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Abstract

 Regional organizations are intermediate organization layers between the corporate headquarters
and country subsidiaries in multinational companies (MNC). The objective of this study is to find
out how sub-regional organization structures evolve in a multinational company and what are the
related implications.
  This research is a retrospective qualitative case study of a large multinational corporation. The
empirical part of the research is based on qualitative approach. The data collection method is
semi-structured open-ended interviews for the managers and senior level employees of the case
company’s subsidiary located in Finland.
  The results of this case study show that sub-regional MNC organization structures are dynamic in
their nature. Sub-regions and their geographic scopes are redefined frequently due to initiated
changes at higher organization levels in the company. Similarly, the sub-RHQ mandates are
gained and lost in dynamic manner. The results also argue that the geographical scope of
sub-regions and their RHQ is increasing.
   The changes of the sub-regional MNC structures have multifaceted implications. The identified
implications include internal debates of varying local business situations, increased product
portfolio and price harmonization, new regionally dispersed organizational roles, regionalization
of sales management, employee reductions and critical employee and customer perceptions. The
results also claim that the regionalization in associated with increased global integration and
decreased local responsiveness on the Global Integration-Local Responsiveness (I-R) framework.

Keywords multinational company, regional structure, regional management, regional headquar-
ters, sub-region, case study
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Tiivistelmä

Monikansallisten yhtiöiden alueorganisaatiot ovat pääkonttorin ja tytäryhtiöiden välissä
toimivia organisaatioita, jotka koostuvat maantieteellisesti määritellyistä vastuualueista.
Tutkimuksen tavoitteena on tutkia miten monikansallisen yhtiön alimman tason
alueorganisaatioiden rakenteet muuttuvat ja mitä implikaatioita muutoksiin liittyy.
   Tämä pitkittäistutkimus tutkii yhden merkittävän monikansallisen yhtiön aluerakenteiden
muutoksia. Tutkimusmetodi on kirjallisuuteen ja haastatteluihin perustuva laadullinen
tapaustutkimus.
   Tutkimus osoittaa, että monikansallisen yhtiön alueorganisaatiot ovat jatkuvassa muutoksessa.
Alueorganisaatioiden elinikä ja maantieteellisten vastuualueiden koko vaihtelevat merkittävästi.
Lisäksi alueorganisaatioihin kuuluvien aluepääkonttorien mandaattien kesto vaihtelee
merkittävästi. Pääsyynä aluerakenteiden muutoksiin ovat yhtiön ylemmillä organisaatiotasoilla
alkaneet muutokset, jotka ovat johtaneet muutoksiin myös alemmilla organisaatiotasoilla.
Tutkimuksessa havaittiin, että alueorganisaatioiden ja niiden aluepääkonttoreiden
maantieteellisten vastuualueiden koko on kasvanut.
  Alueorganisaatioiden rakenteiden muutoksiin liittyy monitahoisia seurauksia. Tutkimuksessa
havaittuja seurauksia ovat organisaation sisäiset väittelyt vaihtelevista liiketoimintatilanteista,
tuote- ja palveluportfolion harmonisointi, uudet organisaatioroolit alueorganisaatiossa,
myyntijohdon tehtävien siirtyminen tytäryhtiöistä alueorganisaatioon, henkilöstövähennykset
sekä kriittiset näkemykset muutoksia kohtaan henkilöstön ja asiakkaiden keskuudessa.
   Tutkimustulokset esittävät myös, että alueorganisaatioiden muutokset ovat yhteydessä yrityksen
toimintojen globaalin integroinnin kasvuun ja paikallisen sopeutumisen laskuun I-R
(Global Integration-Local Responsiveness) viitekehyksellä tarkasteltuna.

Avainsanat monikansallinen yritys, alueorganisaatio, alueorganisaation johtaminen, aluepää-
konttori, tapaustutkimus
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1 INTRODUCTION
1.1 Background
Regional strategies and regional management of multinational corporations (MNCs) are
gaining more attention in the recent international business (IB) research (Ambos &
Schlegelmilch, 2010; Ghemawat, 2005; Rugman & Verbeke, 2004; Piekkari et al., 2010;
Kähäri, 2014; Saittakari, 2018). The significance of MNC regions has increased due to
changing forms of foreign direct investment (FDI) and world trade (Gilbert & Heinecke,
2014). International trade is mostly done with geographically close neighbour countries and
within the triad regions of North America, Europe and Asia (Rugman, 2005). In addition,
the role of corporate headquarters (CHQ) is changing as CHQ activities are increasingly
disaggregated and dispersed in MNCs. MNCs have established regional headquarters and
similar setups to manage dispersed MNC operations (Alfoldi et al., 2017). Although many
authors claim that business managers should focus more on regional than global or national
level, and regional strategies have a growing role in MNCs, theoretical work in this domain
is weak (Banalieva & Dhanaraj, 2013; Rugman et al., 2011).

Therefore, describing and understanding the regional management phenomenon better by
focusing and researching the regional dimension of MNCs, is a valid purpose. This research
studies how regional MNC organization structures evolve over time and what implications
the changes have.

1.2 Research gap
Wide research supports the view of an MNC as a network (Alfoldi, 2012). Although the
MNC network includes corporate headquarters, regions and subsidiaries, the studies of
regional management and regional headquarters (RHQ) is claimed to be limited (Piekkari et
al., 2010; Kähäri, 2014), and even disconnected from corporate headquarters literature
(Alfoldi, 2012).
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MNCs often establish regional structures and the RHQ to manage many, especially
peripheral, subsidiaries (Piekkari et al., 2010; Yeung et al., 2001). Ambos and Schlegelmilch
(2010) emphasize the importance of RHQ role and their growing number in MNCs.
However, according to Kähäri (2014) the RHQ research mainly focus on the RHQ
management in Europe and Asia Pacific of the triad regions, leaving sub-regions and their
sub-RHQ structures with limited attention. Although Li et al. (2010) and Alfoldi et al. (2012)
studied the roles of sub-RHQ, the sub-regional research domain remains weak.

1.3 Research questions
The purpose of this study is to gain an in-depth understanding of sub-regional MNC
structures. Specifically, the study aims to find how sub-regional organization structures
change over time and what kind of implications the changes have from a peripheral
subsidiary point of view.

The research questions in this study are:

1. How sub-regional organization structures evolve?
2. What are the implications of the evolution of sub-regional structures?

2 MNC STRUCTURES AND REGIONAL MANAGEMENT
[T]he large MNEs as they were organized in 1972, such as Unilever, IBM, Shell, or General
Motors, are indeed no longer with us, although the companies still are. MNEs have survived
and indeed flourished by changing over time in response to shifting internal and external
challenges. How they organize their activities and distribute them geographically has been
repeatedly transformed over the ensuing decades. (Westney, 2019, p. 1)

As the above quotation says, MNCs have been very successful in adapting their strategies
and structures to match with internal and external realities. The studies of the 500 largest
firms in the world show that many companies remain on the list for decades (Rapp &
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O'Keefe, 2019). For example, Toyota, Unilever, Shell, McDonald’s, Coca-Cola, Nike and
Siemens have been in the top 500 firms a year after year. Although some companies have
failed, such as Kodak, and there is likely some survivor bias, generally large MNCs are
capable in transforming and changing their strategies and structures.

2.1 A short history of the MNC organization research
International business (IB) and international management (IM) research have actively
studied MNCs and the ways they have organized international activities since 1960s. The
Harvard Multinational Enterprise Project (HMEP) analysed a high number of Fortune 500
companies in 1960s and Harvard Business Review published an article (Clee & Sachtjen,
1964) concerning organizational architectures for rapidly expanding American MNCs.
Chandler’s (1962) book Strategy and Structure introduced a stage model illustrating
architecture change from a functional structure to a product divisional structure. Chandler
noticed that growth came from foreign markets and diversification. Growth from overseas,
and internationalization in general, is central area in MNC research as it leads to the creation
of subsidiaries (Johnston, 2005). Chandler’s work strongly contributed in building
understanding in the strategy-structure link and CHQ-subsidiary relationship. It has been
applied in many studies since its publication. (Westney, 2019)

The studies of Vernon (1966) and Johanson and Vahlne (1977) raised two important points
in internationalization process of MNCs. First, tasks performed by subsidiaries and second,
the role of knowledge in the internationalization process (Johnston, 2005). Stopford and
Wells (1972) built a model mapping the MNC’s evolution and leading to a product-
geographic area matrix structure. The model strengthened the Chandler’s work by showing
that different MNC strategies affected the structures of the MNCs.

Prahalad and Doz (1987) developed the Global Integration-Local Responsiveness (I-R)
framework. They noted that companies faced two types of pressures in competing in the
global market. The need for local responsiveness, coming from varying local customer
demands and host government requirements. The need for integration is derived from cost
pressures originating from competition, new technology and other changes in external
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environment. The I-R framework was based on the contingency theory (Lawrence & Lorsch,
1967) and in-depth case studies of selected MNCs. Bartlett and Goshal (1989) research
generated a revised I-R framework presenting four MNC level strategies and their link to
organizational structure. The framework described the MNC organizations as international,
multinational, global or transnational. As Johnson (2005, p. 36) states “Bartlett and Ghoshal
finally argued that, for some MNCs, competitive pressures required that they simultaneously
respond to both integration and responsiveness demands.” The I-R framework and overall
IB research in the 1970s and early 1980s, were likely impacted by overall world economic
downturn leading MNCs need to integrate geographically spread operations better (Westney,
2019).

According to Westney (2019), two organizational changes have taken place in the 1990s and
even accelerated in the early 2000s. The first is outsourcing of supply chains and support
activities, and the second is the fragmentation of country subsidiaries. Japanese MNCs built
their supplier networks based on the lean production model. As this was done in parallel
with expanding to foreign markets, Japanese MNCs were the first in establishing
functionally separate subunits instead of country subsidiaries. Western MNCs were soon to
follow this trend and enabled that way a greater global integration in international operations,
and also in mergers and acquisitions (M&A). (Westney, 2019)

2.2 Regional management
Many well-known MNCs, such as Unilever and Nike, operate through a product-function-
geographic area/region matrix organization in their global businesses. The highest level of
the geographical split generally applied, is the “triad” of North America, Europe and Asia.
Burton et al. (2006) describe a typical evolution from independent subsidiaries to regional
management through a case example. An American firm entered to Europe in 1950s by
establishing high degree autonomous country-based organizations. As the European Union
(EU) was established and the market was viewed less fragmented, the company changed to
a region-centered organizational architecture by end of the 20th century. Similar
regionalization has taken place in other geographic areas as well (Yeung et al., 2001;
Williams, 1967; Heenan & Perlmutter, 1979). Ambos and Schlegelmilch (2010) also note
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that certain activities are needed to execute at regional instead of global level. It is also clear
that the business environments between regions differ (Rugman, 2005). Regionalization can
be seen as a strategy in exploiting MNC’s strengths separately for each region (Morrison et
al., 1991). Figure 1 presents an example of MNC regional organization structure (modified
from Alfoldi, 2017). The figure illustrates triads, regions and country clusters in hierarchical
order.

Figure 1: MNC organization structure example
There are many reasons leading to regional structures. Arregle et al. (2009) and Daniels
(1987) argue that the regionalization is an effective way to reduce the complexity of
managing tens or even hundreds of foreign subsidiaries. Dunning (1993) supports
regionalization by claiming that an MNC increases its global reach by decentralizing some
decision-making functions to RHQ. However, RHQ is an additional layer to the MNC
structure and benefits must outweigh the related costs. Regionalization can also be viewed
through internationalization process. According to Ho (1998), regionalization must take
place as firm’s internationalization increases. Ho (1998) also sees that regional hubs are vital
in balancing local subsidiaries autonomy and power with the MNC’s global competitiveness.
From the I-R framework point of view, and seeing an MNC as an interorganizational
network, Ho’s argument is logical, and is also supported by Ambos (2010).
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IB research has referred to the variety of RHQ structures by using many terms and
definitions. However, regional management centres, regional office (RO), local offices,
regional management mandates and RHQs can be distinguished (Enright, 2005a, 2005b;
Piekkari et al., 2010; Alfoldi, 2017). Enright (2005a, 2005b) uses regional management
centre as generic term for all kinds of region oriented administrative units, while RHQ is a
unit with more autonomy. In addition, Enright (2005a, 2005b) views a RO less independent
in decision making than RHQ. According to Alfoldi (2017), regional management mandates
(RMMs) are subsidiaries, which perform headquarters type of activities in addition to their
local subsidiary role. Whereas the RHQ are dedicated for a region instead of a particular
local market.

The roles of RHQ vary greatly. Mahnke et al. (2012) view the RHQ role through
administrative and entrepreneurial charters. The administrative charter includes 1) regional
coordination, 2) exploitation of HQ knowledge and 3) achieving of synergies, roles of the
RHQ. The entrepreneurial charter presents additional roles for the RHQ: 1) exploring new
business opportunities, 2) initiating new ventures and 3) building understanding of the
MNC’s business environment. Lasserre (1996) “scouting” and Perry et al. (1998)
“bridgehead” terms also refer to the RHQ’s role to develop new business. The concept of
achieving of synergies by pooling of resources (Mahnke at al., 2012) is well supported by
other scholars (Daniels, 1986; Schutte, 1997; Perry et al., 1998 and Mori, 2002).

