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Abstract

This thesis examines how increasing regional integration influences decision-making processes within
a multinational corporation (MNC), based on a qualitative case study of Beiersdorf’s Nordic
organization. As firms reorganize toward more integrated regional structures, decision-making
becomes more complex, involving multiple organizational levels and increased interdependence

across markets.

The findings show that regional integration primarily strengthens coordination and alignment rather
than increasing local decision-making authority. Decision-making remains largely centralized, while
coordination relies on both formal mechanisms, such as meetings and reporting systems, and informal
interactions between employees. Although increased collaboration improves alignment and decision

quality, it also slows down decision-making due to higher coordination demands.

Based on these findings, the study recommends improving knowledge-sharing practices, clarifying
roles and responsibilities, and supporting informal network building across markets to enhance
coordination. However, these recommendations may also create challenges, as increased coordination

efforts require additional time and resources, and greater structure may reduce flexibility.

Overall, the study highlights that managing the balance between coordination and efficiency is central

to decision-making in increasingly integrated regional structures.

Keywords: International Business, Decision-making, Multinational Corporation, Regional
integration, Regional Headquarter, Subsidiaries
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1. INTRODUCTION

This chapter will provide an introduction to the study and its topic that has been chosen, based on
previous literature, a background was written. The background will be followed by a problem
discussion with significance of the study, contributions, delimitations and finally the research

questions.

1.1 Background

Globalization previously supported continuous international expansion, but its pace has slowed and its
direction has become more uncertain over time due to factors such as geopolitical tensions, trade
conflicts, and disruptions in global value chains (Brakman & Marrewijk, 2022, p.408). Despite this
slowdown, multinational corporations (MNCs) remain central actors in international business, but the
focus has shifted from expansion to managing and coordinating existing international operations
(Meyer & Li, 2022, p.557). Operating across multiple institutional environments requires managing
dispersed activities and decision-making. According to the Integration-Responsiveness (IR)
framework, this requires balancing global integration with local responsiveness. Such tensions create
challenges for coordination, control, and decision-making within the firm (Prahalad & Doz, 1987, pp.

18-23).

One way to address these challenges is by establishing regional and sub-regional headquarters. These
units reallocate decision-making authority from headquarters (HQs) and individual subsidiaries to the
regional level (Li et al., 2010, p.6). As a result, decisions that were previously centralized or fully
local are instead made regionally. This shift increases interdependence among subsidiaries, which
must coordinate within the region rather than act independently. Decision-making thus becomes a

multi-level process across organizational units (ibid, p.6).



However, MNCs are increasingly understood as less hierarchical and more federative organizations.
As argued by Andersson et al. (2007, p.803), no individual or group in an international company can
be “all knowing and all wise”. Rather than placing all authority at HQs, responsibilities and decision-
related authority are distributed across organizational units, as knowledge and competencies are
dispersed within the firm. In such federative structures, HQs become one actor among several in a
network of interdependent units, increasing the complexity of integration (ibid, p.803).

Building upon this perspective, MNCs are today often described as regionally oriented rather than
globally since most MNCs generate the majority of their sales within their home region (Rugman &
Verbeke, 2004, pp.3-4). Within the International Business (IB) literature, the concept of triads refers
to three major economic regions: North America, the European Union and Asia-Pacific which
together account for a large share of global trade and multinational activity (Rugman & Verbeke,
2004, p. 4; Li et al., 2010, pp. 6-8). Rugman and Verbeke (2004, p.5) additionally argue that these
regions can be further divided into smaller regional units in order to enable more efficient
coordination and closer strategic alignment across markets. These organizational layers are commonly

referred to as sub-regional headquarters (SRHQs) (Rugman & Verbeke, 2004, p.5; Li et al., 2010,

p.6).

Many MNCs therefore reorganize toward regional structures to improve coordination, efficiency, and
strategic alignment across markets while adapting to local conditions (Rugman & Verbeke, 2004, pp.
12-13; Li et al., 2010, pp.6-8). This explains the adoption of regional and sub-regional headquarters as

intermediate organizational layers (Li et al., 2010, p.8).



1.2 Problem Discussion

The way in which MNCs organize and coordinate their international operations has long been a
central topic in international business research. Prior studies have extensively examined how MNCs
design strategies and structures to operate across national markets. However, as MNCs increasingly
reorganize their operations into regional structures and intensify regional integration, new

organizational challenges emerge that remain underexplored in existing literature.

Coordination between headquarters and subsidiaries has been extensively studied in prior research,
such as the classic work by Bartlett and Ghoshal (1989) who describe the transnational organization
as a form in which firms seek to simultaneously achieve global integration, local responsiveness and
worldwide learning through complex coordination mechanisms across organizational units (Leong &
Tan, 1993, p. 452). Building on this perspective, the Integration-Responsiveness (IR) framework
highlights the challenge MNCs face in balancing global integration with local responsiveness due to

the market differences globally (Kostova, 2016, p.179).

In response to these challenges, many MNCs are today established more regionally rather than
globally, aiming to better meet local conditions while still enhancing coordination, efficiency and

strategic alignment across markets (Rugman & Verbeke, 2004, p. 6; Li et al., 2010, p.6).

However, while there is prior research on the macro-level by examining MNC integration and
coordination from a HQ perspective, and MNCs becoming more regionally based, there is less
attention given to what occurs inside the “black box™ of MNCs subsidiaries (Birnik, 2007, p. 13; Li et
al., 2010, p.6). While prior research acknowledges that the adoption of regional strategies and the
establishment of regional headquarters (RHQ)s often redistribute decision-making authority across

multiple organizational units, there is still limited understanding of how decision-making processes



are coordinated within these regional structures (Li et al., 2010, p.10). Given the limited attention to
internal decision-making processes within subsidiaries operating under the same parent company,
there is a clear need for empirical insight into how increasing regional integration influences decision-
making processes within MNCs as they reorganize. This challenge becomes particularly relevant as
firms face an increased risk of misalignment between organizational units when decision-making

authority is redistributed across multiple organizational levels.

As decision rights are shared between HQs, regional units, and subsidiaries, different units may
develop different interpretations of strategic priorities and operational goals (Li et al., 2010, p.28).
Without effective communication across organizational units, these differences may lead to
inconsistent decisions and uneven implementation across markets, ultimately weakening the overall

strategic coherence of the MNC (ibid, p.19).

In addition, coordination efforts within regional structures may remain superficial rather than deeply
integrated. While formal structures such as reporting lines, meetings, or standardized procedures may
be introduced, these mechanisms do not necessarily ensure meaningful coordination in practice.
Subsidiaries may formally comply with regional directives while continuing to rely on locally
established routines and informal practices. As a result, coordination exists in formal structure but not

in actual practice (Ciabuschi & Dellestrand, 2012, pp. 214-215).

Furthermore, decision-related processes may become unclear or inefficient when responsibilities are
distributed across several organizational units without clearly defined roles. When responsibilities
within the MNC change, subsidiaries may experience a misalignment between their assigned roles
and existing capabilities. Because formal charters can be altered more quickly than capabilities and
routines can be developed, time lags may arise between the intended responsibilities and the

subsidiary’s actual ability to carry them out (Jakobsson et al., 2021, p. 282).



1.3 Purpose

Based on an in-depth study of a multinational corporation experiencing intensified regional
integration, this thesis aims to contribute to the IB literature on regionalization and organizational
change. The thesis provides a clearer understanding of how increased regional integration reshapes
internal decision-making dynamics in MNC:s. It also highlights the organizational implications of

operating within regional and sub-regional layers in increasingly federative MNC structures.

1.4 Research Context and Case Description

The context of this study is a MNC, Beiersdorf, which is a global skin care company headquartered in
Hamburg, Germany (Beiersdorf, n.d.a.). The firm operates through approximately 190 affiliates
worldwide and manages a portfolio consisting of global brands including NIVEA, Eucerin,

Hansaplast, La Prairie and Chantecaille (Beiersdorf, n.d.a).

The company’s global network is divided into regions; Europe, North America, Latin America,
Africa, and Asia-Australia, with each region further structured into clusters, such as Northern Europe
(NOE). Within Northern Europe, there are also sub-regions such as the Nordic region (Beiersdorf,
n.d.b). Within this organizational structure, Northern Europe’s regional headquarter is located in
Birmingham in England. In addition, the Nordic regional headquarter is located in Gothenburg,
Sweden. While the Nordic organization could formally be considered a sub-regional headquarters
(SRHQ) within the broader Northern European structure, the Gothenburg office is referred to as the
RHQ throughout this study in order to simplify the organizational structure, improve conceptual

clarity, and because the study focuses specifically on the Nordic region.

The Nordic region consists of Sweden, Norway, Finland, Denmark, and Iceland, all of which have
offices in their respective countries. Although the Nordic region has long operated as a formal

regional structure, responsibilities that were previously managed largely at the national level are

10



increasingly coordinated across the Nordic markets, requiring closer cross-national collaboration and
joint decision-making. This re-organization is referred to as “One Beiersdorf” within the organization,
meaning that employees are expected to work across all brands, which has also led to changes in roles

and teams.

Beiersdorf’s recent re-organization provides a relevant empirical setting for examining how decision-

making processes are influenced by becoming more regionally integrated.

1.5 Delimitation

This study focuses on a single MNC operating within a specific regional context, examining
the Nordic organization of Beiersdorf. The focus is exclusively on decision-making processes,
and the study does not aim to examine organizational performance or quantitative outcomes.
As the research is based on a single case study, the findings are context-specific and primarily
applicable to Beiersdorf’s Nordic organization. Therefore, the results cannot be directly
generalized to other MNCs or even to other Nordic regional structures, as the study captures

decision-making processes within one particular organizational and contextual setting.

Furthermore, the research adopts a qualitative approach in order to capture respondents’ perceptions
and experiences. The empirical data is based on purposive sampling, meaning that participants were
selected based on their involvement in decision-making and coordination within the regional structure

(Saunders et al., 2019, p.321).

11



1.6 Research Question

How does increasing regional integration influence decision-making processes within a multinational

corporation?

1.6.1 Sub-Research Questions

1. How are decisions initiated, discussed and finalized in the Nordic organizational unit?

2. What mechanisms are used to coordinate decision-making across organizational units within
the regional structure?

3. How do organizational members across the Nordic region perceive efficiency and
collaboration in regional decision-making processes?

4. What challenges emerge from increasing regional integration within the Nordic organization?

12



2. THEORETICAL FRAMEWORK

In this chapter, the theoretical framework used to analyze the empirical findings is presented. The
chapter covers previous research on multinational corporations, globalization, regionalization, and
decision-making processes within integrated regional structures. Finally, the chapter concludes with

a theoretical conceptualization summarizing the key theoretical areas relevant to the study.

2.1 Multinational Corporations and Organizational Complexity

Firms choose to internationalize as they acknowledge a business opportunity abroad and then use
different strategies to exploit them. As firms do so, they face not only uncertainty associated with
operating in foreign markets, but also complexity in integrating and aligning decision-making across
subsidiaries in different countries (Kostova et al., 2016, p.181) As subsidiaries are established in
multiple institutional environments, they develop different practices, capabilities, and strategic
priorities. Integrating these differences becomes a central organizational challenge. Decisions taken in
one unit often affect others, creating interdependencies that require structured coordination and clearly

defined decision-making authority (Larsen et al., 2023, p 538).

