companies, it is not uncommon that a boss yells at subordi-
nates in front of other colleagues. Showing angry feeling to subordinates at 
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work is considered appropriate expression. However, negative feedback in 
the United States generally takes place in private locations like private offic-
es but not in public. Negative feedback in public is interpreted as lacking ob-
jectivity. When negative feelings are expressed to a subordinate in public, 
he/she feels hurt and he/she feels that he/she lost face.

5.　Specific relationship versus Diffuse relationship

　The question of to what extent human relation is concerned is the main is-
sue in this dimension. In case of specific relationship, involvement is limited. 
For example, in case of student-teacher relationship, involvement is only at 
school or at classroom.
　In case of diffuse relationship, it will be natural to be involved with each 
other once acquainted. For example, in case of student-teacher relationship, 
involvement is not limited at school or at classroom. Even after the student 
graduate, the former student may ask an advice to the former teacher con-
cerning love, marriage and some other private matters. Since private issues 
are concerned, it is natural that the relationship will become closer.
　According to Trompennaars and Hampden-Turner, low context culture is 
specific relationship, and high context culture is diffuse relationship.

6.　Achieved status versus Ascribed status

　In this dimension, how to gain status or what affects status is the issue. 
Achieved status is about gaining status through performance. Ascribed sta-
tus is about gaining status through other means, such as seniority, social 
class, gender, educational background, etc. It assumes status is acquired by 
right rather than daily performance. In a culture where achieved status is 
stronger, achievement is valued to evaluate a person. A leader is selected 
based on his/her achievement. However, in a culture where ascribed status 
is stronger, seniority, educational background and other factors are valued. 
A leader, therefore, is selected by his/her origin, educational background, 
gender, etc.
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7.　Time as sequence versus Time as synchronization

　This dimension is closely related to Kluckhohn and Strodtbeck’s value ori-
entation in time, and Hall’s M-time (monochronic time) and P-time (poly-
chronic time). M-time emphasizes planning and scheduling, and manages 
things one by one. P-time emphasizes preferences, not plan or schedule, and 
place importance to manage multiple things simultaneously. Time as se-
quence sees events as separate items in time, sequence one after another. It 
finds order in a serried array of actions that happen one after the other. On 
the other hand, time as synchronization sees events in parallel. It finds order 
in coordination of multiple efforts.
　In business, the question is which has the priority :  original schedule or a 
smooth working relationship with a flexible schedule.

8.　Internal control versus External control

　This dimension is related to the value orientation of human versus nature 
proposed by Kluckhohn and Strodtbeck. In internal control, the idea is that 
human beings can control environment or should control it. In external con-
trol, however, humans are part of nature so humans should keep harmony 
with it. How much can you control your own destiny is the issue in this di-
mension. “Success or failure in life is caused by you yourself” is the idea in 
internal control. On the other hand, “failure and success in life is out of 
reach of their own destiny” is the idea in external control.
　The idea of internal control in business, external factors such as environ-
ment, market, customers, etc. can be controlled, and a company is consid-
ered to be an extension to reflect the intention of its operators. In the idea of 
external control, the survival of the company depends on how to adjust it to 
the external factors.
　From the other point of view, internal control is about thinking and per-
sonal judgment, ‘in our heads’. It assumes that thinking is the most powerful 
tool and that considered ideas and intuitive approaches are the best way. On 
the other hand, external control is seeking data in the outer world. It as-
sumes that we live in the ‘real world’ and that is where we should look for 
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our information and decisions.

9.　The Reason why Japanese is not good at Negotiation

　Japanese negotiators tend to use their own styles based on their experi-
ence. Negotiation is not regarded as science. Since the other side is also the 
same human being, he/she will certainly understand me when I talk. It is 
necessary for most Japanese to consider negotiation as an activity, which 
should be conducted consciously.
　By filling the other side’s hope, initiative should be obtained and/or pre-
dominance should be recovered. A new proposal deserves change. It is nec-
essary, therefore, to impress that there are merits to the other side by em-
phasizing why it can fulfill his/her needs. By doing this, relations are further 
strengthened.