Strategic stimulation by the RHQ (Lasserre, 1996) and viewing the RHQ as strategic
windows (Kriger & Rich, 1987) refer to the RHQ’s role to understand the local business
environment and to communicate consolidated regional views to the CHQ. Transferring
knowledge within the MNC, according to Lunnan and Youzhen (2014), is an important role
of the RHQ as they can be centers of HQ expertise in the region. Ideally, the flow of
information is both upwards and downwards (Kriger & Rich, 1987) through the windows of
influence of the RHQ. Signaling commitment both internally and externally is also seen an
important role of the RHQ. Lasserre (1996) points out that external signaling to local
governments, general public, shareholders and to the financial community in general, are all
vital roles for the RHQ.  Additionally, many authors have applied the I-R framework to
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describe the role of the RHQ between local market and the CHQ (Lehrer & Asakawa, 1999;
Mori, 2002).

Empirical studies have been conducted on regional management of European, Japanese and
North-American MNCs operating in the Asia Pacific (Amann et al., 2014; Enright, 2005b).
The results show that many of the studied MNCs had established RHQ and given a variety
of roles to them. According to Amann et al. (2014), 15 out of 47 French MNCs had
established RHQs. The roles included decisions on investments, financing, business
development, management of subsidiaries, executive human resource management (HRM)
and intra-Asian assignments. According to Enright (2005b), the RHQ roles can be
categorized as coordination, monitoring, reporting and supporting regional activities,
formulation of regional strategy, senior HRM, competitor intelligence, business
development, finance and investments, marketing and IT management.

According to Lehrer & Asakawa (1999, p. 267), “An overriding strategic concern of
contemporary multinational companies (MNCs) is to maintain a high level of flexibility in
their operations.” However, the evolution and dynamism of RHQ has received limited
attention among scholars. Kähäri (2014) has made extensive research on why RHQ exist and
often cease to exist. Additionally, many scholars provide light to the lifecycle of the RHQ
(Lasserre, 1996; Lehrer & Asakawa, 1999; Enright, 2005a, 2005b; Piekkari et al., 2010;
Kähäri & Piekkari, 2015; Alfoldi, 2017). Other IB researchers mainly focus on other areas
of RHQ within MNCs and only touch the lifecycle part of the RHQs.

Lasserre (1996) introduced the life-cycle model of an RHQ. The model describes four stages,
which mirror the RHQs tasks done in different phases of operating in Asia. The stages are
entry, development, consolidation and administration. In the entry stage, MNCs need an
agent to act in the selected market. The RHQ role then includes the stimulation and strategic
coordination roles. When the operations develop further, the development stage changes the
role of the RHQ towards facilitating and integrative role. Next, in the consolidation stage,
the maturity of local subsidiaries under the RHQ’s control has reached the level where the
RHQ has mainly integrative and synergy exploiting role. In the administration role, local
operations are well established and the RHQ is left with limited administrative coordinative
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tasks, such as financial, legal and juridical. Then the RHQ may even cease to exist. Altough
Lasserre’s (1996) life-cycle model is appealing in its simplicity, it has clear weaknesses.
According to Ambos & Schlgelmilch (2010), Lasserre’s study was based on researching
firms having presence only in the Asia-Pacific region while European operations have
different starting point. In Europe, subsidiaries are established first and then later the RHQs.
Yeung et al. (2001) add that the Lasserre’s model has only limited fit to reality due to typical
shortcomings of life-cycle models. In addition, as Kähäri (2014) points out, the Lasserre’s
life-cycle model was based anecdotal evidence and was not empirically tested.

In a study by Lehrer and Asakawa (1999), European operations of 19 American and Japanese
MNCs were researched. Although the strategic importance of the European region was
noticed, it did not translate into significant role of RHQ. Actually, both American and
Japanese MNCs unbundled regional tasks from the RHQ in order to increase flexibility.
American MNCs transferred tasks from the RHQ to subsidiaries and increased regional
coordination through organizational “councils” consisting of subsidiary managers. (Lehrer
& Asakawa, 1999)

Piekkari et al. (2010) conducted a longitudinal single case study of a Finnish MNC by
analyzing regional changes during a 40-years study period. The results include that regional
management can be conceptualized as a system of differentiated centres, and headquarters’
activities are spatially distributed within the system (Piekkari et al., 2010). From the
structural evolution point of view, the study concluded that RHQ may face various changes
due to dynamic nature of the MNC and its business environment. According to Piekkari et
al. (2010), regional centres may disappear when they become inefficient or responsibilities
can be divided between other regional management centres.

Kähäri’s (2014) longitudinal research specifically addressed questions on the dynamism of
RHQ. Firstly, he concluded that RHQ exist because 1) they add value to their parent and
subsidiaries, 2) provide lower agency costs than other options, and 3) because they are
flexible structures (Kähäri, 2014, p. 77). Secondly, he states that they cease to exist, because
1) RHQ stop adding value or lose their parent’s trust, 2) something unexpected happens, and
3) because they can die due to low termination costs (Kähäri, 2014, p. 77). Overall, Kähäri
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(2014) sees the RHQ change sensitivity is driven by triple embeddedness of the RHQ. The
triple embeddedness “refers to the simultaneous internal and external embeddedness of the
RHQ in both its own environment and those environments of its subsidiaries” (Kähäri, 2014,
p. 67). As a result, RHQ mainly lose their mandate “due to a disruptive change in the MNC
or to external developments” (Kähäri, 2014, p. 77).

2.3 Defining regions
Firms need to clarify the meaning of “region” when they are planning regional strategies
(Ghemawat, 2005). General, yet simple, way is to define region as a geographic area, such
as a continent or a country. However, world economy consists of many overlapping
geographic layers and the optimal solution can be found at different levels, from local to
global, in different businesses. Consider, for example, Amann et al. (2014) findings from
analyzing 47 French MNCs. About half the MNCs had subdivided the Asia-Pacific region
into smaller clusters formed by two to five countries. The finding is well aligned with the
view of Ambos and Schlegelmilch (2010, p. 66) and Amann et al. (2014, p. 882), who argue
that the triadic split is not effective anymore.

Another, and ideally additional to defining geographic regions, is to define regions based on
non-geographical dimensions: cultural, administrative, political and economic (Ghemawat,
2015). Applying non-geographical aggregation may lead to geographically contiguous but
dispersed regions. As the markets continuously change, company responses must change
accordingly. Therefore, the definition of “region” may need to change to match with firm’s
strategic decisions. (Ghemawat, 2015)

2.4 Regional strategies
Regional strategy means that the competitive strategy is formulated for the region (Yeung et
al., 2001; Morrison et al., 1991). Rugman (2005) presents a framework named as the regional
strategy matrix. The matrix distinguishes MNC strategies between global, regional and
national. According to Rugman (2005), regional strategy has characteristics of high degree
of regional autonomy, which enables both high regional responsiveness and integration. The
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strategy matrix is seen effective in illustrating a regional environment–strategy–structure
relationship by Gilbert and Heinecke (2014), although they recognize criticism towards the
framework.

Regional strategies, as defined by Ghemawat (2005), listed in relative complexity order from
the simplest to most complex. The home base strategy is the most common in early phase
internationalization strategy when exporting from home market to foreign markets. Firm’s
R&D, and usually manufacturing, are located in the home country. The home base strategy
is still the most common strategy of the Fortune Global 500 companies. In the portfolio
strategy a company establishes a presence to foreign markets they cannot serve from the
home country. In practice, this strategy involves setting up or acquiring foreign operations,
which report to the home base. The hub strategy includes forming regional hubs providing
shared services and resources to many country operations. This strategy is frequently
adopted by companies willing to operate at multiregional level as a hub strategy is in its
simplest form a multiregional version of the home base strategy. The platform strategy seeks
to generate a model to spread fixed costs between regions and achieve better economies of
scale and scope. The best practical examples are found in the automotive industry. The
mandate strategy aims at higher economies of specialization and scale. Companies following
this strategy provide strong mandates to dedicated regions to supply particular products.
(Ghemawat, 2005)

2.5 Success factors of regional strategies
As it has been earlier presented in this study, regional strategies and structures have
increasingly important role for MNCs. However, many MNCs focus mainly on their home
region and have performance challenges in other regions (Rugman, 2005). Gilbert and
Heinecke (2014) analyzed Fortune 500 Global firms and developed a regional success factor
model to describe factors driving to the success of MNCs. The study was longitudinal
including both primary and secondary data on a large sample of successful companies. Their
findings suggest that low degree of regional management autonomy and high-level regional
product/service adaption are drivers for a regionally successful MNC. Gilbert and Heinecke
(2014) consider their own results surprising and also contrary to the mainstream research
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what comes to regional management autonomy. Well grounded hypothesis was to assume
that high degree of regional autonomy would have supported MNC’s regional success, while
the results showed the opposite. The reason may be that high regional management
autonomy can lead to inefficiencies to trade (Gilbert & Heinecke, 2014). The results showing
that high level of regional product/service adaption has positive impact on success, is
supporting the general view of other research. The specific requirements of regional
customers and stakeholders have to be taken into consideration in MNCs. (Gilbert &
Heinecke, 2014)

2.6 Power and influence in MNCs
Since the research by Ghoshal and Bartlett (1990), MNCs are widely seen as an
interorganizational networks. However, MNCs are very large organizations having a wide
spectrum of different organizational units in terms of resources, centrality and decision-
making authority, for example. Therefore, I claim that it is vital to share light on the theory
of low power MNC actors, such as subsidiaries and especially subsidiaries in peripheral
locations.

Bouquet and Birkinshaw (2008) point out that the interorganizational network theory is
originated from social network theory and it also applies learnings from organizational
theory. The key element in this perspective is that a subsidiary is seen “as a semiautonomous
actor with its own distinctive environment and resources, capable of making its own strategic
choices within certain constraints” (Bouquet & Birkinshaw, 2008, p. 478). Therefore,
although subsidiaries are dependent in their higher level parent company structures, the
subsidiaries also have sources of influence and power by themselves. (Bouquet &
Birkinshaw, 2008)

As a result of their extensive study of IB literature concerning low-power actors, such as
subsidiaries, Bouquet and Birkinshaw (2008) contributed a framework describing what
strategies low-power actors can apply in increasing relative power and influence. The
framework includes both strategic objectives and means how to achieve the objectives. The
objectives are described in three categories and means in two categories. The first category
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of objectives is achieving legitimacy. It is derived from institutional theory, which can be
simplified to say that low-power actors should “take actions that increase their legitimacy
with parties important to their existence and mode of functioning” (Bouquet & Birkinshaw,
2008, p. 480). The second objective is controlling resources. As all organizations require
resources, such as money, technology and people to function properly, ways to control
critical resources needed by the parties that low-power actors seek to influence, is a desirable
objective. The third objective is gaining centrality. This objective is based on the networks
of relationships between social actors. As described above, the power is related to controlling
of resources, but the value of resources is made tangible through centrality in strategic
networks. These three objectives can be targeted with two categories of means presented in
table 1 (Bouquet & Birkinshaw, 2008).

Table 1: Means of influence in the MNCs
Challenging the status quo Entering political games
Initiative taking
Profile building
Breaking rules

Deference
Cooptation
Representation
Coalition building
Feedback seeking
Coopetition

These two broad categories challenging the status quo and entering political games
identified by Bouquet and Birkinshaw (2008), list the means to influence the decisions of
MNCs. The point here is not to go deeply into the means, but more to emphasize that there
are feasible ways to develop subsidiary’s position within the MNC organization. However,
it requires proactive initiative taking and continuous efforts in seeking and keeping the
desired level of power and influence. (Bouquet & Birkinshaw, 2008)
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2.7 Conceptual framework
After the literature review on the MNC regional management, I continue planning the
research process further by returning to the research questions how sub-regional
organization structures evolve and what are the implications of the evolution of sub-regional
structures? In order to answer to the main research questions, I constructed a conceptual
framework presented in figure 2.

The framework presents the geographical dimension of an MNC and its continuous pressure
for global integration and local responsiveness actualizing in a subsidiary. In the European
triad context, a region is defined in this study as a geographic group of countries, such as
West-Europe and East-Europe. Sub-region refers to an organizational setup within a region,
and its structure includes subsidiaries, i.e. local country units, operating in host countries.
Typical North-European sub-regional examples are the Nordic region and the Baltic region.
I examine the structural changes of sub-regional organizations and their implications from a
peripheral subsidiary point of view. Additionally, I study how the pressure for global
integration and local responsiveness emerges at subsidiary level.

Figure 2: The conceptual framework of the study
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3 METHODOLOGY
This chapter describes the research methodology applied in this study. The first section
discusses the case study methodology and reasons applying it. The next sections introduce
the case company, chosen data collection method and data analysis methods. The last section
includes discussion on reliability and validity of the study.