MNCs can be understood as complex organizational systems consisting of multiple interrelated
subunits. Interactions between HQs and subsidiaries, as well as among subsidiaries, form evolving
intra-firm relationships that structure how activities and resources are coordinated within the MNC
(Michailova & Paul, 2014, pp. 381-382). Geographically dispersed units are tied together through
shared strategies, resources, knowledge flows, and reporting relationships. As these interdependencies
grow, the need for coordination across the organization also increases (Meyer & Li, 2022, p.557).
Larsen et al. (2023, pp. 539-540) distinguish between external and internal complexity. External

complexity arises from operating across diverse institutional and socio-political environments, where

13



subsidiaries face different regulatory systems, stakeholder expectations, and market conditions.
Subsidiaries must address local institutional pressures while also aligning with corporate strategies
and policies, creating a need to balance these competing demands (Kostova et al., 2016, p.178).
Internal complexity, in contrast, arises from the structure and organization of the MNC itself. As firms
expand internationally, they develop multiple subsidiaries, functional divisions, and hierarchical
layers, which increases interdependence between units (Larsen et al, 2023, pp.539-540).

The complexity within MNCs is intensified by the need for cross-border coordination of business
activities. Firms operating in global industries must integrate geographically dispersed functions such
as R&D, manufacturing, and marketing, which requires coordination and information sharing across
organizational units. When activities are globally integrated across functions and countries, decision-

making in one subsidiary can directly affect performance in others (Kim et al., 2003, pp. 327-328).

2.2 Balancing Global Integration & Local Responsiveness

Globalization refers to the increasing cross-border integration of markets, production systems, and
value-creating activities. Countries liberalize trade and investment regimes to attract foreign direct
investment (FDI) and participate in global economic networks. Firms respond by internationalizing
their operations to access new markets and deploy their firm-specific advantages across geographic
regions (Rosa et al., 2020, pp. 1046-1047). This often involves FDI, outsourcing, and the

fragmentation of value chains across multiple countries (ibid, pp. 1046-1047).

At the firm level, globalization entails more than international sales. It also involves the integration
and coordination of geographically dispersed activities such as R&D, manufacturing, and marketing
across organizational units (Kim et al., 2003, pp. 327-329). As activities become geographically
dispersed, multinational corporations must manage increasing interdependencies across units. This
dispersion generates organizational complexity and raises challenges related to coordination, control,

and governance (Kostova et al., 2016, p.177).

14



From a strategic perspective, globalization creates simultaneous pressures for global integration and
local responsiveness. MNCs must coordinate activities across geographically dispersed units to
exploit efficiencies and leverage knowledge, while at the same time adapting operations to national
market conditions and institutional environments (Rosa et al., 2020, pp. 1046-1047; Kim et al., 2003,

pp. 327-329).

Global integration refers to the coordination and consolidation of activities across countries to achieve
scale economies, cost efficiencies, and knowledge leverage. Local responsiveness refers to the need to
adapt products and operations to differences in consumer preferences, regulatory frameworks, and
competitive conditions (Prahalad & Doz, 1987, pp. 18-23). Standardization is a common response to
integration pressures, enabling firms to exploit global efficiencies and maintain strategic consistency.
However, persistent institutional and market differences across countries limit the feasibility of full
global standardization (Larsen et al., 2023, pp. 539-540). Firms must therefore continuously balance
efficiency gains from integration with the need for local adaptation. This integration-responsiveness
tension has become a central organizing principle in IB research. It shapes how firms structure their
organizations, distribute decision-making authority, and configure resources across borders (Kostova
et al., 2016, p.179). As globalization increases the complexity of coordinating internationally
dispersed activities, firms seek structural solutions to manage these competing pressures. This

development has contributed to the emergence of regionalization (Li et al., 2010, p.29).

2.3 Regionalization

Since the global financial crisis, globalization has started to slow down (Zhang et al., 2022, p. 2).
Global FDI has decreased by 2 per cent in 2023 and the environment for global trade has been a
challenge for MNCs due to several factors such as trade and geopolitical tensions and industrial
policies (UNCTAD, 2024, p. 11). The trade conflict between the United States and China, along with

the COVID-19 pandemic, has accelerated the shift in the global economy toward a “North America-

15



Europe-Asia” tripod structure. These factors, among others, have contributed to MNCs increasingly

moving toward regionalization rather than further globalization (Zhang et al., 2022, p.2).

According to Rugman and Verbeke (2004, p. 3), MNCs tend to be regionally rather than globally
oriented. Rugman and Verbeke (2004, pp. 3,5) conducted a study where they found that among the
world’s 500 largest MNCs, only a limited number can be considered truly global due to the fact that
most of their total sales are generated within their home region of the triad. In the IB literature, the
triad refers to the three dominant regions in the global economy; North America, Europe and Asia-
Pacific, where the majority of MNCs economic activity and sales are concentrated (Rugman &
Verbeke, 2004, p.4). Verbeke and Asmussen (2016, p.1054), conceptualize the region as a grouping

of countries that are similar to each other, but dissimilar to countries outside the region.

In order to address local market conditions, an MNC may establish a regional headquarter (RHQ)
within each triad region, as regional units are argued to have more context-specific market knowledge
than the HQs when operating outside its home region (Rugman & Verbeke, 2004, pp.4-5). Rugman
and Verbeke (2004, p.5), further explains that an MNC can establish a fourth region within each triad
region as a strategic focus area where market penetration is relatively easier compared to other parts

of the world.

2.3.1 The role of Regional Headquarters (RQs)

When MNCs adopt a regional strategy, the firm often establishes a RHQ in the host region due to the
need for enhanced control and coordination within that area (Yeung et al., 2001, pp.157-158). An
RHQ can be defined as an organizational unit located within a foreign subsidiary in a specific region
that possesses expertise in certain functions or activities, as well as deeper knowledge of the local

context within that region (Yeung et al., 2001, p.159; Dicken, 2011, p.113).
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An MNC typically has one HQ located in one country, while several RHQs may be established across
different regions. The degree of control and coordination exercised depends on the relationship
between the HQ and the subsidiary, as well as the subsidiary’s role in the parent firm’s overall global
strategy (Yeung et al., 2001, pp.158-159). Establishing a RHQs can allow the HQ to specialize in key
areas and at the same time, give regional managers operational autonomy over decision-making

(Verbeke & Asmussen, 2016, p.1061).

There are several reasons why MNCs established RHQs. One reason may be the geographical
distance between the HQ and the host region. When the parent firm is geographically distant from a
region, the likelihood of establishing an RHQ increases in order to exercise control over local
subsidiaries and to expand into additional markets through increased regional responsibilities. Other
reasons may include familiarity with the host region, commitment to the host region, and regional
integration (Yeung et al., 2001, pp. 160-161; Rugman & Verbeke, 2004, p.14; Verbeke & Asmussen,

2016, pp. 1055-1056, 1061-1062).

The increasing complexity of globalization in today’s business environment has resulted in MNCs
considering RHQs as a strategic mechanism for controlling and coordinating value-chain activities
across different regions (Rugman & Verbeke, 2004, pp.4-5; Yeung et al., 2001, pp.157-158). While
prior research has extensively examined the relationship between HQ and RHQs, less attention has
been given to how coordination functions between the RHQs and country-level subsidiaries within the

same region (Birnik, 2007; Li et al., 2010; Rugman & Verbeke, 2004; Yeung et al., 2001).

2.3.2 Regional Integration

Controlling and coordinating both internal and external activities can be complex for MNCs since the
MNC'’s networks are spread across the world (Dicken, 2011, p.121). Coordination refers to the
management and alignment of activities and resource commitments across organizational units to

ensure a clear and consistent relationship between them (Ensign, 1999, p. 297). Controlling refers to

17



the processes through which the organization monitors, evaluates, and guides these activities to ensure

they are in line with overall strategies and objectives (Ensign, 1999, pp. 309-310).

Dicken (2011, p.121) conceptualizes MNCs as networks within networks, suggesting that firms must
integrate their coordination and control mechanisms to remain competitive in an increasingly complex
and geographically dispersed global environment. In response to this organizational complexity,
MNCs often introduce intermediate governance structures to facilitate coordination across

geographically proximate markets (ibid, pp.130, 135).

One of the main responsibilities of RHQs is to integrate the parent company’s activities within the
region. This involves coordinating and controlling the activities of the firm’s affiliates, as well as
acting as a link between the HQ and its affiliates within the region (ibid, p. 135). Also, one of the
main purposes of RHQs is to implement a regional strategy to intensify regional integration, which
emphasizes coordination and local responsiveness within each region (Verbeke & Asmussen, 2016,

pp. 1063,1067).

Regional integration refers to the organizational process through which MNCs coordinate and manage
subsidiaries within a geographically defined region under a common regional structure. This process
often involves a redistribution of decision-making authority across corporate, regional, and national
levels (Rugman & Verbeke, 2004, pp. 5-6; Yeung et al., 2001, p.165; Verbeke & Asmussen, 2016,

p.1061).

As a consequence of this redistribution, the roles and mandates of subsidiaries are often redefined (Li
et al., 2010, p.9). National units that previously operated with a high degree of autonomy may become
increasingly interdependent within the region, as strategic and operational decisions are centralized at
the regional level. In some cases, firms may even introduce SRHQ to manage growing coordination
demands, thereby adding further layers to the governance structure. When a SRHQ is established, the
autonomy of national subsidiaries tends to decrease, as decision-making authority is shifted to the
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SRHQ. At the same time, authority is delegated from the RHQ to the SRHQ, which reduces the

relative power of the RHQ while centralizing decisions at the sub-regional level (ibid, pp. 24-25).

2.3.3 Management styles within regionalized multinational corporations

Regionalization implies a shift in the management style within MNCs, moving from traditional
centralization or controlled decentralization toward more strategic coordination and integration in
managing subsidiaries (ibid, 2010, p.6). Decision-making authority is no longer concentrated only at
the HQs but is increasingly delegated to RHQs or SRHQs. Depending on market conditions, industry
pressures and available resources, some decisions may be centralized at the regional level, while
others remain at the corporate or national level (ibid, p.6). However, while authority may move from
the corporate level to the regional level, national subsidiaries are increasingly required to coordinate

decisions across borders within the regions (ibid, p.6).

2.4 Strategic Implications of Regional Integration

Regional integration enables firms to consolidate activities such as production, logistics, and
marketing across countries within a region. By coordinating demand and standardizing selected
processes, firms can achieve economies of scale. This allows firms to exploit scale efficiencies that
would not be possible if subsidiaries were to operate independently (Rugman & Verbeke, 2004, p.13).
At the regional level, scale advantages can often be achieved more realistically than at the fully global
level due to similarities in market conditions and institutional environments within regions (Li et al.,

2010, p.8).