10.　Tendency of Japanese People

　Flexibility is missing among most Japanese who are negotiating. Japanese 
is used to firmly keep social rules, law, business custom, etc. Japanese hates 
to take risks in doing business. Typical negotiation explores ZOPA (Zone of 
Possible Agreement) by offering extreme positions and compromise is re-
peated. By repeating compromise mutually, recognition, which the negotia-
tion process was equal, is shared, and negotiation is finally materialized. Jap-
anese people think in many cases that they are already compromising from 
the beginning. Therefore, Japanese seldom compromise during the negotiat-
ing process.
　Precedent is important in a Japanese society. Therefore, there is a tenden-
cy to repeat the first proposal when it gets close to the end. There is a ten-
dency to repeat using the same logic, which the other side had previously 
accepted to compromise. Looking from abroad, it seems that only Japanese 
people are learning unique negotiation style or there is an impression from 
overseas that negotiation study itself does not exist in Japan. By experienc-
ing the simulation of negotiation at western business schools, students there 
learn game theory. They understand that effectiveness can be maximized by 
cooperation of both sides. There are, however, many students who try to 
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forestall a partner and to achieve the greatest effect.
　There is a big difference especially between western culture and Japanese 
culture, which tries to maintain peace, “WA.” A person, who wants to reach 
an agreement early by compromising to the other side, is not advantageous. 
In many cases, Japanese who values peace is already at the compromise 
mode from the beginning. It is effective to mutually agree and to decide at 
the beginning when to terminate negotiation. Both will be troubled when the 
deadline comes, so both sides will try hard to reach an agreement, when it is 
possible. Japanese people are not good at playing zero-sum game because 
Japanese people tend to place emphasis on on-going, long-term, and cooper-
ative relations.
　Japanese people are good at creating a “plus sum” environment. This is to 
expand the whole pie in cooperation with a partner. To enlarge a mutual 
profit matches the soul which believes peace, WA, as important. Peace or 
WA can be achieved by discussing the priority to fulfill mutual needs. Japa-
nese people place importance on WA and tacit comprehension. There is a 
strong tendency to try to find a common ground and to agree based on con-
cession. Consciously or unconsciously Japanese people tend to seek for win-
win negotiation. Japanese people tend to give priority to build or maintain 
long-term human relations over winning an impending match.

11.　Problems of Small and Medium-sized Businesses

　Small and Medium-sized companies were mainly contractors and collabo-
rators of major companies. They placed importance on long stable business 
relations with major companies. They had strong and firm relations with sev-
eral major companies. Their main business was to take orders from major 
companies, so they could concentrate on production or craftsmanship. Small 
and medium-sized businesses totally relied on large trading companies be-
cause trading companies had imported goods from overseas on behalf of 
small and medium-sized businesses. Small and medium-sized businesses did 
not have to carry out direct trade with foreign companies.
　By the acceleration of globalization, however, business connections with 
previous main customers have been collapsing. Small and medium-sized en-
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terprises themselves have to directly establish overseas base and/or directly 
do business overseas in order to cultivate markets. They were unfamiliar to 
do business overseas, but because of the rapid change of the business envi-
ronment throughout the world, they have to be involved in international 
business themselves.

12.　High Context versus Low Context

　There is a variety of possible interpretations on “context” depending on 
backgrounds. When context, situation, background, or perceptional frame-
work is shared, in general, high context will be materialized. High context 
and low context exist even in the same organization, company, country, or 
race. Therefore, a statement that Japanese culture is high context and Amer-
ican culture is low context does not apply every time.
　Definition of high context environment is as follows :  When the degree of 
shared context is high, the intention of each other can be mutually under-
stood and communication between each other is smooth without any prob-
lem. It is not necessary to make a serious effort to tell and/or understand a 
message at high context environment.
　Definition of low context environment goes as follows :  When the degree 
of shared context is low, communication via language become very active. In 
order to avoid conflict, expressions by language usually become rich and/or 
long. It is necessary to aggressively perform logical thinking, argument, per-
suasion, and negotiation in a low context environment by paying more atten-
tion on modes of expression, and methods of explanation. A belief, such as 
“we can understand each other easily because we are Japanese or because 
we are Asians,” is a superstition.
　Japanese language is often said that it is ambiguous. In many cases, how-
ever, Japanese language is often used vaguely and many Japanese are so 
used to its indirect and unclear use in their daily lives. English language, on 
the other hand, is said to be a straight language. In many cases, however, 
straight expressions are used.
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13.　Collectivism versus Individualism