3.1 Research design
The regional management of MNCs can be categorized as an MNC specific phenomenon,
which requires further explaining and understanding. As this research aims to investigate
regional structures, and the earlier research suggest that MNC structures are dynamic in their
nature (Kähäri, 2014; Piekkari et al., 2010), I want to study one real-life organization in-
depth and retrospectively. This approach is well aligned with Roth and Kostova (2003) view
on how the MNC research is conducted in the substantial number of MNC-related
international journals and organizational studies. In addition, in my opinition limited prior
research calls for an exploratory research approach. Therefore, the selected research method
is an intensive case study. The case study method is one of the most impactful research
methods and is widely used in business management studies (e.g., Gibbert & Ruigrok, 2010;
Roth & Kostova, 2003).

The case study approach is well supported by Kovalainen and Eriksson (2008, p. 120).) when
aiming “to understand and conclude what happened and why”. Farquhar (2012) adds that
the case study method is able to study a phenomenon in context, and therefore it is able to
provide insight how the phenomenon occurs in a certain situation. To support the selection
of intensive case method instead of extensive method, I strongly believe that this case indeed
is a good story worth telling (Dyer & Wilkins, 1991). In this research, the goal is to study
one company in detail and not specifically to test a theory. Although there are critics towards
case studies (Flyvbjeg, 2011), the intensive case study is generally seen as an academically
sound research method (Kovalainen & Eriksson, 2008).
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I conducted a longitudinal single case study of an American MNC operating in Finland. The
case company has a long and successful history in a great variety of businesses, and it
provides a truly fascinating opportunity to explore regional organization in real life
contemporary context. I specifically target to learn what structural changes took place in the
regional organization, why and what were the implications from the Finnish sub-regional
subsidiary point of view. If the approach is successful, the research results an academically
and managerially interesting story.

3.2 Case company introduction
The case company, referred in this research as “the company”, is a well-established and
diversified American Fortune 500 multinational firm. It has extensive global operations in
all continents, and it has businesses in consumer, business to business and government
sectors. Sales are generated from a very large number of physical products. More than 50 %
of sales are generated outside the U.S. Turnover was tens of billions of US$ and headcount
close to 100 000 in year 2018. The formal organization structure is a geographic region -
product division matrix supported by staff and central functions. The main focus of this study
is to research the company’s regional organization structures from a Finnish subsidiary point
of view. The company and the Finnish subsidiary provide an excellent opportunity for
regional analysis as they have faced a flow of structural changes.

3.3 Data collection method
When companies plan and implement organization wide structural changes, they make
external communication only when they see benefits coming from the communication, or
there are mandatory regulatory requirements. If the changes are only concerning a certain
region or only a sub-region, there is hardly any external communication. Therefore, I claim
that readily available company specific primary data about regional structures from the
Finnish perspective, is non-existing or greatly limited at minimum.

As the needed data in this research is practically only available from the company
representatives, direct interaction with company representatives is necessary. I chose to use
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interviews as the main data source, and I rely on Yin’s (2009) view on interviews being one
of the most important data sources in case studies. Interviewing is a feasible method to gather
highly contextual, special kind of information and both in accurate and honest manner
(Daniels & Cannice, 2004). Researcher asks participant(s) question(s) and records received
answers. Additionally, I seek for further data in the form of documents to strengthen my data
gathering. Actually, the validity of a case study should be enhanced with data triangulation
by gathering data from multiple sources (Dubois & Gibbert, 2010).

Typically, interviews are categorized as structured, semi-structured and unstructured
interviews (Saunders at al., 2009, p. 312). Structured interviews are the most formal type of
interviewing as they apply predetermined questions. The interview questions are presented
in the same manner to all respondents in order to collect data and minimize possible biases
(Saunders et al., 2009). Semi-structured interviews have predetermined questions, which
focus on the researched key themes and ideas. Interviews are conversational in their nature
and allow the interviewer to venture outside of the predetermined questions (Saunders et al,
2009). Therefore, there is a possibility to gain insight and causal descriptions through semi-
structured interviews (Yin, 2009). Unstructured interviews are conducted without pre-
determined questions by relying on interviewer’s initiative and dialogue with the respondent.
Unstructured interviews enable in-depth exploration of the researched topics, but they
require expertise as they are difficult to conduct successfully (Saunders et al, 2009). I decided
to apply a semi-structured interview methodology in this research. The versatility of semi-
structured interviews also provides an opportunity to utilize author’s prior knowledge about
the phenomenon and construct an insightful interview questionnaire (Saunders et al, 2009).

There are limitations in using interviews. According to Yin (2009, p. 102), bias may come
from articulating questions, responding to questions, recalling and reflexivity. In this
research, the author is making the needed arrangements for the interviews and he also
conducts the actual interviews. I subjectively consider myself familiar with the researched
MNC phenomena and I can likely establish good rapport with the interviewees. Therefore,
the key issues are likely coming from recalling and reflexivity. Possible solutions provided
by Yin (2009) include probing and checking the sequence of events. Naturally, the questions
need to be carefully constructed and leading must be avoided.
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3.3.1 Preparation of data collection
The earlier research and the research questions of this study provide the basis for deciding
on the key topics for the interviews. The key interview topics are:

1. Description and characteristics of the previous and current regional organization
structures in the company from the Finnish subsidiary point of view

2. Implications of the regional organization structures in the company from the
Finnish subsidiary point of view

In order to gather relevant interview data for the research purposes, it is vital to get access
to the people who have experience of the topics being studied. Therefore, in order to ensure
professional dialogue with potential respondents, answers to the following questions were
constructed (Creswell 2013, p. 154).

 Why was the company chosen for the study?
 How the interviews are organized?
 How the results will be reported?
 What the participant will gain from the interview?

The brief answers included that the case company’s regional organizations and its frequent
changes provide a significant academic and managerial value when properly researched. The
interviews take about one hour of time and the results are reported in my thesis. The
participant’s gains include a positive feeling from supporting academic research and a
complimentary lunch. In addition, the respondent’s identity and the name of the case
company are anonymized according to general research principles. This is also supported by
Miller et al. (1997, p. 201), who say that company managers should be motivated to
participate in the studies, confidentiality should be ensured, and participation inconvenience
must be minimized.

As there is possible risk of mixing ‘anonymity’ with ‘confidentiality’, I must address this
issue properly (Saunders et al., 2015). In the interview context of qualitative research,
anonymity is one form of confidentiality by keeping respondents’ identities hidden, whereas
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confidentiality also keeps private what the participants said (Saunders et al., 2015). In this
research, I know the participants’ identities, and additionally a few senior level employees
of the Aalto University have restricted access to the research material. In this research,
anonymization was completed in one step by anonymizing all gathered data before thesis
publication. However, this research is like the most of research, and I must admit that full
anonymity cannot be totally secured (Saunders et al., 2015). I understand that challenges to
anonymity may be linked to enormous amounts of data available in multiple digital services
on the world wide web (Saunders et al., 2015).

According to purposeful sampling strategy, the decisions are needed on whom to select as
participants, the type of sampling strategy and the size of the sample (Saunders et al., 2015).
My personal connections to the chosen case company provided a good base for the sampling
of the participants. After careful evaluation of the common sampling strategies (Saunders et
al., 2015), I see the most applicable strategy is the combination of two strategies. By
selecting both a criterion and a convenience strategy, I believe to achieve high quality data
in short time. I set a criterion that each participant must have personal experience on
minimum of three different regional organizations, and they must have senior or managerial
level position in the case company. In this case, the convenience strategy means approaching
the most easily accessed potential participants. However, the set criterion to the participants
should have assured high quality data.

3.3.2 Construction of interview questionnaire
In order to ensure high quality of research interviews, I applied the key learnings from the
interview protocol refinement (IPR) framework developed by Castillo-Montoya (2016). The
IPR framework is a four-step process applied in interview research. According to Castillo-
Montoya (2016), the IPR ensures “interview questions align with the study’s research
questions, organizing an interview protocol to create an inquiry-based conversation, having
the protocol reviewed by others, and piloting it” (p. 811). As the framework is the most
applicable in structured or semi-structured interviews, it has a great fit to this study. The
interview protocol framework’s four phases are the following (Castillo-Montoya 2016,
p. 812):
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Phase 1: Ensuring interview questions align with research questions
Phase 2: Constructing an inquiry-based conversation
Phase 3: Receiving feedback on interview protocol(s)
Phase 4: Piloting the interview protocol

Following the phase 1 of the IPR framework, I needed to align interview questions and the
research questions. According to Castillo-Montoya (2016) people may have complex
personal experiences that can be multifaceted and therefore complex to describe and
internalize. Researcher’s role is to help participants tell their stories while staying aligned
with the research objectives (Castillo-Montoya, 2016). As recommended, I sought the
alignment by creating a matrix mapping interview questions onto the research questions
(Castillo-Montoya, 2016). The research questions and the interview topics introduced in the
section 3.3.1 were used as a foundation in designing the interview questions.

When I started to plan this study, I had initial analytic insights. The insights were derived
from my career working with MNCs where I personally experienced a high number of
different organization structures, their changes and related implications. Specifically, my
interests were in the field of regional organizations operating in Finland and their local
implications to local organization and business operations. Therefore, the interview
questions reflected those interests and highlight my prior knowledge of the company specific
organizational events and the terms and definitions widely used in the company. The
interview questions were structured in a chronological order of organizational events
according to my best knowledge.

The phase 2 supports constructing an inquiry-based conversation through the IPR framework
(Castillo-Montoya, 2016). According to the framework, the interview questions should be
different from the research questions, social rules of ordinary conversation are applied in
interviews, a variety of questions are used and there is a script supporting follow-up and
prompt questions. Basically, participants should be asked questions, which they can answer
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and only one question at a time. Interviewer should also try not to interrupt participants,
transition smoothly from one topic to another and indicate mutual understanding through
gestures, such as nodding. Conversational atmosphere can be achieved by including
introductory questions, transition questions, key questions and closing questions. The
introductory questions are usually neutral evoking general information, and the transition
questions link introductory questions to the key questions. The key questions are most
related to the research questions and overall goals of the research while the closing questions
are easy to answer and close the discussed topic or interview. Additionally, a researcher can
prepare an interview script as part of the IPR framework. The script refers to written text,
which is used in the actual interview. The script works as the interviewer’s support tool to
ensure relaxed conversational style and the script guides discussion to predetermined
direction. For example, the script may remind the interviewer to say a pre-planned phrase in
order to transition from one section to another. (Castillo-Montoya, 2016)

In the phase 3, the researcher seeks feedback for the interview protocol developed in the
phases 1 and 2. I applied a checklist for interview protocols developed by Castillo-Montoya
(2016, p. 825). After two iterative feedback loops, the questionnaire was also close read by
one senior academic from the university faculty. After phases 1-3, I have developed an
interview protocol, which is aligned with the research questions and planned interviews are
conversational in nature. In the phase 4, Castillo-Montoya (2016) suggest piloting the
interview protocol with applicable respondents. The idea of piloting is to simulate the
interview in as real conditions as possible. Castillo-Montoya (2016) points out that
sometimes there is no possibility to engage in a piloting phase, and then the phase 3 becomes
even more critical. In this study, I strongly believe my own experience in conducting face-
to-face dialogues, sound interview preparation and solid understanding of the interview
topics, support starting actual interviews without time consuming piloting phase. However,
the interview protocol in whole and especially the interview questions are improved based
on the potential feedback from the real interviews. (Castillo-Montoya, 2016)

Table 2 illustrates how the interview questions were aligned with the research questions. The
timespan of the investigated period is rather long being close to 30 years. It meant challenges
in finding people who were working in the company at the time as they have retired already
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and therefore are not easily accessed. However, it was highly interesting to learn from as
many multiple regional organizations as possible, and therefore the questionnaire included
questions about all organizational forms I am aware of. Some of the interview questions
were added during interviewing period. The added questions are clearly marked in the full
interview questionnaire presented in appendix A.

Table 2: Interview protocol matrix
Analyzed organization Interviewquestion # Research Question 1:How sub-regionalorganizations evolve?

Description of theorganization and its wayof operating

Research Question 2:What are theimplications of theevolution of sub-regional structures?
Effects onorganization(s),customers, employees

Respondent information 1-4A (Country organization) 5-7 X8-9 XB (Nordic 1) 10-12 X13-14 XC (WEMS) 15, 17 X16, 18, 19 XD (Baltics) 20, 21, 23, 25,31 X
22, 24, 26, 27,28, 29, 30 X

E (Nordic 2) 32, 40 X33, 34-39, 41 XF (North-Europe) 42, 44, 49 X43, 45, 46, 47,48, 50 X
Future of the subsidiary & regionand future trends 51-52 X X

3.3.3 Conducting interviews
Selected interview participants were initially contacted by phone. After the research project
was briefly introduced, an interview meeting time was agreed in the same phone discussion.
The meeting location was Aalto University in all but one interview, which was completed
by phone. The actual interview meetings were started with a short small-talk discussion and
then the format of the interview was explained, and a time estimation was indicated. The
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interviews started after receiving approval for recording the interview. The respondents were
able to see the interview questions from a computer screen in all interviews. All the
interviews were similar type of conversational discussions and were conducted in Finnish
language. Average duration was about one hour. As the location was a meeting room at the
Aalto University, all interviews went without any distractions. In addition to the interview
protocol framework developed in the section 3.3.2, McNamara’s (2009) interview
preparation principles were applied as a checklist. The total of six (6) interviews were
conducted to collect primary data. The interviews took place in the second half of 2019 and
January 2020. Table 3 presents the actual interview schedule and respondents background
information. It is worth noting the long tenure, between 16-29 years, in the case company.
In addition, five of the six respondents had management job grades. Their job titles were, for
example, sales & marketing manager and business development manager. Typically,
management job grade employees have access to many information sources through internal
reporting systems and personal participation in management and project teams, and the case
company makes no exception.