Integration also allows MNCs to share resources and capabilities across borders, within a region.
These resources may include technological know-how, managerial expertise, brand assets, digital
platforms, and governance-related systems. By leveraging common capabilities across subsidiaries
located in multiple countries, MNCs can leverage knowledge and capabilities developed in one unit

and apply them in others, improving overall competitiveness (ibid, 2010, p.10).
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Beyond facilitating knowledge transfer, operating across national borders also allows firms to benefit
from differences between countries. For instance, by locating value chain activities where location-
specific advantages are most favorable, such as lower labor costs, specialized knowledge, or access to
key markets (Rugman & Verbeke, 2004, pp. 11-12). In practice, these advantages are often realized
within regions rather than globally, as most multinational enterprises concentrate the majority of their
activities and sales in their home region (ibid, pp. 4-6). Regional integration therefore allows firms to
combine efficiencies and capabilities across nearby countries, although this also increases

interdependence and coordination demands within the organization.

At the same time, increased organizational interdependence and coordination demands may give rise
to new organizational challenges. When an MNC adopts a regional strategy, it requires more
collaboration across borders, providing access to new knowledge in foreign markets. While sharing
knowledge across borders may create benefits, it also entails costs associated with managing
dispersed knowledge activities (Berry, 2014, p.869). According to Berry (2014, p.871), this could
result in duplication of knowledge, inefficiency and increasingly complicated organizational

structures.

In addition, operating across countries and regions requires MNCs to navigate different cultural norms
and regulatory environments. Achieving alignment between countries therefore requires effective
coordination across teams and subsidiaries to ensure consistent communication and coherent
organizational practices. Resource allocation also becomes increasingly important at the region level
to optimize the performance (Jain, 2024, pp. 28-29). As Jain (2024, p.30) emphasizes, managing
global-local dynamics requires continuous strategic adaptation supported by innovation, collaboration,

and responsible leadership.

Beyond coordination and institutional complexity, regional strategies also raise structural questions
regarding the allocation of responsibilities and the division of roles between the RHQ and the SRHQ
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(Lietal., 2010, p.9). When tasks and authority are transferred from the RHQ to the SRHQ,
uncertainties may emerge concerning mandates and the overall role of the RHQ within the
organizational structure. Such organizational change can reduce clarity regarding responsibility and
create uncertainty about who holds decision authority. Consequently, decision-making processes may
become complex as regionalization redistributes responsibilities across organizational levels (ibid,
2010, p.10). These structures and coordination highlight the importance of understanding how

decisions-making processes are organized and enacted within integrated regional structures.

2.5 Decision-Making Within Integrated Regional Structures

According to Rugman and Verbeke (2004, p. 6), multinational corporations operate across regions
that differ significantly in their economic and institutional environments. As a result, managerial
decision-making cannot be uniform across all markets, since strategic priorities and leadership
approaches often vary between regions. Decisions that are appropriate in one market may therefore
require different patterns of action and coordination in another (ibid, p. 6). When activities are
coordinated across corporate, regional, and national levels, decisions are rarely made at only one
level. Instead, they emerge through interaction between actors who hold different responsibilities and
knowledge. Within integrated regional structures, decision-making is therefore typically multi-level

(Kim et al., 2003, p.332).

Decision-making can be explained as a process, rather than a single event. It typically unfolds through
several stages, including problem identification, information gathering, evaluation of alternatives,
implementation, and review (Koziol-Nadolna & Beyer, 2021, p. 2376). Access to relevant information
plays an important role across these stages, as the quality of the decisions depends on the availability
and interpretation of information. This suggests that decision-making is not only sequential but also
dependent on how information is generated, shared, and used within the organization.

As decision-making is a process that develops over time, it involves multiple activities and actors,

rather than being isolated choices. At the same time, these processes are embedded within
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organizational structures. Decision-making processes often follow organizational hierarchies, where
top management holds the final authority, even though input from lower-level managers and

employees may be considered (ibid, 2021, p. 2377, 2380).

HQs may define overall strategic priorities, regional units coordinate initiatives across countries, and
national subsidiaries adapt and implement decisions in their local markets. As Andersson et al. (2007,
p- 803) argue, MNCs can be understood as federative organizations rather than strictly hierarchical
structures, where power and influence are distributed across headquarters and subsidiaries. Decision-
making therefore depends not only on formal authority but also on bargaining processes and the

exchange of knowledge and resources between organizational units (ibid, p.803).

While MNCs contain formal hierarchy relationships, the organization is also shaped by informal
relations, as members of the organization need to discuss, inform, coordinate actions and make joint
decisions on a daily basis (Nelson, 2001, p. 797). Informal relationships arise through interactions
between individuals (Rank, 2008, p. 147). Organizations often use organization charts to map the
formal relationships by drawing lines and boxes that illustrate who is responsible for what and where
(Nelson, 2001, p. 800). The chart shows the span of control of each manager and who reports to
whom. However, organizational charts do not capture the informal relationships that can influence
formal structures. For example, two organizations with identical organizational charts could still
function very differently due to the informal relationships that develop within the organization (ibid,

p. 800).

Verbal communication and face-to-face meetings contribute to the informal structure within
organizations. For example, small talk during lunch breaks or participation in company sports teams
can strengthen informal ties (ibid, p. 798). These interactions help build relationships within the
organization and go beyond formal roles defined in organizational charts (ibid, pp. 798-800).
Employees often communicate directly with one another rather than strictly thorough hierarchical
channels, which leads to the development of informal relationships (ibid, p. 798). Nelson (2001, p.
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797) argues that informal networks formed through everyday interaction play a crucial role in shaping
relationships and coordination within organization and organizations cannot only be understood
through formal hierarchical structures (ibid, pp. 798-799, 815). The informal relationships also tend to
follow vertical patterns, as junior-level employees strategically build ties with higher-level managers
in order to increase visibility and career opportunities, while higher-level actors in the top of the
organization use informal ties to gain more direct influence and involvement in organizational

processes (Rank, 2008, p. 799).

2.5.1 Headquarter-subsidary decision-making

Research on headquarters-subsidiary relations shows that decision rights are influenced by where
knowledge is located and how much control is required (Hoenen & Kostova, 2015, p.105). In regional
contexts, this challenge becomes particularly pronounced. MNCs often need to delegate decision-
making authority to subsidiaries because decision-relevant knowledge is dispersed across geographic
locations. Subsidiaries typically possess detailed knowledge about local markets, technologies, and
institutional environments, making local decision-making necessary. At the same time, headquarters
and regional levels remain responsible for coordinating activities and maintaining alignment across
the organization (ibid, p.105). Managing this balance between delegated decision authority and

organizational coordination therefore becomes a central challenge for multinational corporations.

Several mechanisms may support effective regional decision-making in MNCs. Clearly defined
decision rights and governance processes can reduce uncertainty regarding responsibilities across
organizational units (Hoenen & Kostova, 2015, pp.105-106). Formal coordination mechanisms such
as meetings, planning systems, and standardized reporting procedures can further improve
transparency and alignment across subsidiaries (Martinez & Jarillo, 1989, pp.490-493). Horizontal
collaboration and knowledge-sharing across countries are also important when decisions involve

multiple national units (Michailova & Paul, 2014, pp.381-382). In addition, RHQs may function as
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intermediary actors that coordinate between global headquarters and subsidiaries, managing multiple

reporting lines and control mechanisms across the organization (Ambos & Mahnke, 2010, p. 410).

However, regional decision-making also involves challenges. Even within relatively similar regions,
differences in culture, communication styles, and organizational routines can influence how decisions
are discussed and interpreted (Rosa et al., 2020, p.1047). As more actors become involved in joint
decision processes, the need for alignment increases (ibid, p.1047). In addition, Rugman and Verbeke
(2004, p.6) argue that strategies often differ across regions, which implies that decision patterns may

also vary rather than follow one uniform global model.

Despite these insights, there is still limited empirical understanding of how decision-making processes
are coordinated within established regional structures that are becoming more integrated. Prior
research has mainly focused on structural design, whereas less attention has been given to how
decisions are initiated, discussed, negotiated, and finalized in practice across regional layers.
Examining these processes is therefore essential for understanding how regional integration translates

into coordinated organizational action.
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2.6 Theoretical Conceptualization
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Figure 1: Theoretical Conceptualization constructed by the authors.

We developed a theoretical model that is illustrated in figure 1, which is structured around key themes
identified in the theories, illustrating how these themes are interconnected within the context of an
MNC operating in a global environment. The purpose of the model is to provide a simplified

overview of the central theoretical themes and their relationships within the organizational structure.

The green box represents the tension between global integration and local responsiveness as firms
must continuously balance global integration with the need for local adaption (Kostova et al., 2016,
p-179). This is included as Kostova et al. (2016, p.179) highlight the importance of how this
integration-responsiveness tension shapes how firms structure their organization and distribute
decision-making authority. The Global HQ must try to balance this tension, leading to the HQ
adopting a regional strategy (Li et al., 2010, p.29). The purple box illustrates the establishment of a
RHQ, which is a part of the regional strategy. MNCs can choose to establish RHQs for several

reasons, but the most common reason is to better meet local conditions and consumer needs, which
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also are illustrated in the model (Yeung et al., 2001, pp. 160-161; Rugman & Verbeke, 2004, p.14;

Verbeke & Asmussen, 2016, pp. 1055-1056, 1061-1062).

The arrows between the HQ and the RHQ illustrate that regionalization involves a shift from
traditional centralization toward controlled decentralization in managing subsidiaries (Li et al., 2010,
p- 6). The RHQ is then granted decision-making authority and is responsible for delegating and
coordinating decisions across subsidiaries within the region (ibid, p.10). The one-way arrow between
the RHQ and subsidiaries in the model illustrates how a regional strategy increases coordination and
centralizes strategic and operational decision-making at the regional level (ibid, p.9). The second one-
way arrow, from the subsidiaries to the RHQ illustrates how a regional strategy may reduce subsidiary

autonomy while increasing interdependence and coordination across markets (ibid, pp. 24-25).
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3. METHOD

In this chapter, the methodological approach of the study is presented. This includes the research
philosophy and approach, research design, and case selection, followed by a description of the data
collection methods and analysis process. Finally, considerations regarding research quality, ethical

aspects, methodological limitations and the use of artificial intelligence are discussed.

3.1 Research Philosophy and Approach

The purpose of this thesis is to provide new insights into how increasing regional integration
influences decision-making processes within an increasingly integrated regional structure. An
interpretivist research philosophy is therefore considered as appropriate as interpretivist research aims
to develop richer understandings and interpretations of social contexts and phenomena (Saunders et
al., 2023, p. 150). Interpretivism emphasizes that individuals understand situations differently
depending on their backgrounds, for example in culture, experiences and social context, which in turn
also can influence how organizational processes are understood and perceived by organizational
members (ibid, 2023, pp.150-151). For this reason, we believe that an interpretivist research
philosophy is suitable as it is important to understand the organizational members' different
perceptions of the reorganization. This approach provides us with a deeper understanding of the

phenomenon.

Furthermore, the study adopts an abductive approach, meaning that the research moves between
empirical data and theory. This contrasts with deductive and inductive approaches, which move either
from theory to data or data to theory (ibid, 2023, p.158). The abductive approach is appropriate
because the topic of this thesis emerged from observing an organization that already had a regional

strategy but underwent a reorganization towards increased regional integration. As there is limited
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prior research on this specific phenomenon, an abductive approach enables the study to move between

empirical observations and existing theory in order to develop new insights (ibid, p.158).