　In a Japanese society people place more value on collective profits than in-
dividual profits. Profits of group have priority over individual profits. In Ja-
pan there is a fear to be separated from a group. Within the group, order of 
group principle and order to watch each other within a group is formed. Ac-
tion, which is adapted within a group, should be taken by all the group mem-
bers. A system to make people cooperate within a group is formed. Peace, 
WA, is respected in cooperation with others. In Japan, culture absorbs or em-
beds people’s individual preferences. Japanese group principle :  This is in-
corporated in the system of Japanese society rather than in the heart of Japa-
nese people.
　There is a tendency to avoid unfavorable criticism in Japanese society. 
People worry the eyes of others, dislike confrontation with others, and cares 
about others’ evaluation. Self-assertion is weak and there is a tendency to 
avoid taking risks. Action within a system is not consistent with people’s 
preferential individual behavior. This is the cause of the strong avoidance to 
take risks.
　It is necessary to actively introduce a system to contact or to establish ex-
change programs with educational institutions overseas. Training people to 
be willing to experience anything and to have full of positive challenging 
mind is urgent. Opportunities to contact foreigners have to be increased. Ac-
cording to the Interim report of the meeting of global personnel training pro-
motion (June 2012) by Keidanren, outbound is defined as follows :  (1) More 
contact with foreign students studying in Japan ;  (2) Promote Japanese to 
participate in volunteer activities overseas ;  and (3) Promote vocational 
training for Japanese to become globally talented. Inbound is defined as 
Preferential treatment of the immigration control system to foreigners who 
have outstanding work experience and track record.
　It is necessary to improve the inner intention of Japanese business person-
nel who are unwilling to work overseas, increase the number of people to 
study overseas, and improve the proficiency level of English among Japa-
nese.
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14.　Uncertainty Avoidance

　Japanese people, both young and old, tend to dislike taking a risk. When 
social risk can be avoided, Japanese people take individual preferential ac-
tion. When social risk is unavoidable, Japanese people place importance on 
group principle which is incorporated in the Japanese society as a system, 
and try to avoid uncertainty.
　Generally, people trust others more in individualistic culture. However, in 
culture of collectivism, people trust their group member but do not trust 
people who are not their group member. This is why Japanese people and or-
ganizations generally prefer transaction cost, and try to avoid to take oppor-
tunity cost.
　The characteristics of transaction cost are as follows :  (1) Business is con-
ducted only with specific people who is trustworthy ;  (2) Deal only with spe-
cific manufacturers ;  (3) Deal only with limited people or companies ;  and 
(4) Risk is low, but the opportunity is limited. Opportunity cost can be char-
acterized as follows :  (1) Deal with anybody and/or company ;  (2) Many 
and unspecified persons and companies can enter into business ;  and (3) 
Risk is high, but the opportunity is rich.
　Because of the influence of globalization, to value opportunity cost has 
been getting more popular since transaction cost is a lot more expensive 
than opportunity cost. New characteristics of Japanese people and society 
should be explored in order to further improve the communication skills of 
Japanese people at international settings. Without paying attention from a 
global perspective, Japan cannot survive successfully in a global society. 
Higher educational institutes should be responsible in training the students 
to open-up their minds and to give a lot more practical opportunities to have 
experience overseas, to further understand foreign culture, and to promote 
Japanese culture to the people in the world.
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