Table 3: Interview schedule and respondents background information
#
interview

Interview
date

Organizational
job grade
level

Respondent
tenure years
in the case
company

Interview
transcribing
date

Interview
length in
minutes

Transcript
length in
A4 pages,
spacing 1

1 15 Aug, 2019 Manager 21 28 Aug, 2019 67 19
2 5 Sep, 2019 Senior 16 7 Sep, 2019 29 12
3 10 Sep, 2019 Manager 24 16 Sep, 2019 79 19
4 6 Nov, 2019 Manager 19 12 Nov, 2019 64 12
5 3 Jan, 2020 Manager 29 19 Jan, 2020 89 32
6 8 Jan, 2020 Manager 19 19 Jan, 2020 59 15
Total 6 Average 21,3

years
Total 378
min

Total 109
pages
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3.4 Data analysis
The primary data collected from the interview respondents mostly included retrospective
data, but also some real-time and future oriented data. The recorded interviews were
transcribed on the next few days after each interview. Additional publicly available material
was searched by using the company name and company specific terms from the Internet and
electronic libraries. I was fully aware that the case company is a well-known MNC and it is
widely illustrated in common marketing and strategy books. However, quite surprisingly I
found two journal articles (cited in this research as Anonymous, 1996a, 1996b) concerning
one specific European level organizational change, which happened in the case company
within the time scope of this study. Another corporate level case study has been introduced
by Hill et al. (2017) in their book Strategic Management: An Integrated Approach. However,
it has only limited value, because it is too distant from the local Finnish sub-regional
perspective. At the same time of finding the articles, it became apparent that accessible senior
employees working in the Finnish subsidiary at that time, almost 30 years ago, had retired.
At this point I made decision to utilize the available peer reviewed Journal research as much
as applicable by using it together with the interview data.

As my analytic approach was to explore a variety of regional organizations and their
implications in the case company, I triangulated mainly across interview respondents. This
was possible by completing one interview process, from agreeing an interview to a fully
transcribed document, at a time. This approach also provided an opportunity to evaluate how
many interviews are needed to be sure that enough data has been gathered and saturation is
reached. Saturation in qualitative research refers to a point when further data collection
and/or analysis are unnecessary (Saunders et al., 2018). In my interviews the saturation was
reached in the fourth interview. However, I wanted to validate the saturation by conducting
additional two interviews.

I followed both Cresswell’s (2013) and Braun and Clarke (2006) recommendations for data
analysis and representation in qualitative studies. According to Cresswell (2013), qualitative
research data analysis is learning by doing, and he visualizes this process in a data analysis
spiral. The data analysis spiral contains four distinct steps after data collection (Cresswell,
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2013, p. 183). Data management is the first loop in the spiral. Our approach was to store all
data files to Microsoft Office 365 cloud service. Interview recordings were in AAC
(advanced audio coding) format, interview questions in Microsoft Excel, transcribed files in
Microsoft Word and all other supporting files in Microsoft Word and PowerPoint formats.
Reading and memoing step follows the organization of the data. It simply includes getting a
sense of the data by reading the transcripts and writing supporting notes. After that the next
spiral directs to describing, classifying and interpreting the data. This step was rather
straightforward as the interview questions already were reflecting retrospective
organizational events and their implications. However, as people use different ways to
express their individual experiences and thinking, it took considerable amount of time and
effort to construct a case narrative and build relevant themes. The last step of the spiral
represents the data in picture by using narrative, tables and figures.

The applying of the data analysis spiral described above, generated a good sense of the
gathered data. I developed a case narrative by organizing the data into chronological order
and then categorizing the data into concise and relevant time bound phases. I concluded that
five distinct phases provide a detailed enough description how I perceived the data.
Additionally, I wanted to analyze if we could identify patterns or themes in the data.
According to Cresswell (2013), themes in qualitative research are “broad unit of information
that consist of several codes aggregated to form a common idea” (p. 186). However, as
Cresswell (2013) provides only limited information on the process of identifying patterns or
themes, I additionally applied thematic analysis as described by Braun and Clarke (2006).
The idea of the thematic analysis is to find interesting themes in the data. Braun and Clarke
(2006) argue that themes can be identified in two different ways. An inductive way is driven
by the data by letting the data tell its story. A theoretical thematic analysis is driven by the
research questions and the researcher’s own focus. My analysis was driven by the research
questions and my own insights, which were taken into consideration when formulating the
interview questions. This defines my approach as theoretical thematic analysis.

According to Braun and Clarke (2006, p. 87), thematic analysis is a six-step process, where
some phases are close to phases in other qualitative research methods. Braun and Clarke
(2006) emphasize that although they outline the six steps of analysis, its successful
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application requires flexibility and iterative approach. Thematic analysis process is outlined
below (Braun & Clarke, 2006, p. 87).

1. Familiarizing yourself with your data
2. Generating initial codes
3. Searching for themes
4. Reviewing themes
5. Defining & naming themes
6. Producing the report

I followed thematic analysis process by generating initial codes based on the data. The coded
data included only those sections, which were seen relevant and interesting from the research
questions point of view. I did the coding manually by writing notes on the text after printing
all transcribed interview texts and placing them on a table at the same time. It helped to
analyze all of them in one session and especially switch between transcribed texts easily.

Braun and Clarke (2006) argue that a theme is something important in relation to the research
questions, and defining themes requires researcher’s judgement. I reflected with the most
common theories in international business before finally defining and naming the themes.
For example, when the interview questions and answers touched local customer
management, I evaluated if there is relevant theory already covering this area and whether
the theory provides widely adopted concepts and definitions. This approach is well supported
by Braun and Clarke (2006). Additionally, I decided to identify themes at semantic level. It
meant focusing on identifying themes within explicit meanings of the data only. I was
methodologically well prepared to identify an extensive array of themes. However, the
identified themes fit easily to the conceptual framework of this study. The identified themes
are presented in the section 4.2 Case analysis. The themes are shown as text headings
between subsections in italic. The section 4.2 also includes many interview data extracts in
order to provide interesting yet convincing story. Thematic analysis process work sketches
are also illustrated in appendix B.
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3.5 Validity and reliability
Although qualitative research is a popular study method among academic researchers, the
number of qualitative studies specifically in international business research remains to be
low (Andersen & Skaates, 2004). In addition, there appears to be a wide array of views
regarding the validity and reliability of qualitative research methods (Creswell, 2013). I
acknowledge many perspectives in validating and addressing reliability in qualitative
research, but I am not going to go deeply into that even controversial discussion. However,
I claim to understand what is needed to increase the validity and reliability of this qualitative
research by describing what validation strategies I have applied and how reliability was
enhanced in this study.

I have close to 20 years of experience in working with multinational companies. My
managerial positions have included both regional and subsidiary organizations in three
global organizations in different fields of businesses. Therefore, I claim to possess an in-
depth general understanding of MNC management both at regional and subsidiary level. My
knowledge of MNC specific structural changes and their implications provided a solid
starting point in planning this research in scientific and professional manner. In addition, I
dedicated considerable time in reading and internalizing peer reviewed journal articles of the
studied and related phenomena. This accumulated personal MNC insight was coupled with
an unusual access to an MNC, which had implemented multiple structural changes over a
long period of time.

Andersen and Skaates (2004) lists three ways to attest process validity in qualitative
research: using many data sources, having multiple information collectors and applying
more than one method. I had many interview respondents from the case company. However,
using multiple type of data sources in this retrospective case study would have required
access to the case company’s internal documents. I concluded that to be difficult to achieve
in practice and likely not to significantly increase the trustworthiness of the study. Using
multiple information collectors would have meant using other interviewers than only me. I
argue that would have generated issues in getting access to the case company and likely
generated challenges in building rapport in conducting the interviews.
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Interviews as the main data source include some limitations (Yin, 2009). I knew all the
respondents well, and informal meeting environment provided the opportunity to develop a
trustworthy rapport. The interview questions were in Finnish language and all the interviews
were also held in Finnish. Finnish is the native language to all but one respondent. Bias was
actively minimized by showing the interview questions in the same order to all respondents.
This was done by presenting the questions on a computer screen as the interview progressed.
As recommended by Daniels and Cannice (2004), I asked probing questions and checked
understanding along the interviews. The questions were semi-structured and it ensured that
identical questions were asked from all participants. Open-ended questions allowed
participants to share their point of view as they desired. When some questions were already
answered earlier in the interview or it was clear that the respondent could not have the
information sought, those question were skipped. The only reason the participants were not
able to answer to some of the questions was that they were not working in the company in
the time of a specific organizational event or period. That is due to very long research period
being close to 30 years.

According to Miller et al. (1997), remembering the past is the main problem in retrospective
studies. That was also the case in this research. However, only the exact times of
organizational events were difficult to memorize by the participants. Therefore, I claim
distortion of the results is insignificant due to triangulation between the respondents. An
additional method could have been providing participants a copy of the transcribed notes
from interview recordings allowing them to check interview accuracy with company’s
internal archived documents. However, I considered that to be limited in value and it was
not done.

Creswell (2013) states that reliability of qualitative research can be addressed in many ways.
Following recommendations from Creswell (2013) and Malhotra and Birks (2007), all the
interviews were recorded with a high-quality digital voice recorder. As transcribing was
completed by me using my native language, the data recording process from voice to text
should be close to error free. According to Cresswell (2013), reliability in qualitative
research “often refers to the stability of responses to multiple coders of data sets” (p. 253). I
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find this point of view relevant in applying the thematic analysis process as described earlier.
In practice, could another coder have generated other codes and defined other themes than
me? I must admit that it might have been possible. However, as Braun and Clarke (2006)
state “there is no hard-and-fast answer to the question of what proportion of your data set
needs to display evidence of the theme for it to be considered a theme” (p. 82). Further, I
intended to be as transparent as possible in application of thematic analysis method. For
example, I have presented an abundant amount of direct quotes from the interviews in order
to support my analysis and findings. Language translation from transcribed Finnish text to
English as the reporting language contains some, but low risk to the reliability of the results.

4 EMPIRICAL FINDINGS
This chapter of the study introduces the findings of the case company research. The first
section presents a high-level case company narrative created from the gathered data. The
narrative has been divided into chronological phases in order to illustrate the most relevant
structural changes by each time period. The second section of this chapter groups and
summarizes themes elevated from the interviews and the key findings according to the
conceptual framework.

4.1 Case narrative
The case company transformed its organizational structure multiple times during the
research period of the last about 30 years. This study identified five distinct phases of
evolution from the Finnish subsidiary point of view. In addition to acting as an autonomous
country organization, the Finnish subsidiary has been a part of four different regional
organizations and its relation to the Baltic region has varied greatly. Figure 3 illustrates how
the geographical structure changed from an autonomous country organization in the phase I
to a large regional structure of ten countries in the phase V. The following text presents the
chronological phases in detail. The collected data applied in describing the phases from I to
II is both from literature (Anonymous, 1996a, 1996b) and the interviews. The phases from
III to V are fully based on the case company employee interviews.
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Figure 3: Structural evolution in the case company
Phase I: Finland as an autonomous country organization

Since the Finnish subsidiary’s establishment in the late 1960s until early 1990s, the
organization was managed by American expatriates assigned by corporate headquarters.
Differentiated products were pushed to local markets by highly capable local sales
organization, which was supported by local support functions. Intensive sales efforts led to
growing revenue and increasing number of employees. Although the Finnish subsidiary
located in the European triad, the European head office in Brussels was only in advisory role
leaving locally acting managing directors fairly much freedom to meet business targets. The
figure 4 presents the phase I and the Finnish subsidiary’s role in Europe and its key attributes.
(Anonymoys, 1996a, 1996b; interviews)
Phase I
 Reporting to European head-office in Brussels
 European head-office only in advisory role
 Entrepreneurial sales efforts: “Simply get out and sell”
 Local subsidiary MD (managing director) and management team
 Local MD led adaptation of product portfolio to

local customer needs
 Local business and support functions & local warehousing

Note: Local = Physically located in Finland

Figure 4: Autonomous country organization
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Very localized way of organizing subsidiary operations led to highly fragmented product
portfolio and challenges especially in the utilization of the product lines manufactured in
Europe. In addition, increasing competition from European and Japanese companies for
European sales led to the evaluation of different options to increase competitiveness. In 1982
the company had added new business unit management positions to its European
management team to increase the integration of product divisions operations in Europe.
However, although the European roles were still in advisory role for country organizations,
they provided stronger connections to the U.S. product divisions. Strengthened product
management and continued push for product integration at European level also provided
opportunities for larger subsidiaries to participate in sales and marketing planning for the
whole European region. (Anonymous, 1996a, 1996b; interviews)

The company faced increased competition through changing customer demand. Large
customers, such as automotive manufacturers and international distributors, expressed their
wishes to centralize purchasing to one location while still demanding service and deliveries
in multiple countries. Additionally, price differences between countries caused friction with
internationally operating customers and among European subsidiaries. (Anonymous, 1996a,
1996b; interviews)

Phase II: Nordic region and adoption of matrix organization

The second phase started by implementing a new organizational structure in Europe in year
1991. Finland was included into a new Nordic subsidiaries region together with Denmark,
Iceland, Norway and Sweden. The new European organization structure had ten sub-regions
and it also formed a new organizational layer providing resources to implement European
product divisions’ (ie. business units’) plans. These new European Business Centers were
established to lead the product divisions. This new organization formed a matrix between
European product organizations and regional subsidiary organizations. (Anonymous, 1996a,
1996b; interviews)

This regional organization, named in this research as Nordic 1, affected the Finnish
subsidiary mainly at director and managing director organization levels. Local sales director
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level positions were changed to new Nordic regional sales director roles or they were re-
positioned to local manager level roles. A new Nordic managing director role to manage the
whole region emerged. However, the local MD role was still kept in Finland and in other
subsidiaries in the region. Local subsidiary sales and marketing manager roles also remained
unchanged. Figure 5 presents the key characteristics of the phase II.