3.2 Research Design

This study adopts a qualitative single case study design, with the aim of investigating how increasing
regional integration influences decision-making processes within an MNC operating through an
increasingly integrated regional structure. The choice of research design is guided by the research
question and aims to ensure coherence between the research purpose, the type of data collected, and

the analytical approach used (Saunders et al., 2019, p.145).

A qualitative research design is appropriate for this study as it focuses on understanding social and
organizational processes through the perspectives and experiences of the participants. Since this thesis
examines internal decision-making processes within an organizational structure, a qualitative method
enables a deeper understanding of how increasing regional integration influence decision-making

across organizational levels (ibid, p. 145)

Within this qualitative study, a case study approach is used. Case studies are common in business
research when the goal is to understand a phenomenon in its real-life organizational context (Saunders
et al., 2023, p.163). This study uses an embedded single-case design. This means the organization is
the main case, while different departments or working groups within it are treated as smaller units of

analysis (ibid, p. 197-198).

The case can be described as a combination of exploratory and explanatory. It is exploratory as it aims
to develop a deeper understanding of internal decision-making processes within integrated regional
structures, an area that has received limited attention in previous research. At the same time, it is
explanatory, as the study seeks to understand how these processes are coordinated and why certain

challenges and patterns emerge. (ibid, p. 197-198)
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3.3 Case Selection

This thesis examines Beiersdorf, which is an MNC with HQ in Hamburg, Germany and with
subsidiaries operating across the world. The company is divided into several regional areas, with one
RHQ located in Gothenburg, Sweden. The Nordic region consists of Sweden, Norway, Finland,
Denmark, and Iceland, all of which have offices in their respective countries, except Norway, whose
employees are based in the Swedish office. The Swedish office is the largest within the Nordic region,
consisting of approximately 80 employees, while the Finnish office has around 12 employees, the
Danish office 7 employees, and the Icelandic office 3 employees. In addition to the office-based
employees in Sweden, the organization also includes sales representatives working in the field across
the market. The Nordic countries have been organized as a regional unit for many years, but the
region has recently experienced increased internal integration and closer collaboration across national

subsidiaries.

This reorganization provided the foundation for selecting Beiersdorf as the case for this study as it
raised questions regarding how decision-making is affected by becoming more regionally integrated
while still operating under the same parent company. We believe that Beiersdorf offers a relevant
empirical setting for exploring this phenomenon considering that there is limited prior research on

decision-making dynamics within established regional structures.

Beiersdorf's global governance structure further strengthens the relevance of this case. The company
operates with responsibilities allocated across different defined regional areas. The Executive Board
allocates responsibilities to managers across the different regions, while regional and national
managers are responsible for coordinating operations within their respective regions (Beiersdorf,
2024, p. 27). This governance structure makes the Nordic region a relevant context for studying how
increasing regional integration influences decision-making processes across multiple organizational

levels.
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Furthermore, although the Nordic region is often perceived as culturally and institutionally
homogeneous, notable differences can still be observed (Smith et al., 2003, p. 491). The combination
of similarity and variation makes the Nordic region an especially relevant context for exploring how

decision-making processes within a MNC are integrated at the Nordic regional level.

3.4 Data Collection Methods

The primary source of empirical data in this study consists of semi-structured interviews with
employees within the Nordic organizational unit of Beiersdorf. Semi-structured interviews made it
possible to prepare a set of guiding questions while maintaining flexibility to explore relevant topics
that emerge during the conversation (Saunders et al., 2019, pp. 179-180). This method is appropriate
as the objective is to understand participants’ experiences and interpretations of organizational
processes. Secondary data is used to provide contextual information and to support the triangulation

of the findings (ibid, p. 218).

Combining primary and secondary data enables the study to examine both participants' perceptions of
decision-making processes and the organizational context in which these processes occur, which

strengthen the overall empirical foundation of the study.

3.4.1 Primary data

Fifteen interviews were conducted with employees holding different positions within the Nordic
organization at Beiersdorf, including Nordic managers, functional managers and team members. An
overview of the respondents is presented in figure 2. The participants were selected using purposive
sampling, meaning that individuals were chosen based on their involvement in decision-making and
coordination within the regional structure (Saunders et al., 2019, p.321). Including participants from
different roles allowed the study to capture multiple perspectives on how decisions are discussed and
coordinated across countries. Respondents are categorized as managers and non-managers based on

their formal job titles, where employees with “manager” in their title are referred to as managers,
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while employees without a managerial title are categorized as non-managers. In addition, respondents
are identified by the country office they are based in, such as Sweden, Norway, Denmark, Finland or
Iceland rather than by their Nordic role, as the country context is relevant for the analysis of regional
decision-making processes. Although the Norwegian respondents are organizationally part of the
Swedish office, they are referred to as Norwegian respondents due to their responsibility for the

Norwegian market.

The respondents were contacted via email, which included a brief description of the thesis, its
purpose, and what participation would involve. They were informed that participation was voluntary
and that their responses would be treated confidentially. The interviews were conducted either in
person or digitally through Microsoft Teams depending on practical availability. Each interview lasted
approximately 45-60 minutes. Prior to the interviews, participants were informed about the purpose of
the study and asked for consent to record the conversation. Recording the interviews allowed the
responses to be documented accurately and supported the subsequent transcription and analysis

process (ibid, p.268).

An interview guide containing open-ended questions was prepared beforehand. The interview process
started with conducting a pilot interview, both to test the relevance of our questions but also to gain a
deeper understanding of the organization to be able to get the most out of the remaining interviews.
The interviews were conducted in either Swedish or English, depending on the participant’s preferred
language. During the interviews, some of the information was manually transcribed by the authors to
ensure that no information would be lost when transcribing the recordings afterwards. After the
interviews the recordings were transcribed using Microsoft Word in order to prepare the material for

analysis.
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Country Respondent Role Date Duration Interview Type
Sweden R1 Non-manager 2026-03-20 45 min In Person
Sweden R2 Manager 2026-03-20 50 min In Person
Sweden R3 Manager 2026-04-08 45 min Online
Finland R4 Manager 2026-04-01 60 min Online
Sweden RS Non-manager 2026-04-01 45 min Online
Norway R6 Manager 2026-04-01 50 min In Person
Sweden R7 Manager 2026-04-01 45 min In Person
Sweden RS Manager 2026-04-02 50 min Online
Iceland R9 Manager 2026-04-07 45 min Online
Denmark R10 Non-manager 2026-04-07 50 min Online
Finland RI11 Manager 2026-04-08 50 min Online
Sweden R12 Manager 2026-04-08 60 min Online
Norway R13 Manager 2026-04-08 45 min In Person
Sweden R14 Manager 2026-04-08 45 min In Person
Sweden R15 Manager 2026-04-13 45 min In Person

Figure 2: List of respondents in this study

3.4.2 Secondary Data

In addition to the interviews, secondary data was collected to gain a contextual understanding of the
organization. The secondary material that was used includes company reports, internal presentations,
and information from the company’s official website. These sources were used to deepen the
understanding of the company’s governance structure, regional organization, and the broader industry
context in which the Nordic unit operates. The secondary data was used to provide background
information and to contextualize the interview findings. By combining interview data with
documentary sources, the study strengthens its empirical foundation and enhances the credibility of

the findings through data triangulation (Saunders et al., 2019, p. 218).

32



3.5 Data Analysis

The empirical material was analyzed using a qualitative thematic analysis. This approach was chosen
as it enables a systematic identification and interpretation of patterns within the qualitative data.
Therefore, it is suitable for examining how increasing regional integration influences decision-making

processes within a regional organizational structure (Saunders et al., 2019, p. 651).

3.5.1 Familiarization and Coding

The first step of the analysis was transcribing all recorded interviews. This was done to structure the
material and develop a better understanding of the data. The transcripts were read several times to
gain a clear understanding of the content and to identify initial patterns. For example, during this
stage, recurring points such as “unclear roles and responsibilities after the reorganization” and “strong

control and influence from headquarters ”” were noted as early observations.

Following the transcription, the material was analyzed using thematic coding. This involved assigning
labels to segments of text that captured important aspects of decision-making processes and regional
coordination. For instance, statements describing weekly Nordic meetings were coded under “formal
coordination”, while descriptions of daily communication through messages and calls were coded as

“informal coordination”.

The coding process combined both deductive and inductive elements. Themes from the theoretical
framework, such as “integration vs responsiveness” and “multi-level decision-making”, were used as
a starting point. At the same time, new themes emerged from the data, which were not explicitly

defined beforehand but were emphasized by several respondents.

In practice, relevant parts of the text were highlighted using different colors, where each color
represented a specific theme. For example, all parts about decision-making speed were marked in one
color, while parts about coordination were marked in another. To further structure the analysis, an

Excel document was created for each respondent, where key points were summarized under each
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theme. For instance, one column included all statements related to “coordination mechanisms”, and
another “perceived challenges”. This made it possible to compare how different respondents described

similar issues.

In this way, the empirical material was organized into meaningful categories related to the research

questions, enabling a clearer overview of patterns across interviews (Saunders et al., 2019, p. 664).

3.5.2 Theme Development and Comparative Analysis

These codes were then grouped into broader themes. The material was first reviewed individually and
then compared and discussed to reach a shared understanding of the themes. The analysis involved
moving back and forth between the themes and the original data to ensure that the interpretations

reflected the participants’ statements in a correct way.

The next stage of the analysis focused on identifying patterns across the interviews. The responses
were compared across participants in different roles, functions, and countries. This made it possible to
identify similarities, differences, and relationships in how decision-making processes were perceived

and enacted within the organization.

While this comparative approach was not fully planned from the beginning, it became clear during the
analysis that experiences differed depending on organizational position and market context.
Differences between roles and functions were identified in terms of coordination challenges, while
comparisons across countries highlighted how cultural differences, variations in resources, and market
size influenced collaboration. This process made it possible to move from individual answers, toward

more general patterns within the Nordic organization.

3.5.3 Linking Empirical Data to Theory

Finally, the identified themes were linked to the theoretical concepts presented in the theoretical
framework. Instead of only matching themes to existing concepts, theory was used to explain and

deepen the understanding of the findings. For example, themes such as regional integration,
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coordination mechanisms, and decision-making were not only identified in the data, but also analyzed

through theory to understand why these patterns appear in the organization.

The theoretical framework also played an important role throughout the analysis process. Since it
guided the study design and interview guide, it helped shape the initial coding by pointing to key
areas of interest. At the same time, the analysis remained open to new insights from the data. This
means that the empirical findings were also used to challenge or develop existing theory. This reflects
the abductive approach of the study, where the analysis moved back and forth between theory and

data to improve understanding.

Linking the findings to theory made it possible to go beyond description and explain what drives the
patterns in the data. For example, differences in decision-making speed were understood through
coordination needs and interdependence, while challenges in collaboration were explained through
organizational complexity and the balance between integration and responsiveness. In this way,
theory helped explain relationships and trade-offs in the organization, rather than only describing

them.

This step strengthens the study by connecting the findings to existing IB literature, while also showing
how decision-making works in practice within an integrated regional structure. It allows the study to

both support and add to existing theories on coordination and decision-making in MNCs.

3.6 Research Quality

Ensuring research quality is an important aspect of qualitative research. Qualitative research often
measures the quality of the research by credibility, dependability, confirmability and transferability

(Saunders et al., 2019, p.217).

Credibility refers to that the research findings are trustworthy and reflect the participants' experiences
and perspectives (ibid, p.217). To ensure this in the study of this thesis, semi-structures interviews

were conducted to allow the participants to provide more detailed answers on their experiences. Also,
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follow-up questions were asked when needed to ensure a clear understanding of the participants'
responses. The responses from the interviews were also discussed between the researchers after each
interview session to minimize the risk for individual bias (Saunders et al., 2019, p. 218); Ahmed,

2024, p.2).

To ensure dependability, which means ensuring that the research process is transparent and reliable,
the different stages of the research process were documented (Saunders et al., 2019, p. 217). By doing
s0, it allows others to replicate the study by following the same procedures and at the same time,
gaining insight into the reasoning behind every decision that were made during the research process
(Ahmed, 2024, p. 2). For example, an interview-guide was used to enhance dependability, which
ensured that all participants were asked the same questions and all interviews were following a theme,

which contributed to a more transparent data collection process.

The findings of the study are based on the participants' responses in order to ensure objectivity (ibid,
p-2). To ensure confirmability in the research, the findings are not influenced by the researchers
personal opinions (ibid, p.2). To strengthen this, quotations from the interviews were used in the
thesis to illustrate that the findings are grounded in the participants' respondents and a summary of the

responses is presented in the thesis.

To enhance the potential for transferability, the study contains full descriptions of the research
context, participants and methods (Ahmed, 2024, p.2; Saunders et al., 2019, p. 217). In doing this, it
allows the reader to assess the transferability of the findings to other settings which the reader is
interested in (Saunders et al., 2019, p. 217). For example, this study may provide insights that could

be applicable to similar regional MNC structures.

3.7 Ethical Considerations

This study is built upon individuals' answers and therefore it is important to consider ethical principles
y p p p p

as researchers (Saunders et al., 2019, p. 258).
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To protect the participants’ anonymity and confidentiality, several key measures were implemented.
Specifically, all interviews were conducted independently throughout the process, and only available
for the authors. Saunders et al. (2019, p. 249), emphasizes the importance of confidentiality and
ensuring that no data will be shared to anyone if promised. The participants were informed by e-mail
that no confidential data will be shared with anyone other than the authors. The identities such as
name, gender and age were kept anonymous in the study. This fosters trust and encourages the
respondents to answer transparently. Anonymity ensures that information about who participated in
the interviews is kept confidential, and the responses in the interviews cannot be used to identify the
source (ibid, p. 249). The participants approved the interviews to be recorded before each interview,
and information about data usage was provided. Furthermore, the interview questions were asked
openly and broadly to avoid sharing detailed company-specific data, which Saunder et al. (2019,
pp.263-264) highlight as crucial when interviewing in organizations with confidentiality

requirements.

Finally, to ensure complete confidentiality, all records, notes and transcripts were deleted after the

thesis was completed, in line with the recommendations by Saunders et al. (2019, pp. 279-280).

All personal data were handled in accordance with the General Data Protection Regulation (GDPR)

(ibid, pp. 276-277).

3.8 Methodological Limitations

This thesis is conducted as a single-case qualitative study due to limited time. On one hand, focusing
on a single-case can gain greater depth by interviewing several individuals within one organization
rather than a few individuals across multiple organizations. On the other hand, this might limit the

generalizability of the findings (ibid, pp. 299, 309).

The study adopts an embedded design, as it includes interviews with several managers representing

different roles within the organization (ibid, p. 199). However, the interviews were conducted with a
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limited number of employees, mainly managers, which may create a risk of bias and limit the

representativeness of the findings (ibid, pp. 299, 309).

3.9 Use of Artificial Intelligence

The thesis has utilized artificial intelligence (Al) to enhance the overall readability and clarity of the
text. ChatGPT, which is a generative Al tool, has been used by the authors to improve language and
readability in the thesis. However, all Al-generated content has been critically reviewed and revised
by the authors to ensure accuracy and academic quality. The written work remains the original

product of the authors and is supported by academic references.
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4. EMPIRICAL FINDINGS

This chapter presents the empirical findings obtained from interviews with employees within
Beiersdorf’s Nordic organization. The respondents represent a range of various positions, functions,
and levels of responsibility, including both managerial and non-managerial roles.

The structure of this section follows the research questions and is organized around key themes
identified in the empirical material. Each theme is directly linked to one of the research questions (1—
4), meaning that the first theme addresses the first research question, and so on. The theoretical
framework guided the research questions and interview guide, which means that the themes also are

influenced by the theoretical framework.

4.1 Theme 1: Decision-Making Across Global, Regional and Local Levels

4.1.1. Global - Regional - Local Structure

The findings indicate that decision-making within the Nordic organization takes place across multiple
organization levels, involving global, regional and local actors. The respondents describe how
strategic decisions are typically initiated at the global HQ and then implemented by the Nordic
markets. However, they can have input and the flexibility to adapt decisions to local conditions in

certain areas, such as sales and marketing.

“I get to be involved in many discussions, especially in processes where I have responsibility or
ownership. There I can be involved and influence decisions. But I am not as involved in higher-level
decisions, although I sometimes get to contribute ideas and suggestions.” (Respondent 5, non-

manager, Sweden).
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Respondent 1, a non-manager from Sweden, explains that there has been a shift towards greater
regional adaptation due to the recognition that customers differ across markets and that the

headquarters does not possess detailed knowledge of each local market.

4.1.2. Decision-Making Authority and Local Adaption

The findings further indicate that decision-making involves both top-down and bottom-up elements.
While strategic direction is often set at the global level, local markets can contribute input based on
their market knowledge. However, the degree of influence differs depending on the decision and the

organizational level involved.

Likewise Respondent 10, a non-manager from Denmark, Respondent 4, a manager from Finland,
Respondent 9, a manager from Iceland and Respondent 6, a manager from Norway, all explain that
decisions are not only made at the global-level, there are still many decisions made locally, but within

a global framework that needs to be followed.

“We have the freedom to act locally, but within frameworks set by the Nordic and global levels.
However, much of the decision-making is steered from Gothenburg and the headquarters. We can
suggest ideas, but if they do not originate from larger markets, they are less likely to be

implemented.” (Respondent 9, manager, Iceland.)

Although there is room for local adaptation, respondents also emphasized that global frameworks

must be followed and that strategies and long-term plans are set by the HQ.

“There are guidelines and some elements that I cannot change, but otherwise I can make decisions

locally.” (Respondent 11, manager, Finland.)
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In contrast, respondents express different perceptions regarding the level of centralization within the
organization. Respondent 3, a manager in Sweden, describes the organization as more centralized
compared to a few years ago. Similarly, Respondent 1 highlighted that Sweden accounts for the
largest share of sales in the Nordic region, suggesting that this market has significant influence on
decision-making. At the same time, the Respondent describes that the Nordic organization has
become more flexible. In contrast, Respondent 8 perceives the organization as less centralized today.
Overall, the organization is described as having experienced cycles of centralization and

decentralization over time.

“Previously, there was more room for local adaptation. It tends to move in cycles, and now it feels

like it is shifting back towards greater local adaptation again.” (Respondent 8, manager, Sweden).

This development is also reflected in how respondents describe changes in the level of control from

the global headquarters.

“Historically, we have been very strictly controlled at the global level, which meant there was not
much freedom. However, we now see that this is starting to change and that we are moving towards
more flexibility. A consumer in Asia does not behave in the same way as a consumer in the Nordic
region. Looking back, I think it may have been too top-down. There is now a growing realization that
consumers are different in the different markets, and therefore it is not possible to apply the same

strict guidelines across all markets.” (Respondent 1, non-manager, Sweden).

4.1.3. Regional Decision-Making and Implementation

Managers within the Nordic team describe that decisions are often implemented at the Nordic level

and once a decision has been made, it is communicated to the different local markets.

“Gothenburg has a coordinating role, as many central functions are based here. It helps align

processes, drives Nordic initiatives, and acts as a hub.” (Respondent 3, Manager, Sweden).

41



Decision-making at the regional level, particularly among Swedish organizational members regardless
of position, is described as involving discussions between members before decisions are implemented.
However, respondents highlight that Sweden acts as a hub and has the strongest influence on

decision-making.

At the same time, organizational members in local markets within the Nordic region point out that

decisions are primarily communicated through the Nordic teams at the RHQ.

“We don’t interact much with the global level; most communication and decisions come through

Sweden and the Nordic organization.” (Respondent 10, Non-Manager, Denmark).

Respondent 14 describes the decision-making process as one in which decisions often originate at the
global or Nordic level and are then discussed with commercial teams in each country, who in turn
communicate them within their teams. Respondent 14 who holds a Nordic managerial position in
Sweden, further describes the process as “a combination of a top-down approach and discussions

between different organizational levels”.

4.2 Theme 2: Coordination mechanisms in Decision-making

4.2.1 Formal Coordination Mechanisms

The findings show that formal coordination within the Nordic organization mainly takes place through
structured meetings and cross-functional collaboration across markets. Respondents describe Nordic
and cross-functional meetings as central mechanisms for aligning activities, sharing updates, and

coordinating work between countries and functions.

These meetings are typically held on a weekly or bi-weekly basis and involve participants from

different Nordic markets and organizational functions. Several respondents explain that the meetings
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are used to discuss campaigns, market activities, performance, and ongoing projects. For example,
Respondent 2 (manager) describes how Nordic meetings provide an opportunity to raise questions and
exchange experiences across markets, while Respondent 4 (manager) explains that weekly meetings

are used to share results, campaigns, influencer activities, and learnings.

The findings also indicate that formal coordination mechanisms become particularly important in a
regional structure where activities increasingly need to be aligned across markets. Through recurring
meetings and structured communication channels, employees gain insight into ongoing activities in

other countries and are able to coordinate decisions and initiatives at the Nordic level.

At the same time, the extent of formal coordination differs depending on role and responsibility
within the organization. Respondents with Nordic responsibilities generally describe a greater need
for structured coordination across markets, while employees with more locally focused roles

participate less frequently in cross-market coordination activities.

4.2.2 Informal Coordination Mechanisms

In addition to formal coordination mechanisms, the findings show that coordination also takes place
through ongoing informal interaction between employees across the Nordic markets. Several
respondents describe how colleagues frequently communicate through messages, calls, or Teams

discussions to coordinate activities and solve issues in daily work.

Respondent 6 (manager) explains that coordination is continuous, noting that it rarely goes more than
a few hours without communication. Similarly, Respondent 1 (non-manager) describes how
employees often contact colleagues in other markets when facing similar challenges, rather than
relying solely on formal meetings. This type of coordination is described as more flexible and
immediate, allowing employees to quickly exchange information and support each other in

operational tasks.
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At the same time, respondents highlight that informal coordination can be limited by workload and
time constraints. Employees in smaller markets, in particular, describe that responsibility for multiple

categories and tasks reduces opportunities for additional interaction across markets.

4.2.3 Knowledge Sharing and Communication

An important aspect of coordination identified in the findings is the sharing of knowledge and
experiences between the Nordic markets. Respondents emphasize the importance of exchanging best
practices, campaign results, and local insights, although the extent of knowledge sharing varies

depending on role and function.