Phase II
 First adoption of regional and matrix organization
 European business & functional centers establishedto implement matrix with regional organizations
 Nordic region MD and sales director roles emerge
 Nordic cross-country responsibilities at director level
 Limited intra-regional collaboration between countries
 Local subsidiary MD and management team
 Local business and support functions & local warehousing

Figure 5: Nordic 1 region

Phase III: Western Europe marketing subsidiaries region

The regional organization implemented in the previous phase II sparked many new issues in
managing diversified business operations in multiple European countries. Although the re-
organization was formally completed in early 1993, the issues seemed to remain further. The
unsatisfactory situation led to planning improvements. A new region structure named as
Western Europe Marketing Subsidiaries (WEMS) was established in 1996. The key idea
behind the new region was to understand the nature of smaller sales and marketing
organizations better and support them effectively in specific ways. The new region consisted
of 16 countries, which were Austria, Belgium, Denmark, Estonia, Finland, Greece, Iceland,
Latvia, Lithuania, Luxemburg, the Netherlands, Norway, Portugal, Spain, Sweden and
Switzerland. The regional structure and its key attributes are presented in the figure 6.
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Phase III
 Geographically widely spread region. The RHQ in Brussels.
 Local MD and management team in subsidiaries
 Warehousing centralized from subsidiaries to central Europe
 Local business and support functions
 Moderate regional integration only in product portfolio andmarketing management
 Finland assumes the Baltic RHQ mandate andbuilds a highly integrated sub-regional operating model for Baltic
 High sales growth in Baltic compensate low sales growth in Finland

Figure 6: Western Europe marketing subsidiaries region

The subsidiaries in the region had dedicated MDs and they reported to the regional MD
located in Brussels. Finnish subsidiary business and support function employees were local
and reported to local managers. Local warehousing was abolished country by country and
centralized to central Europe. Although the WEMS was a region, the collaboration between
countries was limited, and there were no shared regional resources. Subsidiary organizations
operated in a relatively independent mode.

The company’s Finnish subsidiary gained a formal RHQ mandate to manage all Baltic
operations. The Finnish RHQ invested in generating sales growth in the Baltic region by
allocating sales resources and by providing marketing and technical product support.
Initially, the operation mode was export sales from Finland, and market demand was
generated by sales affiliates in Estonia, Latvia and Lithuania. Business and support functions
were highly integrated with the Finnish subsidiary processes.
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Phase IV: Nordic 2 region

The next larger scale structural change in Europe took place by dividing EMEA (Europe,
Middle East and Africa) into two regions in 2008. The new regions were Western Europe
and CEEMEA (Central Eastern Europe, Middle East and Africa). Finland was assigned to
Western Europe region, and Baltic was unbundled from the Finnish operations to Central
Eastern Europe region. The Baltic region got more autonomy in the Eastern Europe
organization, and the type of the legal entities was changed from affiliates to limited liability
companies.
The Nordic region, named in this study as the Nordic 2, started to develop in an evolutionary
way in 2011. Firstly, Finland and Sweden were led by one MD, but countries continued their
local operations in an autonomous mode. Secondly, a Nordic region MD role emerged, and
the country MD roles were eliminated and replaced by less mandated country managers.
Regionalization gained more speed by forming a new regional management team and
through changing director level management roles from local to regional. The organization
change led to workforce reductions, because each country had its own business unit sales
and functional directors, and now director level positions were only at Nordic regional level.
The Swedish subsidiary in Stockholm found its way to act as an informal RHQ for the Nordic
region. Figure 7 illustrates the end-state of the Nordic 2 region.

Phase IV
 Regional Nordic MD and management team led regional operations
 Director level positions only at regional level
 Development focused on increasing regional integration
 Informal Nordic RHQ located in Stockholm Sweden
 Regionally dispersed roles emerged
 Implementation of global ERP-system
 Customer service centralized to Sweden
 Finland lost the Baltic RHQ mandate

Figure 7: Nordic 2 region



38

The Nordic region was among the first deployments of a global enterprise planning system
(ERP) in the company. The new IT-system replaced European and local legacy IT-systems
with the globally integrated system. The global ERP enabled dispersing support level tasks
from subsidiaries to centralized locations across the globe. For example, local customer
service operations were centralized from the Nordic subsidiaries to the Swedish subsidiary
in Stockholm.

The new ERP system also enabled effective product and price harmonization. Until now,
subsidiaries had been able to determine their product portfolio to some extent based on the
local market demand. It had caused a fragmented product portfolio even within regions
where local markets are more alike. The Nordic 2 started to align the product portfolio with
the Western Europe and harmonized its pricing structure. Many products were replaced or
discontinued.

The Nordic 2 regional structure had positive effects by enabling new roles for the region.
The larger organization was able to resource and assign specialized roles for sales, marketing
and business development. For example, company’s internal sales training was practically
non-existing before the Nordic 2 organization.

Phase V: North-Europe region

In the mid 2018 the company announced its plan to change the European organization back
to the EMEA structure. The new European organization consists of 7 regions and Finland
was assigned to a North-Europe region. The new region included the Nordic countries, the
United Kingdom, Ireland and the Baltic region. A new North-Europe regional management
team was formed, and the previous Nordic 2 regional management team was abolished. None
of the former Nordic 2 management team members continued in the North-Europe
management team, and it caused director level employee reductions both in the Nordic and
consequently in the Baltic region. Although never formally communicated, Bracknell UK
assumed the informal RHQ of the North-Europe region. The change to the North-Europe
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organization had many similar elements with the previous transformation to the Nordic 2
organization. Figure 8 illustrates the phase V structure.
Phase V
 A new super region of 10 countries was established
 Informal regional RHQ located in the United-Kingdom
 Baltic region assigned back to the Nordic structure
 The region is under development and has not reached its maturityin the year 2019

Figure 8: North-Europe region

4.2 Case analysis
The longitudinal case study methodology provided insights to the sub-regional structure
changes and related phenomena in the case company. This section presents the findings
according to the focus areas shown in the conceptual framework. In addition, the findings
are grouped into subsections and themes. These themes match with international business
theory, capture important aspects of the data and are in strong relation to the research
questions. Direct block excerpts from the interview transcripts are widely shown in order to
illustrate and support the findings.

4.2.1 Changes in sub-regional structures
This study identified four major organizational structure changes in the case company during
1990-2018. The Finnish subsidiary faced the first attempt to deploy a regional Nordic
organization, the Nordic 1, structure in the phase II in the early 1990s after a long period of
the autonomously operating country organization. One Finnish manager recalled the change:

I think it came, or I try to remember it was likely 1993. About then. […] it was a quitebig change. Suddenly, there were new people from the other three [Nordic] countrieshanging at the office.
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In parallel with defining new regions and implementing regional management practices, the
company also strengthened the role of the European product divisions and formed a matrix
structure between product divisions and regional subsidiary organizations. However, the
Europe-wide regionalization project was massive and skeptical comments were raised in
year 1993:

I am still not completely convinced that this transition is either over or could bedeclared successful yet. There are still many challenges ahead.
As the above comment, made by one senior manager in the company’s international team
indicated, there were challenges ahead indeed (Anonymous, 1996a, p. 35). The first adoption
of the regional organization faced obstacles, and it was abolished five years later. One
manager experienced that the Nordic 1 structure disappeared slowly:

It kind of faded away […] there was no announcement that the Nordic organizationhas been terminated. […] It was sort of evolution […].
The Nordic region was assigned to a new regional structure in the phase III in 1998. The
new region consisted of many small countries and Finland among them. One respondent
described the new WEMS region:

The WEMS-unit [region] was established for smaller countries […] and Nordicbelonged to this WEMS-unit.
One of the reasons for planning and implementing the WEMS regional structure was an
intention to improve the balance between small regions and large subsidiaries in the EMEA
region. The relatively small size of the Nordic region did not allow an own region:

There was a need to balance the voices of big countries, such as Germany, Englandand France. Those countries get their voices through. Nordic was perhaps too small,and there were so many of these [small] regions.
The WEMS region in the phase III operated like a federation of autonomous subsidiaries.
The autonomy of the Finnish subsidiary was described in the following way:

We had pretty much freedom. For example, targets were given to subsidiaries, but thensubsidiaries could freely figure out how to generate the required sales and profitability.
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Another respondent saw that the region had hardly any effect on the sales management in
the Finnish subsidiary:

I don’t recall the WEMS would have played any role really, not at least in my [salesmanager] role.
The company had strengthened regional integration in sales and marketing through product
divisions. However, the matrix of the product divisions and countries appeared to be weak:

There was a lot of freedom. Some EBU [European Business Unit] guys came toFinland once a year […]. I presented ten slides what we are doing […] but follow-upwas very weak […].
One manager pointed out that the high number of countries in the region resulted in internal
debates concerning varying business situations in the countries:

There were so many countries involved [in the region] that the [business] situation inSpain and Portugal was not relevant as they could have different competitive situation,different methods and customer applications.
After having the federation of autonomous subsidiaries for eleven years, the company re-
deployed the Nordic structure in the phase IV in 2009:

We were alone for some time, but then a temporary structure of Finland and Swedencame. It lasted a year, and then the change back to the Nordic organization was made.
There were evolutionary elements in this change as described above, but also European level
organizational pressure. Consequently, it led to forming of new regions and sub-regions in
the whole EMEA. A Finnish manager saw the rationale of the new Nordic 2 structure:

I would argue there were three reasons […] we could serve Nordic customers better[…] the second was that now we get our region mass big enough versus other regions[…] the third was cost savings […].
In this case, the deployed Nordic 2 region organizational changes were more fundamental
than earlier in the phase II when the Nordic region was introduced for the first time. At this
time, most of the country specific director level positions were eliminated and replaced by
regional roles. The Finnish subsidiary employees had critical thoughts concerning the
change and even predicted the new Nordic regional structure to be short-lived:
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Coffee discussions revealed that we have already tried this [Nordic structure] once.Did not work then, and this is going to be abolished soon.
However, the Nordic 2 regional structure was in place for almost ten years, which is a long
period for any contemporary multinational organization. The regionalization moved further
in 2018 in the phase V, when the company again re-deployed the EMEA level structure and
then consequently reduced the number of sub-regions within the EMEA. A new North-
Europe region was established, and Finland was assigned to it together with the Baltic
region, the United Kingdom, Ireland and rest of the Nordic region subsidiaries. Many
questions concerning the new region were raised among the Finnish employees:

The first thought was of course, why specifically those countries, and why we havebeen merged into this region […] how can this work.
One employee predicted that it is going to take some years to finalize the change:

[I]t is going to take years when all pieces are in place. One thing is that we are now aregion of nine countries.
Although the latest structure change was communicated and implemented within the past 18
months, the interviewees were anticipating the next change taking place soon:

It [structure] is going to be more business than area [region] driven.
It appeared that the interviewed company employees had faced so many structural changes
recently and were therefore able to interpret the signals of upcoming new changes.

4.2.2 Regional headquarters
This study found characteristics of the regional headquarters in the four investigated regional
structures. The WEMS, Nordic 2, North-Europe and Baltic region all had RHQ type of
intermediate organizational units. The RHQ of the WEMS region in the phase III located in
Brussels Belgium:

Both the WEMS and EMEA region had the headquarters. Our [WEMS] headquarterslocated in Brussels, and it was official […].



43

The RHQ in Brussels was perceived as formal and legitimate. The regional MD and related
small support staff were located in Brussels, but each subsidiary had a dedicated local MD
and support functions. Therefore, the WEMS region was structurally different kind of
organization than the Nordic 2 and the North-Europe regions, which both had only one MD
with regional responsibility, a regional management team, regional processes, regionally
centralized functions and regional resources.