Some respondents participate in regular cross-market discussions where knowledge is shared in a
more structured way, while others rely more on informal communication channels. Several
respondents also highlight that stronger interaction between markets could improve both coordination

and collaboration across the organization.

“It is important to have in-person meetings between markets, especially at the start of a
reorganization, as they make it easier to understand who to contact and each person’s
responsibilities. Workshops would also help clarify roles, responsibilities, and new tasks.”

(Respondent 7, Manager, Sweden)

At the same time, respondents describe that knowledge sharing is not always consistent across the
organization. Several explain that successful outcomes are more commonly shared, while challenges

and unsuccessful initiatives receive less attention.

“We mainly share things that work well, but we could improve by also sharing what did not work. The
biggest challenge is time, as the workload is high, especially in smaller markets where one person is

responsible for many categories.” (Respondent 6, Manager, Norway)
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Many respondents also express a desire for more opportunities for interaction across the Nordic
region, as stronger personal relationships are perceived to facilitate communication and collaboration

over time.

4.3 Theme 3: Perceptions of efficiency and collaboration

4.3.1 Decision-making speed and coordination demands

The interviews indicate that perceptions of decision-making speed differ depending on the type of
decision and the level involved. Smaller, local decisions are generally perceived as faster, while larger

decisions involving multiple markets or higher organizational levels are seen as slower.

Several respondents explain that decision-making in the organization can take time because it requires
data, alignment, and input from different organizational levels. One respondent describes the decision-

making process as follows:

“For smaller decisions, we are quite fast, especially since we have a lot of local autonomy. But bigger
decisions, like introducing a new brand, take more time because they involve more stakeholders.”

(Respondent 9, Manager, Iceland)

Decisions that involve multiple markets are also described as slower, as they require alignment across
different countries and organizational levels. Respondent 10 (non-manager, Denmark) and
Respondent 9 (manager, Iceland) both highlight that these processes can take considerable time due to
the need for approvals and coordination. Local autonomy allows faster decisions, while coordination

across markets and involvement from headquarters make the process more complex and slower.

The decision-making process is also experienced differently depending on the position held and the
market in which organizational members operate. For example, Respondent 9 from Iceland and
Respondent 10 from Denmark both explain that the process can take considerable time and in some

cases, too long for smaller markets. The respondent from Iceland highlights that this can create
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challenges as there are too many processes and slow approvals procedures, which negatively affect

the market.

4.3.2 Complexity in the decision-making process

The findings show that decision-making processes are often perceived as complex, particularly when
multiple organizational levels and markets are involved. Several respondents explain that decisions
frequently require several rounds of discussion and alignment before implementation, especially when
coordination is needed across the Nordic markets. Decisions initiated at the global or regional level
are often passed down to the Nordic markets for evaluation and local adaptation, which adds further

steps to the process.

Respondents also highlight that the Nordic countries are not always perceived as sufficiently distinct
at higher organizational levels. While the global headquarters often approaches the Nordic region as
one unified market, employees within the region emphasize that there are significant differences
between the countries in terms of customer behavior, regulations, and ways of working. As a result,
decisions developed at higher organizational levels do not always fit all local markets equally well,

creating a need for additional coordination and local adaptation.

In addition, geographical distance between the Nordic markets is described as limiting informal
interaction. Several respondents explain that when colleagues work in the same office, discussions
and decisions can often be handled quickly through informal conversations. In contrast, collaboration
across markets relies more heavily on scheduled meetings and formal communication, which makes
coordination more time-consuming. This suggests that complexity in the decision-making process is
not only related to organizational structure, but also to the practical conditions of cross-market

collaboration.
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4.3.3 Perceptions of collaboration

The findings indicate that collaboration within the Nordic region is generally perceived as having
improved over time. Increased interaction and knowledge sharing have contributed to a stronger sense
of working as one Nordic organization rather than as separate national units. Respondents describe
how the reorganization has increased collaboration across markets and reduced the separation between

countries and functions.

Respondent 1, a non-manager in Sweden, describes this development as a shift from “four separate
teams” toward “one big Nordic team.” Similarly, Respondent 3 (manager) explains that performance
is increasingly viewed from a Nordic perspective, which creates greater interdependence between

markets and encourages collaboration across countries.

Several respondents also emphasize that increased collaboration has improved efficiency in some
areas, particularly through reduced duplication of work and greater sharing of resources and

knowledge across markets.

“We no longer work in silos to the same extent. Now, one person can do the task instead of four

countries working on the same thing separately.” (Respondent 1, non-manager, Sweden)

At the same time, the findings show that collaboration also introduces new challenges. While closer
coordination improves alignment between markets, respondents describe that it can also create
additional steps and dependencies in daily work. Differences in working styles, communication
patterns, and market conditions continue to influence how collaboration functions in practice, even if

respondents perceive these differences as decreasing over time.

Several respondents further explain that problems often arise when alignment and role clarity are not
established early in the process. In such situations, additional adjustments and discussions are needed

later, which can reduce efficiency.
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“There have been major changes. It would have been beneficial to work more inclusively from the
beginning and involve different perspectives. There has been a gap between the overall plan and the
daily work. It would have also been helpful to create a better understanding of different ways of

working from the start.”
(Respondent 15, Manager, Sweden)

Overall, the findings suggest that increased regional collaboration is generally perceived positively
and has strengthened coordination across markets. However, collaboration also increases the need for
alignment and communication, which can make processes more complex and time-consuming in

practice.

4.4 Theme 4: Challenges in Regional Decision-Making

4.4.1 Time constraints, Collaboration and Communication Challenges

Changes within global organizations take time for organizational members to adapt to, which was

highlighted by several respondents.

A common concern raised by several respondents was the limitation of time. The manager from
Iceland pointed out that global processes are too slow for smaller markets such as Iceland, and that
decision-making can take too long due to the involvement of multiple stakeholders. Similarly,
Respondent 1 highlighted that, as part of a German global company, decision-making processes are

highly standardized, which often results in longer processes involving many actors.

“Decision-making processes often take quite a long time, which can sometimes be frustrating.
However, this is also due to the fact that it is a large global organization where decisions need to go

through multiple levels.” (Respondent 5, non-manager, Sweden).

Some respondents suggest that certain processes could be handled more at the Nordic level as a way
to improve efficiency in daily work. Examples mentioned include sales presentations, product
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information, and various documents required across markets. After the increased regional integration
between the Nordic countries, documents are now more widely shared across brands and departments
within each country. However, one respondent highlights a suggestion for further improving

efficiency:

“There is potential to improve efficiency through more shared Nordic processes, but this is
challenging due to different timelines and dependencies on global information.” (Respondent 6,

manager, Norway).

However, even if some respondents suggest that some processes could be common between the
Nordic countries, it is also noted that the limitation of time remains as a challenge. This is especially

described by Respondent 6:

“The biggest challenge is time, as the workload is high, especially in smaller markets where one

person is responsible for many categories.” (Respondent 6, manager, Norway).

A topic discussed during the interviews was how collaboration between the countries functions, which
was perceived differently among the respondents. Some experienced that it works well and has
improved following the reorganization, while others believe there is still room for improvement,
particularly in terms of increased transparency and clarity in decision-making processes. According to
Respondent 12, this would help ensure that all Nordic markets understand the underlying purpose of

decisions and can work more efficiently based on their local conditions.

“It is about anchoring why things are done. It is easy to move forward without explaining the
purpose. It is important to provide clear rationales, especially since different markets have different

resources.” (Respondent 12, manager, Sweden).

Another recurring suggestion for improving collaboration was to introduce more frequent joint

meetings and enhance knowledge sharing across markets. Respondent 10, a non-manager in Denmark,
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highlights the importance of increased cross-country meetings, while also noting that time constraints
present a challenge, as employees are often very busy and may find it difficult to prioritize such

Initiatives.

4.4.2 Challenges of Geographical Distance in Nordic Collaboration

Several respondents highlight the importance of face-to-face interaction for effective collaboration
across the Nordic markets. In particular, activities such as workshops or visits to other offices are
perceived as valuable for building relationships and improving day-to-day communication. This is
especially emphasized by employees in local subsidiaries, who experience a lack of informal, daily
interactions following the reorganization, as collaboration across markets has increased. In contrast,
respondents note that employees located at the Nordic headquarters in Gothenburg may find it easier
to collaborate due to their physical proximity and greater access to colleagues, enabling more

spontaneous communication.

As one respondent from Finland explained:
“Most of the main touchpoints are in Sweden. So sometimes it can feel a bit different being in a
smaller country compared to being in the Nordic hub in Gothenburg. It is not that we are missing

anything, but the feeling is a bit different.” (Respondent 11, manager, Finland).

Similarly, the importance of physical proximity for collaboration is further emphasized:
“It is much easier when you sit in the same office and can just ask someone directly. Working
remotely works, but it is not the same as being physically together.” (Respondent 11, manager,

Finland).

4.4.3 Role Ambiguity and Responsibility Challenges

Another challenge emphasized following the reorganization was that the introduction of new roles and
the formation of new teams sometimes led to uncertainties regarding responsibilities, which in turn

could result in a duplication of work, certain tasks being overlooked or information being lost.
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The findings indicate that the reorganization and increased regional integration have introduced new
roles and teams, which have affected collaboration and decision-making processes. Several
respondents describe that responsibilities and involvement in decisions are not always fully clear,

particularly when employees from different markets and working methods collaborate more closely.

“We haven't really taken into account that we come from different working methods. It may be

unclear who should be involved in making decisions.” (Respondent 15, Manager, Sweden).

At the same time, other respondents perceive the new structure more positively and describe it as

creating greater clarity and improved collaboration across brands and markets.

“We have always worked across all brands, but the change has brought more clarity. I think ‘One
Beiersdorf” will be beneficial in the long run, as it clarifies responsibilities and improves

collaboration.” (Respondent 9, Manager, Iceland).

One respondent highlighted that differences in ways of working are not always taken into account,
which can lead to uncertainty regarding who is responsible for making decisions. This perspective is

further reinforced by Respondent 14, who explains:

“It often comes down to roles not being entirely clear from the beginning, which creates grey areas
where no one is fully sure who is responsible. In those situations, it becomes important to

communicate and clarify expectations with one another.” (Respondent 14, manager, Sweden).

Respondent 5 experiences that it is sometimes unclear what other markets do and how they operate,
which can lead to misunderstandings. The respondent suggests that clearer communication regarding
each other’s areas of responsibilities and expertise could mitigate this. Respondent 8, further suggests
that systems and tools should be synchronized across countries to ensure access to the same
information and enable more consistent ways of working. However, the challenge remains that newly
introduced roles and organizational structures can make this more difficult, particularly when

employees are not yet familiar with one another.
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4.4.4 Balancing Global and Local Differences

The organization is governed by the HQ in Hamburg with guidelines for campaigns and product
launches, however, there is still need for local adaptation in the different local markets. Both
Respondent 1 and 2 explain that the customer needs comes first, but the global guidelines limit the
local autonomy. At the same time, markets must adapt to local regulations which can create additional

challenges when operating within a regional structure.

Some respondents further highlight that cultural differences and informal relationships also influence

the decision-making process.