The first MD of the Nordic 2 region internally communicated in the phase IV that the region
does not have a specific RHQ and the decision-making body is the Nordic management team.
The Nordic management team had members from all the Nordic subsidiaries. However,
potentially heavier weight of the Swedish subsidiary was seen obvious among the Finnish
managers:

When we started the Nordic 2, our new MD said there’s no [regional] headquarters.However, in practice Sweden was the biggest of the four countries. There were fourfactories, and the population is double to other countries.
When a new Swedish national Nordic 2 regional MD was appointed in 2014, he started to
put more weigh on both formal and informal meetings held in Stockholm. Although, the
Swedish subsidiary office located in Stockholm was not formally communicated as the
RHQ, employees started to view Stockholm as the location of the RHQ:

It was not communicated […] they just took the position and we others were justwondering that did the decision making just slip to Sweden? […] it was quite obviouswhen the location of the MD was there.
New management roles started to emerge in Sweden. The employees also had a perception
that the company leaders located in Stockholm were able to influence over important people.
One sales manager noticed:

Surely all key positions slipped to Sweden. They ruled and we were standing on thesidelines and whimpering.
Another Finnish manager shared the same view:

Many management team roles emerged in Sweden, and the weight of Sweden startedto be higher in the Nordic. The perception was that leaders located in Stockholm tookthe opportunity to influence decision-making behind the scenes.
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Additionally, the participation of the Finnish subsidiary in decision-making processes was
questioned. A senior level person working in finance commented:

The feeling often was in Finland that things have been already decided in Sweden andFinland has not been involved.
Although the North-Europe region in the phase V did not communicate any formal RHQ
location either, all decision making was centralized to Bracknell in the United Kingdom. The
employees of the Finnish subsidiary saw their influence on the decision-making even more
limited:

I have not seen any communication [of the RHQ], but in practice it is Bracknell in theUK. Our top management and all high responsibility roles are there, and the decisionsare made there. Our influence on the decision making is very limited.
It appears that the Finnish employees would have welcomed more direct and transparent
communication about forming and managing the RHQ.

Baltic Regional Headquarters

Contrary to the Nordic 2 and North-Europe informal RHQ, the role of the Finnish subsidiary
as the RHQ for the Baltic region was seen formal and transparent. The RHQ role was
transferred from the company’s Swedish subsidiary to the Finnish subsidiary in year 2000.
A manager responsible for Estonian operations recalls:

[…] we were a branch office of Sweden and it was abolished. We agreed then formally
with the Finnish subsidiary in 2000 […].

The Finnish subsidiary was very active in developing the Baltic business and it also made
all the major business decisions from the year 2000 onwards. A manager described the role
split between Finland and the Baltic in the following way:

They [Baltic employees] were kind of local experts of how the local field worked, butall decisions were made here [in Finland].
Another manager continued by emphasizing that decision making was in Finland:
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At the beginning, it was very Finland driven. We knew our products, and whichmarkets they fit, but we got the information from Baltic about what markets exist there,and is our price level ok, and how to promote.
As the company’s EMEA structure changed in the phase III in 2008, the Baltic RHQ
responsibility was consequently transferred from Finland to Switzerland where the Eastern
Europe RHQ was located. Losing the RHQ mandate caused mixed feelings in the Finnish
subsidiary employees:

It was a pity as we had put a lot of effort there. On the other hand, it was a relief, atleast from my point of view, as I could better focus on Finland and Finnish customers,to develop the Finnish market.
Another manager had similar views, but he also saw the future of Baltic in positive light:

It was a bit sad to depart, but I felt though maybe it was good for them after all. […]they could be more independent. It would be great for them.
Emotionally the Finnish employees seemed to miss their Baltic colleagues, but also
supported the new Eastern Europe structure and merging Baltic region into it. The dominant
reason for relocating the RHQ from Finland to Switzerland was the change in the company’s
European structure and underlying factors related to the best structure-market fit in
generating growing sales in the high growth Baltic market:

We had good results in the Baltics then. I see the results were not the reason, but maybethere were the questions like, could the Baltic grow faster? Can we invest? Need moreheadcount? Need business units? These were not met in the Western-Europe [region],because the Western-Europe only grew at the certain rate […] the East grew faster.
Another view also supported the view that Eastern-Europe region could provide better sales
growth possibilities for the Baltic subsidiaries than Western-Europe:

The requirement was to organize in a new way to meet the growing market in theEastern-Europe. The Eastern Europe grew at another speed. There was marketliberation and growth.
Although the Baltic region was assigned again to the Nordic 2 region and then consequently
to the North-Europe region, the Finnish subsidiary did not regain its Baltic RHQ mandate.
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4.2.3 Global and regional integration
This study identified three main development activities, which can be viewed as global or
regional integration efforts in the case company. This section presents the main changes in
the regional management, ERP-system and supply chain during the investigation period.
These integrative development activities are in addition to the previously presented
integrative changes in the sub-regional organizational structures.

Regional Management

The regional structure changes in the phases II, IV and V affected both regional and country
management. A new Nordic management team was formed for the Nordic 1 regional
organization in the phase II. Its purpose was to manage businesses and functions at the
Nordic level. However, the local MDs and management teams were still retained in the
subsidiaries. One Finnish manager described the organization in the following way:

When we were in the Nordic 1 organization, every country, like Finland, had its ownmanagement team, which was composed from our most senior sales and functionalleaders, and some of them also had Nordic roles.
Some of the directors had dual i.e. country and regional roles. Another interviewed manager
supported the view that there were director level roles both at the regional and local
subsidiary level:

Every function had a Nordic director at that time, but also a local director. For example,HR had a director in the Nordic, but also a local HR director.
When the Nordic 1 region was abolished and a new structure was implemented in the phase
III, the Nordic management team roles were discontinued as well. Formal regional level
business decision-making transferred back to the local subsidiary MDs and management
teams. As the Nordic region was re-deployed in the phase IV, a new regional management
team was formed accordingly. This time the local country management teams and local MD
roles were eliminated:

Countries did not have MDs anymore. There were country managers, but no countrymanagement teams as previously, and now all business operations and supportfunctions reported to the Nordic MD.
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This change clearly transferred the decision making from the countries to the regional level.
This new and powerful regional management team was appraised by one interviewed
manager:

It meant that [Nordic] management team got more power. Finally, they were capableof making decisions, and it was clearly defined in their roles.
The new Nordic 2 structure effectively legitimized and empowered regional managers and
the regional management team. As a result of the deployment of the North-Europe region in
the phase V, a new North-Europe management team was established accordingly. One
manager noted that the combined large size of the UK and Ireland led to the UK subsidiary
driven management team composition:

What is happening now, is that the UK & IR unit is much larger than any single Nordiccountry. Consequently, the regional management team became pretty UK driven.
This was a clear change compared to the previous Nordic management teams, which all had
members from all the Nordic countries.

ERP IT-system

The company deployed a global ERP IT-system in the phase IV and started utilizing it in
standardizing and integrating internal processes. One manager observed:

We had a few things going on at the same time. We had the region. But we alsodeveloped our IT-system. We got a new ERP-system […].
The new ERP effectively enabled regional product portfolio and price harmonization.
Subsidiaries had had some possibilities to adapt their pricing and match the product portfolio
with the local markets in the phases I - III. The Nordic countries were then able to utilize the
same products and related market knowledge from neighboring countries as they wished. In
addition, local warehousing, re-packaging and labeling were widely used methods in
meeting the local customer needs. One interviewed manager told:

We were able to activate new products at that time. For example, when Norway hadopened new product lines, we could expand the sales of those products.
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Another manager had the same view that there was Nordic collaboration, but productdecisions were made locally in the subsidiaries:
We had product groups and lines, which were opened to meet the Nordic requirements.We had similar customer needs, and the idea was to extend the competitive productportfolio. We made decisions locally.

However, although the decision making was in the Nordic subsidiaries, there were
challenges with international customers:

We had many issues due to price differences in the Nordic countries. An internationalcustomer doesn’t understand why the price in Finland is higher than in Sweden,although we sold and operated locally
Cross-border pricing issues remained until the regionalization progressed further enough to
integrate internal product related processes. Product portfolio and pricing management was
moved from local subsidiary level to regional, and partly to European level in the Nordic 2
organization in the phase IV. Then a straight-forward European and regional product and
price harmonization was started:

From customer point of view, the Nordic 2 was more necessary as we started to haveNordic customers with cross-border operations, i.e. Swedish and other firms operatingin all the Nordic countries, and then we needed price harmonization.
In this case, higher regional integration was seen beneficial from the price harmonization
point of view. Consequently, product prices were decisively changed, and customers needed
to adapt to the new price levels regardless of the mutual business history. One manager
recalled significant price changes:

Sort of price harmonization started. The first steps were taken, and the customers wereimpacted. The price changes were pretty remarkable to direction or other at that time.
An interesting additional finding was a different price control between regions. At the time
when Finland was managing the Baltic region, the price setting was decided and controlled
for the whole Baltic market in the Finnish RHQ. However, the new established East Europe
region allowed more freedom in local pricing. One manager saw the changes in the Baltic
pricing in the following way:
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For example, the prices were significantly lower in Poland, and East Europe did nothave strict control on pricing. So, Latvia and Lithuania went to this trap, because thepricing responsibility was under local unit.
In practice, the Latvian and Lithuanian subsidiaries decreased their local pricing
significantly. However, the Estonian subsidiary had a different view on pricing and decided
to keep the price level closer to West Europe. A manager responsible for Estonian operations
recalled:

Fortunately, we didn’t go so low in pricing [as Latvia and Lithuania], and thereforeour productivity remained pretty high. […] Market penetration and profitability inEstonia were high due to high price level.
Additionally, the new ERP-system enabled effective management of geographically
dispersed work processes. The company centralized many back-office tasks to global and
European service centers and reduced local employee resources in subsidiaries since the
phase IV. One manager put it:

We tried to centralize more when the Nordic region was deployed […] we tried to lookhow we could centralize and increase the efficiency of operations.
He continued about the role of the ERP:

I would say yes, both with the help of the ERP and generally, we are able to do workin other countries, and many activities have been already transferred. For example, wedon’t have local finance management anymore. It is handled from another country.
Many roles and positions were centralized in the company. According to one interviewee,
regional managers have been too eager in organizing roles and tasks within the North-Europe
region:

Roles and tasks are thrown from country to another just like that, but probably topmanagement slides don’t show whether the tasks are easy to handle from othercountries. For example, UK issues from Finland.
Supply chain

The company had local warehousing in Finland in the phases I-III. The local warehouse was
initially operated by own company employees and later the warehouse operations were



50

outsourced to an external logistics service provider. One interviewed manager had a view
that the local warehousing was imperative in managing local customer expectations:

We had the situation that some businesses had the [local warehousing] model andmarket required it. We did not have other choices, but to organize local warehousing.
The company integrated its global supply chain by opening centralized distribution centers
in the phase III. A manager described the change:

We changed to a centralized warehouse. There were a couple of Europeanwarehouses, and we started to use the German one.
Consequently, the local warehouse in Finland was abolished, and the Finnish subsidiary
started to order products from Germany. The centralized logistics model impacted delivery
times to customers:

Lead times to the customers got longer in this supply chain, but it wasn’t so dramaticafter all.
Another manager described the issues with the centralized supply chain:

It became a bit difficult as we couldn’t order and ship quickly to customers. Theprocess became kind of stiff […].
Apparently, the local warehousing provided many positive factors over the centralized
warehousing in serving local customers.

Subsidiary employee perceptions

The forming of the North-Europe region as the latest structural change, sparked critical
employee views on the rationale of the new geographically large region and how it could be
successful. Different cultures in the region and the UK & Ireland dominance were seen as
imminent issues. One manager stated:

Is there understanding of cultural differences? […] the UK & Ireland have beenoperating on their islands, and they have not been exposed to cross-border operationsand taking others into consideration in a certain way.
Further, another comment also included a skeptical view on managing the new culturally
diversified region, but also assumed effects to the Finnish subsidiary operations:
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I believe the recognizing of the local needs is getting less attention. Now Finland isjust a minor part of this North-Europe region. When decisions are made, they are notlikely thinking Finland’s needs, but seeing things through UK lenses.
The interviewed managers seemed to view the role of the Finnish subsidiary and its decision-
making and influencing possibilities more limited in the North-Europe region. One manager
compared the overall current situation to the past:

[…] the role of Finland dilutes, and compared with the 1990s, especially before theNordic when we were strong and made independent decisions, this is close to oppositenow.
Another manager concluded similarly:

Finland’s role in this region is not so significant. We are going to be aside.
The above comments are justified in the light of the fact that none of the previous Nordic 2
regional management team members continued in the North-Europe regional management
team, and additionally subsidiary country manager roles were abolished. Altogether, the
interviewed managers foresaw the future of the Finnish subsidiary negatively. One manager
concluded:

Great subsidiary is on its way to shrinking to a sales affiliate, and all what can be cutfrom here, will be eventually cut.
All the interviewees expressed similar views. The actual headcount trend, about -57 % since
1993 (Interviews; Finnish Patent and Registration Office), is supporting this negative view
of development. The Finnish subsidiary has faced two distinct periods since its establishment
in the late 1960s. The subsidiary had substantive headcount growth until about 1993 and
since then the subsidiary has faced many employee reductions.

The interviewed managers had the opinion that regardless of the subsidiary’s peripheral
location and continuous flow of changes, local salespeople are needed in managing local
customer relationships. One manager stated:

We have seen a lot of changes, but the role of the country organization is tied to localcustomers. The local resources must focus on serving and managing local customers.
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Another manager put it:
The actual sales work is done in the countries, and I see it difficult to change as longyou got local customers to be served. And we want to serve them locally and that iswhy Finland has its role.

The interviewed managers appeared to have a consensus about the short-term future of the
Finnish subsidiary. However, managers with longer tenure and direct profit and loss
responsibility had more critical views on the long-term future. An experienced business
manager proposed a possible scenario:

[…] it could be after ten years that there is nothing left here. We give the importingbusiness to large distributors […] we can assign these businesses to them, there is noneed to have the company here at all.
4.2.4 Local responsiveness
The findings include changes in sales and customer service functions of the case company.
These front-end company functions are in direct interaction with local customers and
therefore categorized under local responsiveness.

Regionalization of the Sales Management

The case company’s structural evolution affected the customer facing organization in the
case company. One significant change took place in the Nordic 2 regional organization when
local director level sales management positions were replaced by regional Nordic sales
directors. One experienced sales manager described the change:

Earlier, it was easy to walk a few meters to reach the manager and discuss. Closedistance was kept. Suddenly, the managers were in another country […].
This change reduced internal dialogue in the sales organization as physical distance between
senior management and employees increased. Consequently, remote sales management
practices were adopted across the region. Most of the internal sales, training and project
meetings also changed from face-to-face meetings to virtual technology mediated
collaboration meetings. As one sales manager put it:
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[…] we started to have phone calls, and the communication changed to distancerelationships and remote management.
Additionally, some businesses also started to have regional sales manager roles in the Nordic
2 organization, and this development progressed further in the North-Europe organization.
Consequently, local Finnish customers had less possibilities to influence the regional sales
management located abroad. A Finnish manager stated:

From customer point of view, I cannot see the benefits of the change. In a way,customers’ possibilities to influence were reduced as they did not have so goodconnections to management anymore.
Another respondent continued about the effects of the regionalized sales management:

[…] there were organizational issues […] customers questioned how it is going towork […].
Unsurprisingly, local Finnish customers reacted to the new regional organization structure.
One manager told:

When new [Nordic] managers were appointed […] customers commented that howthings now change? Who’s my contact? And expressed sort of distrust, because peoplevisiting the customers did not speak Finnish, and they were perceived distant. Theyhad suits and arrogant behaviour.
Consequently, business decision-making transferred from Finland to the Nordic regional
level. Local sales employees faced new challenges in the local customer management:

It changed […] in contract negotiations, in price negotiations, you were not the personsaying the final word anymore. You needed to get the right person to the table or takea time-out in the negotiations […]
Local Finnish customers were annoyed and criticized the role of the remaining local sales
organization as the decision-making mandate was only at the regional level. To illustrate the
situation with local customers, one sales manager shared her practical experience:

[…] a large industrial distributor commented to me that “then you are a useless personfor us”.
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In addition, local sales organization started to receive customer specific guidance from
regional sales management, but there were trust related internal issues on the both sides. A
manager commented:

It changed in many businesses. We were told from another country what we should dowith a customer. They argued it is correct although the director or manager had noteven visited the local customer […]
When the regionalization had progressed further, many businesses in the case company
had only field sales level employees remaining in the local sales organization in Finland.
An experienced Finnish manager with a management tenure of more than 25 years
commented:

It was a big mistake, because leading of local sales representatives needs to includeboth management and leadership sides […] we should develop competences and self-leadership of employees. How do you coach your team if you don’t speak the locallanguage?
The manager continued to emphasize the need for local sales management:

Field sales level guys need a manager, who knows what’s going on, and can discusswith end-customers and distributors where the world is going.
Finally, the Nordic regional organization was able to develop the needed internal operating
procedures after initial struggles. One respondent described the overall change:

[…] we were long time in the middle of change, and everyone was doing as they sawbest before the organization was up and running. At least some kind of rhythm andstructures […].
To sum up, the change from the autonomously operating local sales organization to the
regionally managed sales organization, clearly had both internal and external implications.

Centralization of the Customer Service

The company had customer service function in each Nordic subsidiary since the
establishment of the local country organizations. The main tasks of the customer service
included close interaction with customers to process orders, complaint handling and
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providing general information on company’s products and expertise. In year 2018, during
the phase IV, all the local customer service functions were centralized to the Swedish
subsidiary office located in Stockholm. It practically meant discontinuing of the local
customer service in the Finnish subsidiary. Reaction of the Finnish employees was
imminent, and one manager commented:

Feeling plummeted when it was announced.
Managers questioned the rationality of the centralization as they saw the local customer
service in important role supporting local business:

[t]he customer service team is like the heart of the firm […] they have most of thecustomer contacts and answer to customer requests, which are vital for customers[…].
There were a few regionally operating customers in the Nordic countries and the case
company planned to serve them in more integrated manner than earlier and increase
operational productivity. However, the centralization of the customer service faced
implementation issues. One manager understood rationale of the change, but saw practical
issues:

In principle, it should be the same where the [customer service] person is located andserves customers in local language. However, it brought more challenges, and it is notso easy to work anymore.
Another manager stated similarly about the issues:

It’s not running as required. There have been challenges.
Local customers faced issues in working with the case company and negative experiences
sparked critical feedback. A manager recalled:

Well, customers gave loads of very critical feedback because response timesplummeted […] there was a lot of angst.
The employees of the Finnish subsidiary adapted to the new organizational setup, but hadmixed feelings. One manager described:

[…] the change caused increased anxiety, harm, anger and even sadness in the localorganization.
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Overall, the respondents had critical views on the centralization of the customer service.
Even 18 months after the change, one manager summarized:

Yes, actually I don’t know anyone who would have said it was a good thing, never. Itwas a mistake […]
The regionalization of the sales management and the centralization of the customer service
directly impacted the Finnish subsidiary. The changes caused employee reductions as most
of the regionalized sales management roles emerged in other Nordic subsidiaries and the
customer service function in the Finnish subsidiary was discontinued.

4.3 Summary of findings
The longitudinal case study approach generated interesting findings related to regional and
sub-regional organization structures and management in the case company. Table 4
summarizes the key findings by phases. The most relevant structural changes and their
characteristics are described, but I also present the identified implications of the changes in
the table. The implications are further discussed in the findings chapter 5.1.2.

Table 4: Key findings by phases
Phases Description Change Implication
Phase I Until 1991 Autonomous country

organization
n/a n/a

Phase II 1991-1996 Nordic 1
 Nordic structure(Denmark, Finland,Norway, Sweden,Iceland)

 The first introductionof a sub-regionalNordic structure
 Regionalized topmanagement. NewNordic MD and directorlevel positionsemerged together withNordic managementteam
 Local subsidiarymanaging directors andmanagement teamwere kept
 Introduction of matrixorganization

 Some Nordiccollaboration startedmainly in marketingand productportfoliomanagement
 Increased, butlimited collaborationwith productdivision throughmatrix



57

Table 4 continued
Phases Description Change Implication
Phase III 1996-2008 Western EuropeMarketingSubsidiaries

 A geographicallywide sub-region of16 countries
 Finland responsiblefor the Baltic sub-region in 2000-2008

 The Nordic I structureabolished
 Dedicated sub-RHQ inBrussels
 The Finnish subsidiaryassumed the BalticRHQ mandate from theSwedish subsidiary andfinally lost to the Swisssubsidiary

 Internal debates ofvarying businesssituations in localmarkets

Phase IV 2008-2018 Nordic 2
 Nordic structure(Denmark, Finland,Norway, Sweden,Iceland)

 Top managementpositions only at sub-regional level
 Subsidiary/countrymanaging director anddirector level positionsabolished togetherwith managementteam
 Regionalization offunctionalmanagement
 Informal sub-RHQemerged in theSwedish subsidiary
 The Baltic regionassigned back to theNordic 2 region in 2018
 Implementation of theglobal ERP

 Regionalized salesmanagement
 Strong regionalproduct price &portfolioharmonization
 Centralization ofcustomer service tothe Swedishsubsidiary
 Regionally dispersedorganizational roles
 Critical localcustomer andemployeeperceptionsemerged

Phase V 2018- North-Europe
 A sub-region of 10countries

 The Nordic 2 structureabolished
 Sub-RHQ in the UK

 The UK basedmanagement teamreplaces the Nordicmanagement team
 Critical employeeperceptions
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5 DISCUSSION AND CONCLUSIONS
The objective of this study was to investigate how sub-regional MNC structures evolve and
what are the implications of the evolution of sub-regional structures. I created the conceptual
framework presented in Chapter 2, and the framework was applied in the research process
to identify the key factors associated with the research questions. In this chapter, I summarize
the key findings and discuss the theoretical contributions and then end by presenting
managerial implications and suggestions for further research.

5.1 Key contributions
In this section I present the key research contributions by answering to the research questions
how sub-regional organization structures evolve and what are the implications of the
evolution of sub-regional structures. I discuss about the findings together with the most
relevant theory.

5.1.1 How sub-regional organization structures evolve?
The results of this case study show that sub-regional MNC organization structures are
dynamic in their nature. The study identified five different sub-regional structures and they
were a part of large regional structures such as EMEA (Europe, Middle-East and Africa) and
WE (Western Europe). The studied sub-regions had a geographic scope of 3-16 countries
and a lifespan of 5-12 years. The investigated sub-regional structure changes were associated
with changes at higher organizational levels, such as EMEA, and the changes were also
initiated by the higher level organizations in the company. Similarly, sub-RHQ mandates are
gained and lost in dynamic manner. The sub-RHQ mandates had a lifespan of 4-12years and
sub-RHQ mandate changes were also associated with changes at higher organizational levels
in the company. Based on the results, it appears that the geographic scope of sub-regions and
RHQ is increasing.

Most of the results are in line with earlier research. Firms define and change regional
structures according to company strategies and market requirements, and there are multiple
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factors for defining regions (Ghemawat, 2005; Ambos & Schlegelmilch, 2010; Laudien et
al., 2011). The results of this study suggest that sub-regions are also defined as regions
according to geographic proximity, market similarities, managerial consideration, cost
efficiency, cultural and other factors. For instance, the identified sub-regional Nordic
structure in the case company can be seen as an example of defining a sub-region based on
geographical proximity, market similarity and cost efficiency. In addition, all the identified
sub-regional structure changes included changes in the geographic scopes. This is also
observed by Alfoldi et al. (2012) as they argue that regions can be defined at different
geographic levels.

A regional strategy does not necessarily mean there is a RHQ in place (Alfoldi et al., 2012;
Ambos & Schlegelmilch, 2010). Based on the RHQ research, we also know that the RHQ
are change-sensitive organizational structures and there are different definitions for the RHQ
(Alfoldi et al., 2012; Kähäri, 2014; Piekkari et al., 2010). This perspective is also supported
by this study. This study identified four different sub-regional organizations, which all had
characteristics of the sub-RHQ. One of the identified RHQ organizations can be defined as
a dedicated sub-RHQ and the other three as local-profit oriented subsidiaries with sub-RHQ
mandates. The case company’s Finnish subsidiary had the RHQ mandate for the Baltic
region during the time period when local operations in Estonia, Latvia and Lithuania were
immature and required support and control. This finding is strongly supporting earlier
research by Lasserre (1996). Interestingly, the case company’s only dedicated sub-RHQ
existed during the geographically by far the largest and the most diversified sub-regional
structure, as described in the section 4.1 and figure 6 in detail.

Two of the four identified sub-RHQ organizations were formally established and
communicated, but the other two were seen informal from the interviewed Finnish subsidiary
managers point of view. The informal sub-RHQ emerged to the locations where sub-regional
top management was located without explicit and formal communication to employees. The
sub-RHQ mandate losses were related to changes at higher organization levels and there was
no evidence that sub-RHQ had failed to meet expectations. This finding is supporting the
earlier research, which argues that there also are other reasons to lose a mandate than a failure
(Lasserre, 1996; Piekkari et al., 2010; Kähäri, 2014; Saittakari, 2018).
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It should be noted that at the same time with the long research period of this study, there was
strong evolution of the European Union (EU) and its institutions. According to official
communication of the European Union (www.europa.eu), the collapse of communism in
Eastern and Central Europe paved the way leading to the reunification of Germany in 1990.
The four freedoms of movement of goods, services, people and money, formed the Single
Market in the year 1993. Two significant treaties, the Maastricht treaty on European Union
in 1993 and the Treaty of Amsterdam in 1999, were reached. Austria, Finland and Sweden
joined the EU in 1995. The EU supported millions of students to study in other EU member
countries and communication was easier than ever as the internet and mobile phones were
widely adopted. The euro currency was introduced in 1999 and physical coins and banknotes
were taken into daily use in 2002. Ten new countries joined the EU in 2004 and two more
in 2007. By the end of 2010s, the EU had 27 member countries across Europe. As a result,
Europeans countries were interacting more than ever before and politics, cultures and ways
of doing cross-border business were eased in unpresented manner. This strong and high pace
evolution of the EU most probably has affected to the case company’s planning on regional
and sub-regional organizational structures in the European triad.