“There are cultural differences. For example, in Sweden, more people are usually involved in
decision-making, while in Finland and Denmark decisions are often made more quickly and then
implemented. However, these differences have become smaller over time as we work more

internationally and understand each other better” (Respondent 4, Manager, Finland).

Respondent 1 and 2 further highlighted how cultural differences can affect the decision-making
processes. The global HQ often sees the Nordic region as a single market with identical customer
needs, but the Nordic region is aware that the 5 countries are quite different in, for example, decision-
making processes and communication styles. Respondent 3 describes decision-making in Sweden as
more consensus-oriented compared to other countries, whereas Denmark is perceived as faster and
more direct. Respondent 1 shared an example illustrating cultural differences where the respondent
described a meeting where they were supposed to discuss a shared issue, where all the Nordic markets
participated. The Danish colleagues were very outspoken and immediately expressed that they faced
similar challenges as the Swedish team. In contrast, the Finnish colleague who participated in the
meeting remained quiet throughout the meeting, mostly nodding without showing a clear reaction,
which made Respondent 1 unsure whether the Finnish team wanted to be part of the discussion. The
colleague from Iceland was also quite brief, but still expressed appreciation for the initiative from

Respondent 1. After the meeting, Respondent 1 felt uncertain whether the Finnish colleague might
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have been upset by bringing up the issue. Therefore, Respondent 1 reached out to the Finnish
colleague after the meeting to clarify that it was not intended to be personal, but rather to find a joint
solution. The Finnish colleague responded very positively, saying that the Finnish team had really

appreciated the meeting and the collaboration. Respondent 1 described the situation as follows:

“In situations like this, you learn that people do not always express themselves in the same way.”

(Respondent 1, non-manager, Sweden).

Cultural differences were highlighted by several respondents as something that becomes noticeable in
the collaboration between the Nordic countries. The example above illustrates how such differences
can influence collaboration when countries work more closely together. However, many respondents
did not perceive these differences as a major issue, but rather as a natural aspect of cross-country

collaboration.
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5. DISCUSSION

In this chapter, the empirical findings are analyzed in relation to the theoretical framework. The
analysis is structured around the identified themes and aims to provide a deeper understanding of

how decision-making processes are coordinated within an increasingly integrated regional structure.

5.1 Theme 1: Decision-Making Across Global, Regional and Local Levels

5.1.1 Global-Regional-Local Structure

The findings show that decision-making within the Nordic organization takes place across multiple
organizational levels, involving global, regional and local actors. This aligns with Kim et al. (2003,
pp- 327-329), who argue that decision-making in MNC:s is typically multi-level, involving interactions
between actors at different organizational units. Michailova and Paul (2014, pp. 381-382) describe the
MNCs as a complex organizational system since it consists of multiple interrelated subunits, which is
also reflected in this study, as respondents describe how decisions are made in several steps from the
HQ to the local subsidiaries where several actors are involved. However, rather than simply reflecting
a multi-level structure, the findings suggest that decision-making is highly sequential and layered.
Decisions pass through several organizational levels before reaching local markets. This indicates that
regional integration does not reduce complexity, but may instead increase it by adding more
coordination layers. Li et al. (2010, p.10) argue that when responsibilities are redistributed from HQ
to RHQ, decision-making can become more complex as more organizational levels are involved,

which is consistent with the findings of this study.
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5.1.2 Decision-Making Authority and Local Adaption

Although the organization within the Nordic region is governed by global guidelines from the HQ,
there is still room for adaptation to local market conditions in all the Nordic markets but with some
limitations. The coexistence of global frameworks and local adaption within the organization
highlight the ongoing tension between global integration and local responsiveness (Kostova et al.,
2016, p. 179). While the global integration emphasizes standardized frameworks such as campaigns
and product layouts and control across markets, local responsiveness requires subsidiaries to adapt to
local conditions and consumer needs within each market, which the respondents in this study
described. The results further support the importance to coordinate activities across organizational
units to exploit efficiency and leverage knowledge, while at the same time adapt to national market
conditions and institutional environments (Rosa et al., 2020, pp. 1046-1047, Kim et al., 2003, pp. 327-

329).

At the same time, the local subsidiaries within the Nordic region often express a desire for greater
autonomy in their respective markets than they currently experience. Many respondents in Finland,
Denmark, Norway and Iceland still perceive themselves as being governed by the RHQ in Sweden.
For example, one respondent emphasized that many decisions originate from Gothenburg or the HQs,
and while local subsidiaries can suggest ideas, the ideas are less likely to be implemented if they do
not originate from larger markets, such as Sweden. This challenges the assumption that
regionalization necessarily leads to stronger regional autonomy, as argued by Rugman and Verbeke

(2004, p. 3).

Koziol-Nadolna and Beyer (2021, p. 2380) argue that decision-making processes in MNCs often
follow organizational hierarchies, where top management holds the final authority. This is reflected in
the findings, where local subsidiaries experience being governed by the RHQ, which in turn operates
under global guidelines. However, the findings also suggest that decision-making authority is not only

shaped by formal hierarchical structures. It appears to also be influenced by differences in market size
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and strategic importance, where larger markets, such as Sweden, have a greater impact on which ideas

are prioritized and implemented in practice.

At the same time, Koziol-Nadolna and Beyer (2021, p.2380) highlight that final decisions can be
influenced by input from lower-level managers and employees. This is also supported by the
respondents, who describe being involved in decision-making processes, even though the HQ and
RHQ ultimately have the final say. Beiersdorf’s reorganization appears to be driven more by a
strategic ambition to strengthen cross-market collaboration and coordination than by shifting decision-
making authority from the global HQ to the Nordic region. Furthermore, Rugman and Verbeke (2004,
p-3) argue that MNCs are more regionally oriented rather than globally in order to better meet local
conditions. This is supported by their findings that the majority of MNCs generate most of their total
sales within their home region. The authors also suggest that MNCs choose to establish RHQs to

better adapt to local market conditions.

Lietal., (2010, p.9) argue that following regional integration, the subsidiaries roles and mandates of
subsidiaries are often redefined which can result in reduced autonomy and increased interdependence
within the region, as decision-making becomes more centralized at the regional level. The findings of
this study indicate that local subsidiaries within the Nordic region perceive the organization as
somewhat centralized. This is further supported by a manager at the RHQ, who described the
organization as more centralized today compared to before the regional integration. These findings
align with Li et al. (2010, pp.24-25), who emphasizes that the establishment of RHQs and SRHQs

often leads to increased centralization of decision-making authority.

However, Li et al. (2010, p.6) also argue that regionalization implies a shift in the management style
within MNCs, moving towards greater strategic coordination and integration rather than traditional
centralization. In contrast, the findings of this study suggest that the increased regionalization has in
practice resulted in a perceived increase in centralization among organizational members, as more
decision-making authority appears to be concentrated at the RHQ and HQ levels. This challenges the

view presented by Li et al. (2010), indicating that regionalization may not always lead to more
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distributed coordination, but can instead reinforce centralized control in certain contexts. At the same
time, the findings indicate that this perceived centralization coexists with some degree of flexibility,
which suggest that regionalization does not lead to strictly centralized control, but a combination of
control and adaptation. Respondents described that the global HQ has increasingly recognized the
importance of local adaptation due to differences in consumer behaviour and market conditions across
regions. Several respondents emphasized that consumers in the Nordic region do not behave in the
same way as consumers in other markets, which has contributed to a greater awareness within the
organization that global strategies cannot always be implemented the same across all markets. This
may indicate that the organization is moving towards a more flexible balance between global
integration and local responsiveness, as Kostova (2016, p. 179) highlights that MNCs have to balance

global standardization with adaptation to local conditions and consumer needs to remain competitive.

As one respondent described, the organization has gone through different cycles of centralization and
decentralization over time. While some respondents perceived the organization as becoming more
centralized, others experienced greater flexibility and local adaptation. This suggests that previous
experiences of organizational change may influence how employees perceive and adapt to changes
within organizations. Understanding organizational members’ reactions to organizational change is

important for organizations undergoing change processes (Van Dam et al., 2008, p. 314).

5.1.3 Regional Decision-Making and Implementation

Sweden acts as a central hub within the Nordic region, where decision-making is often coordinated
and implemented at the Nordic level. The office in Gothenburg holds the most resources in the
Nordic, including the Nordic team in top-management positions, as well as functions such as finance
and supply chain. These teams are involved in discussion with both the RHQ in England and the
global HQ in Germany. Several respondents describe how decisions typically move from the HQ,
through the RHQ in England, to the Nordic team in Sweden, before being communicated or discussed

with the rest of the Nordic organization.
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This suggests that decisions are not only made at a single organizational level, but rather emerge
through interactions between actors who hold different responsibilities and knowledge. Therefore,

decision-making can be understood as multi-level as described by Kim et al. (2003, p.332).

Although the findings indicate that the organization is perceived as more centralized, it is not fully
centralized. Andersson et al. (2007, p. 803) argue that MNCs can be understood as federative
organizations, where power and influence are distributed across HQs and subsidiaries. This can also
be observed in Beiersdorf, where some decisions are made at the global level, others at the regional
level and some at the local subsidiary level. While global frameworks are being communicated to the
region, managers at the regional level still have the opportunity to discuss and adapt decisions to the

local market conditions.

At the same time, one respondent describes the organization with a combined top-down approach,
which supports the view of MNCs as a federative structure, where authority is distributed and shaped

through interactions between organizational units (Andersson et al., 2007, p. 803).

5.2 Theme 2: Coordination mechanisms in Decision-making

5.2.1 Formal and Informal coordination

Organizations often use organizational charts to map formal relationships, showing who is responsible
for what and who reports to whom (Nelson, 2001, p. 800). However, the findings in the Nordic region
show that coordination in practice does not follow these structures alone. Respondents describe how
daily work is largely coordinated through informal interactions, such as Teams messages, quick calls,
and direct contact across markets. This suggests that even if formal structures are in place, the actual
coordination seems to be shaped more by informal coordination mechanisms. Formal coordination
mechanisms, such as Nordic meetings, still play an important role in aligning activities across
markets. These mechanisms create shared direction, transparency, and a common understanding of
goals, which is consistent with prior research emphasizing the role of formal systems in integrating

geographically dispersed units (Martinez & Jarillo, 1989, pp. 490-493).
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This reflects the view that MNCs are complex organizations, where coordination relies on a
combination of formal and informal mechanisms (Nelson, 2001, pp. 798-799).The findings also help
explain why similar structures across markets can still lead to different ways of working in practice, as
coordination is largely shaped by informal relationships, communication patterns, and individual

interactions, which vary across markets.

The findings further suggest that the informal mechanism is particularly important when work
requires quick adjustments and continuous alignment across markets. In these situations, informal
interaction becomes central. Through repeated contact, employees build relationships that make it
easier to exchange information, align quickly, and solve problems across markets. Nelson (2001, pp.
798-800) argues that these informal ties become an important part of how coordination actually
works in practice. While formal structures provide a clear framework for roles and responsibilities, it
is the strength of these relationships that determines how smoothly coordination functions in daily
work. This is due to differences in proximity to the RHQ in Sweden, and fewer opportunities to

interact across markets, especially for smaller subsidiaries.