5.1.2 What are the implications of the evolution of sub-regional structures?
The changes of the sub-regional MNC structures had multifaceted implications from the case
company’s peripheral Finnish subsidiary point of view. This study identified the following
eight implications:

 Increased collaboration between subsidiaries
 Internal debates of varying local business situations
 Product portfolio and price harmonization
 Regionally dispersed organizational roles
 Regionalization of sales management
 Centralization of customer service
 Employee reductions
 Critical employee and customer perceptions

The results indicate that the above-mentioned implications are associated with
regionalization and related structural changes. As an illustration, it can be argued that the
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forming of the sub-regional structures initiated increased cross-border collaboration between
subsidiaries. Consequently, sub-regional marketing and overall business planning led to
awareness and debate of varying local business situations. Sub-regional company
management implemented product portfolio and price harmonization and formed sub-
regionally dispersed organizational roles. The regionalization process continued by
centralization of the customer service function from the sub-regional country organizations
to the largest subsidiary with the sub-RHQ mandate. Additionally, local country sales
management roles were abolished and replaced by sub-regional sales director and manager
roles. All these changes meant employee reductions and critical perceptions among the local
subsidiary employees and customers. To summarize, the case company’s peripheral Finnish
subsidiary practically lost all its operational autonomy since the first sub-regional
organization was implemented. The declining autonomy of subsidiaries and influence of
subsidiary managers of American MNCs has been recognized by earlier research (Lehrer &
Asakawa, 1999).

Lehrer and Asakawa (1999) introduced an I-R based modelling tool for representing the
environmental pressure for integration and differentiation of the MNCS’s geographically
dispersed operations. The modified I-R framework is based on triadic (headquarters-regional
offices-subsidiaries) concept. However, the findings of this study reveal that the researched
case MNC had more than three organizational layers in its structure. Therefore, I argue that
in order to reflect the reality, the Lehrer and Asakawa (1999) framework should be extended
to include three grids with the sub-regional component.

I urge trying to map all the identified sub-regional structural changes and their aggregated
implications to the original I-R framework by Prahalad and Doz (1987). Figure 9 illustrates
my interpretation of the case company’s evolutionary path since early 1990s until present on
the I-R framework. The figure presents how the changes by phases in the case company
resulted a varying position on the I-R framework. Overall, it is evident that the case company
has increased its global integration while local responsiveness has decreased.
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Figure 9: Case company’s path on the I-R framework since 1990s

5.2 Conclusions
All things considered, the research findings argue that MNC regional organizations are
dynamic, and there are evolutionary elements in continuously changing regional structures.
The results also provide an opportunity to predict the potential future development of the
case company and even other regionally structured MNCs in general. I apply the I-R
framework in order to illustrate potential scenarios for the case company. The figure 10
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depicts two alternative scenarios. The most compelling scenario is a) which predicts
continuing global integration and decreased local responsiveness. However, the case
company data revealed a number of leading indicators showing negative movement both in
employee and customer satisfaction. That among other possible reasons may result
decreasing business results, but also lead to corrective actions in the form of new innovative
ways to increase local responsiveness. Based on my personal experience, I can see multiple
ways to continue increasing global integration and local responsiveness simultaneously. For
example, applying digital collaboration technologies for frequent and genuine cross-border
customer collaboration at managerial level could be simple yet effective. Therefore, I also
present a target scenario b), which includes actions to increase both global integration and
local responsiveness. In addition, the future may also witness a pendulum movement back
and forth.

Figure 10: Scenarios for the case company on the I-R framework
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5.2.1 Managerial implications
Based on the findings of this research and my personal MNC career, I can present managerial
implications and practical advice in two categories. Firstly, I share my view of implications
for managers operating at peripheral sub-regional organizations and secondly for MNC
customers operating at peripheral locations.

MNC organizations are dynamic in their nature and there is internal competition among
organizational units and individuals. Sub-regional peripheral units, such as a Finnish
subsidiary of an MNC, must compete among the peer units in order to secure and develop
their position in the MNC structure. Therefore, subsidiary managers located in peripheral
subsidiaries are in vital role representing their units to higher level organizational units in
order to promote the value of peripheral subsidiaries and also managers themselves.
Although this study shows that sub-regional structure changes are likely initiated at higher
level organizations, there are potential ways to influence corporate decision-making.
Influencing requires capable individuals. Due to highly dynamic nature of regional and sub-
regional organizations, there are career advancement opportunities for capable individuals,
but also risks in being redundant when organization structures change. The implications of
this study indicate, depending on the MNC specific situation, that peripheral subsidiaries are
losing their autonomy as regionalization progresses and there are less managerial positions
available. It is even possible that some peripheral subsidiaries eventually transform to small
remote sales offices regardless of their glorious history as autonomous and high added value
business units. Due to highly dynamic nature of regional organizations, a peripheral
subsidiary manager would benefit from understanding the company specific regionalization
process and consequently, if required, to look for career possibilities from larger regions in
the company or even outside the company.

MNC customers operating at peripheral countries are possibly dependent or even vulnerable
because of sourced products and services from MNCs. Structural changes of MNCs may
impact local customers’ business operations due to MNCs’ revised business priorities and
changes in product portfolio and organization. For example, country specific products and
services may be eliminated with a short notice period, and personal connections to local
MNC managers may disappear instantly. As a manager of an MNC customer operating in a
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peripheral country, I would benefit from analyzing the potential supplier related risks
carefully.

5.2.2 Suggestions for further research
Continuously evolving MNCs provide extensive research opportunities. This longitudinal
qualitative study contributed to the research of sub-regional MNC structures and especially
illustrated the dynamism of regional structures. However, although Kähäri (2014) points out
that the sub-RHQ and regional management mandates have got attention among the scholars
(Li et al., 2010; Alfoldi et al., 2012), the whole sub-regional MNC phenomena appears to be
still less studied area in international business. Further studies on the sub-regional
management would provide possibilities to understand this MNC phenomena in more detail.
For example, quantitative studies of large number of MNCs would benefit in building
understanding what kind of structures contemporary MNCs have and how are they changing.
Additionally, a comparison between MNCs established at different decades, and especially
structural and organizational characteristics between ‘old’ MNCs and digital multinationals,
such as Amazon, Google and Facebook, could provide interesting insights.
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Appendices
Appendix A. Interview questionnaire

# Kysymys / keskustelun aihe1 Vastaajan nimi2 Ura yhtiössä lyhyesti kuvattuna: vastuualueet ja tehtävänimikkeet. Yhteensä kuinka monta vuotta?
3 Vastaajan pääasiallinen funktio: myynti- ja markkinointi, liiketoiminnan kehitys, talous, HR,asiakaspalvelu, logistiikka, IT, muu4 Muuta

Countryorganization 5 Kuvailetko maayhtiön organisaation toimintaa?     Kysymyksin vastataaan vain olet ollut työsuhteessako. organisaation aikana.
6 Miten yhtiö toimi tällöin? alue toimi? Kerro esimerkkejä erityisesti Suomen tytäryhtiön toiminnan näkökulmasta.- Eurooppa-taso- Paikallinen tytäryhtiö-taso- Funktiot: myynti- ja markkinointi, liiketoiminnan kehitys, talous, HR, asiakaspalvelu, logistiikka, IT, muu- Asiakasnäkökulma kiinnostava. Esimerkiksi, voitiinko paikallisten asiakkaiden tarpeet huomioida?   Toisin sanoen miten ko. organisointitapa vaikutti paikallisten asiakkaiden palveluun?7 Missä päätökset tehtiin?8 Pystyikö päätöksiin vaikuttamaan? Miten päätöksiin voitiin vaikuttaa?
9 Miten koit organisaatiomallin lakkauttamisen ? Minä vuonna se oli? Kerro esimerkkejä erityisestiSuomen tytäryhtiön näkökulmasta.Nordic 1 10 Kuvailetko Nordic organisaation (FI, SE, NO, DK) toimintaa?11 Miten Nordic alue toimi? Kerro esimerkkejä erityisesti Suomen tytäryhtiön toiminnan näkökulmasta.- Nordic-taso- Paikallinen tytäryhtiö-taso- Funktiot: myynti- ja markkinointi, liiketoiminnan kehitys, talous, HR, asiakaspalvelu, logistiikka, IT, muu- Asiakasnäkökulma kiinnostava. Esimerkiksi, voitiinko paikallisten asiakkaiden tarpeet huomioida?  Toisin sanoen miten Nordic vaikutti paikallisten asiakkaiden palveluun?12 Oliko Nordic alueella nimettyä tai käytännössä toimivaa pääkonttoria? Missä päätökset tehtiin?13 Pystyikö päätöksiin vaikuttamaan? Miten päätöksiin voitiin vaikuttaa?14 Miten koit Nordic alueen lakkauttamisen vuonna? Kerro esimerkkejä erityisesti Suomen tytäryhtiön näkökulmasta.WEMS 15 Mikä oli WEMS (Western Europe Marketing Subsidiaries?) organisaatio? Miten se toimi?-Funktiot: myynti- ja markkinointi, liiketoiminnan kehitys, talous, HR, asiakaspalvelu, logistiikka, IT, muu16 Miten koit WEMS alueen organisaation toimivan? Kerro esimerkkejä17 Oliko WEMS alueella nimettyä tai käytännössä toimivaa pääkonttoria?  Missä päätökset tehtiin?18 Pystyikö päätöksiin vaikuttamaan? Miten päätöksiin voitiin vaikuttaa?19 Voitiinko paikallisten asiakkaiden tarpeet huomioida?Baltia 20 Mikä on näkemyksesi miksi Baltian toimintojen perustaminen tuli nimenomaan Suomen vastuulle?21 Mitä Baltian toiminnalla tavoiteltiin?22 Suomen tytäryhtiö oli käytännössä Baltian alueen pääkonttori. Miten se vaikutti Suomen toimintaan ja fiilikseen?23 Missä päätökset tehtiin?24 Pystyikö päätöksiin vaikuttamaan? Miten päätöksiin voitiin vaikuttaa?
25 Kuvaile Baltian vastuuajan toimintaa: myynti- ja markkinointi, liiketoiminnan kehitys, talous, HR,asiakaspalvelu, logistiikka, IT, muu26 Asiakasnäkökulma kiinnostava. Miten näet sen toimineen?27 Miten näet liiketoiminnan johtamisen tasapainon Suomi vs. Baltia? Saiko Baltia enemmän huomiota?28 Miksi Baltian toimintojen vastuu siirrettiin Itä-Eurooppaan? Minä vuonna?29 Oliko osasyynä puutteelliset tulokset?30 Miten koit Baltian vastuun siirtymisen Itä-Eurooppaan? Mitä vaikutuksia siirrolla oli liiketoimintaan?31 Minne Baltian vastuu siirtyi? Pääkonttori?
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Nordic 2 32 Miksi perustettiin uudelleen Nordic alue? Minä vuonna?33 Miten koit Nordic alueen perustamisen?34 Mitä hyötyjä ja haasteita esiintyi? Kuvaile toimintaa: myynti- ja markkinointi, liiketoiminnan kehitys, talous,HR, asiakaspalvelu, logistiikka, IT, muu35 Asiakasnäkökulma kiinnostava: Esimerkiksi, voitiinko paikallisten asiakkaiden tarpeet huomioida?
36 Lisätty kysymys 1.10.19: - Sisäisten kokousten, kuten myyntikokousten, coaching call:en,koulutus- ja projektikokousten siirtyminen Skypeen. Mitä vaikutuksia sillä oli?37 Lisätty kysymys 1.10.19: - Hinnoitterakenteen ja siten hinnoittelun siirtyminen tytäryhtiöstä Nordic-tasolleja osittain Eurooppaan.  Mitä vaikutuksia? (paikallinen liikkumavara muuttuu).Miksi tuote/hinta management siirrettiin regioonatasolle?38 Kerrotko asiakaspalvelun keskittäminen Pohjoismaissa ja siirrosta Ruotsiin?39 Mitä vaikutuksia keskittämisellä oli?40 Oliko Nordic alueella nimettyä tai käytännössä toimivaa pääkonttoria? Missä päätökset tehtiin?41 Pystyikö päätöksiin vaikuttamaan? Miten päätöksiin voi vaikuttaa?Baltictakaisin 42 Miksi Baltian toimintojen vastuu siirrettiin Itä-Euroopasta Nordiciin vuonna 2018?
43 Esiintyikö Baltian integroinnissa jotain erityistä (SAP-ERP, pienen kielialueen vähäinen arvostus)?44 Miksi perustettiin uusi Pohjois-Euroopan (Baltic+Nordic+UK+IR)  alue?45 Miten koit alueen perustamisen vuonna 2018?Pohjois-Euroopanalue 46 Mitä hyötyjä ja haasteita esiintyi? Kuvaile toimintaa: myynti- ja markkinointi, liiketoiminnan kehitys, talous,HR,asiakaspalvelu, logistiikka, IT, muu47 Asiakasnäkökulma kiinnostava: Esimerkiksi, voitiinko paikallisten asiakkaiden tarpeet huomioida?48 Onko joitain tehtäviä, joita on aiemmin hoidettu Suomessa, siirretty hoidettavaksi jossain muussa maassa?49 Onko Pohjois-Euroopan alueella nimettyä tai käytännössä toimivaa pääkonttoria? Missä päätökset tehtiin?50 Pystyikö päätöksiin vaikuttamaan? Miten päätöksiin voi vaikuttaa?Tulevaisuus 51 Miten näet EMEA organisaation kehittyvän tulevaisuudessa?52 Miten näet Suomen tytärtyhtiön / Baltian / Viron toiminnan kehittyvän tulevaisuudessa?
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Appendix B. Thematic analysis work sketches