In addition, the recent reorganization has created some uncertainty around roles and responsibilities,
which further limits how coordination works in daily practice. When employees are unsure about who
to contact, or lack established relationships in other markets, they rely more on formal structures. This
supports Nelson’s (2001, pp. 798—800) view that informal coordination depends on relationships built
through repeated interaction. When such relationships are weak, formal structures become more

important for creating clarity.

At the same time, several respondents feel that there has been too little focus on building these
relationships during the reorganization. Due to high workloads, there has been little time for meeting
colleagues in person or setting aside time to get to know each other, including gaining a clear
understanding of each other’s roles and responsibilities. Some respondents also describe a resistance

to reaching out to colleagues through Teams when they do not know the person, have not met them,
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or are unsure about their role and responsibilities in practice. This makes it difficult to know who to

contact and further limits informal coordination.

As a result, both the lack of relationship-building and the lack of clarity limit coordination in practice.
In line with Martinez and Jarillo (1989, pp. 490—493), formal mechanisms such as meetings can
support coordination across dispersed units. In this case, they are also important for helping
employees build the informal relationships needed for smoother and more effective daily

coordination.

5.2.2 The RHQ as a coordination hub

The findings highlight that the RHQ in Gothenburg plays a central role in coordinating activities
across the Nordic markets. However, rather than only functioning as a coordination hub, the findings
suggest that the RHQ also shapes how coordination is carried out across the region. While it supports
alignment, knowledge sharing, and control within the region, as suggested by prior research (Yeung et
al., 2001, pp. 157-159; Dicken, 2011, p. 135), it also influences how strategies are interpreted and
implemented across markets. This means that the RHQ does not only coordinate, but also plays a
central role in translating global strategies into regional actions, while also incorporating input from
local markets. This translation process gives the RHQ influence beyond formal authority, as it
involves prioritizing and adapting strategies in practice. In line with Li et al. (2010, p. 6), this shows
that the redistribution of decision-making authority within regions is not only structural, but also

shaped by how actors interpret and apply it.

At the same time, the findings indicate that this central coordinating role contributes to power
asymmetries within the region. Larger markets, particularly Sweden, appear to have greater influence
over coordination processes compared to smaller Nordic markets. This suggests that coordination is
shaped by differences in resources and strategic importance, rather than being evenly distributed (Li et

al., 2010, pp. 24-25).
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While the purpose of the RHQ is to increase integration and alignment, it may also reinforce the
dominance of certain markets. This affects whose knowledge is prioritized and shared across the
region, which may limit the diversity of inputs in decision-making. In this way, the RHQ not only
coordinates activities, but also reflects and reinforces existing power structures within the

organization.

5.2.3 Knowledge sharing and interdependence

The findings also show that coordination is dependent on knowledge sharing between markets,
although this process is not always structured. This reflects the increased interdependence that arises
from regional integration, where subsidiaries are no longer fully autonomous but must collaborate
across borders to align activities and decisions (Rugman & Verbeke, 2004, pp.5-6). As a result,
coordination increasingly relies on the ability to transfer and integrate knowledge across units within

the organization.

From a theoretical perspective, knowledge sharing is an important mechanism for making use of
different capabilities across markets and improving overall performance (Hoenen & Kostova, 2015, p.
105). However, the findings indicate that knowledge sharing within the Nordic organization is largely
driven by individual initiative, rather than formal routines. This suggests a gap between intended
coordination structures and actual practices, where formal integration does not fully translate into

consistent knowledge exchange (Ciabuschi & Dellestrand, 2012, pp. 214-215).

In addition, the findings show that knowledge sharing tends to focus mainly on successful outcomes,
while unsuccessful initiatives are less frequently shared. This limits learning opportunities across
markets, as valuable insights from failures might not be captured. As Berry (2014, pp. 869—-871)
argues, managing dispersed knowledge activities involves both benefits and costs, including
inefficiencies and incomplete knowledge transfer. The lack of full transparency between markets may
therefore reduce the effectiveness of coordination and weaken the potential gains from regional

integration.
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A possible explanation for this is the presence of implicit competition between markets, as highlighted
by several respondents. Even within an integrated regional structure, subsidiaries may compete for
attention, resources, and influence, which can hinder openness and limit knowledge sharing. This can
be understood through the federative nature of multinational corporations. According to Andersson et
al. (2007, p. 803), MNCs consist of interdependent units with distributed knowledge and influence,
meaning that coordination involves elements of negotiation rather than being purely hierarchical. In
addition, decision-making authority is often linked to where knowledge is located (Hoenen &
Kostova, 2015, p. 105), which may create competition between subsidiaries to maintain influence
within the organization. Taken together, this highlights that coordination within MNC:s is not only

collaborative but is also shaped by underlying competitive dynamics and internal power structures.

5.3 Theme 3: Perceptions of efficiency and collaboration

5.3.1 Decision-making speed across organizational levels

The findings show that perceptions of efficiency vary depending on both the organizational level and
the type of decision. A clear pattern is that smaller, local decisions are seen as faster, while decisions
involving multiple markets or higher organizational levels are described as slower. This suggests that
efficiency is not fixed, but depends on how decision-making is organized across the firm. This pattern
reflects the multi-level nature of decision-making in MNCs, where authority is spread across global,
regional, and local actors (Kim et al., 2003, p. 332). When more levels and units are involved, the
need for coordination increases. More people need to be aligned, which adds steps to the process and
slows it down. This suggests that decision-making speed is shaped less by the decision itself and more

by the level of coordination required across organizational units.

Local decisions are perceived as faster, as they involve clearer responsibility and fewer coordination
requirements. Respondents describe that in those situations, they can act within their own area without
needing extensive alignment, which makes the process faster and smoother. Hoenen and Kostova

(2015, p. 105) argue that decision-making is often placed at the local level, as subsidiaries possess
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better knowledge of their markets. Although the findings indicate that local decision-making can be
perceived as more efficient due to clearer responsibility and fewer coordination requirements, in
practice, most decisions still involve the HQ to maintain global integration. This suggests that the
benefits of local efficiency and faster decision-making are often outweighed by the need for global

alignment.

When decisions involve several markets or come from headquarters, the process becomes slower.
Respondents explain that these decisions require alignment across countries and levels, often through
several rounds of discussion and approval. As Meyer and Li (2022, p. 557) suggest, higher
interdependence increases coordination needs, which slows down decision-making. In this context,
slower decisions are not necessarily inefficient, but reflect the need to create alignment across

markets.

5.3.2 The trade-off between integration and responsiveness

The differences in perceived efficiency can be understood through the Integration-Responsiveness
(IR) framework, which highlights the balance between global integration and local responsiveness

(Prahalad & Doz, 1987, pp. 14-15).

On one hand, global integration requires coordination across markets to ensure consistency and
alignment. This is reflected in the findings, where decisions involving multiple markets or
headquarters take longer because they require input and approval from several actors. Although this
slows down the process, it helps create more consistent decisions and better coordination across the

region (Rugman & Verbeke, 2004, pp. 12—-13).

On the other hand, local responsiveness allows subsidiaries to act based on their own market
conditions. The findings show that local decisions are faster, as they can be made within the local
team without extensive coordination. This highlights how local autonomy supports quick responses,

especially when decisions depend on market-specific knowledge.
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However, this balance is not experienced in the same way across all markets. Respondents from
smaller markets, such as Iceland and Finland, describe how their decisions are often slowed down by
the need for alignment with regional or global levels. Even when they have some local flexibility, it is
limited by broader structures and approval processes. In some cases, global processes are seen as too

slow for local needs.

The respondent from Iceland highlights a clear tension between local market responsiveness and
global standardization. The respondent describes that their team has the strongest understanding of the
Icelandic market, and therefore should have greater autonomy in how they engage with local
customers. A concrete example is the desire to manage a local Instagram account in order to respond
quickly to country-specific trends. However, this is restricted by HQ, which prioritizes centralized

control over branding and communication.

This shows a broader challenge within the organization. While local actors are best positioned to
adapt activities to market-specific conditions, global HQ wants to maintain consistency and coherence
across markets. This reflects the IR framework, where MNCs must balance pressures for global
integration and local responsiveness (Kostova et al., 2016, pp. 179—180). While global integration
supports alignment and consistency, it may reduce the speed and flexibility of local responses, as

increased coordination and centralization limit the ability of local units to act independently.

In line with the IR framework, the example from Iceland shows how competing strategic priorities are
negotiated in daily operations. The restriction of local initiatives, such as market-specific social
media, suggests that the organization leans towards global integration. At the same time, the
frustration expressed by the respondent indicates that this balance may not be fully optimized, as local

units feel like current structures are constraining their ability to perform their best.

5.3.3 Coordination complexity and efficiency trade-offs

The findings show that decision-making processes are often experienced as complex and time-

consuming, especially when multiple markets and organizational levels are involved. Respondents
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describe how decisions move across global, regional, and local levels, requiring several rounds of
discussion and alignment. This suggests that decision-making in MNCs is not a single event, but a
process shaped by interactions between multiple actors (Koziot-Nadolna & Beyer, 2021, p. 2382). As
more actors become involved, the process becomes more dependent on coordination, which increases

both time and complexity.

From a theoretical perspective, this reflects the nature of MNCs as highly interdependent systems
(Larsen et al., 2023, pp. 539-540). As integration increases, decisions in one unit affect others, which
means that coordination is necessary before action can be taken. This suggests that slower decision-
making is not simply a practical issue, but a natural result of operating within a highly integrated

organization.

At the same time, the findings show that increased collaboration across the Nordic region creates clear
benefits. Respondents highlight that collaboration improves alignment, enables knowledge sharing,
and leads to better informed decisions. This supports the idea that regional integration allows firms to
make use of shared knowledge and capabilities across markets (Li et al., 2010, p. 10). However, these

benefits are closely linked to increased coordination, which makes the process more demanding.

This creates a clear trade-off. While collaboration improves decision quality and alignment, it also
introduces additional steps, dependencies, and communication needs, which slow down the process.
As Berry (2014, p. 871) argues, managing activities across dispersed units involves both benefits and
costs, including increased complexity and inefficiencies. The findings therefore suggest that
collaboration does not automatically lead to efficiency, but must be managed carefully to avoid

slowing down daily work.

The findings also show that these challenges are not only structural, but practical. Respondents
describe how geographical distance limits informal interaction, which would otherwise support faster
coordination. When employees are located in the same office, decisions can be discussed quickly
through informal conversations. In contrast, cross-market coordination often requires more formal

communication, which takes more time. This supports Nelson’s (2001, pp. 798-800) argument that
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informal relationships are central for coordination, and that formal structures alone are not enough to

ensure efficient processes.

Overall, the findings show that efficiency and collaboration are closely linked, but often in tension.
Increased coordination improves alignment and decision quality, but also slows down processes due
to higher complexity and interdependence. This suggests that in integrated regional structures,
efficiency is not only about speed, but about how well organizations manage the balance between the

benefits of collaboration and the costs of coordination.

5.4 Theme 4: Challenges in Regional Decision-Making

The increased regional integration at Beiersdorf where employees are expected to work across all
brands and decisions are increasingly taken at the regional level has introduced several challenges.
Increased organizational interdependencies can give rise to new challenges as they require closer
collaboration across borders (Berry, 2014, p. 869). Previous research highlights that while knowledge

sharing across borders can create benefits, it can also entail costs (ibid, p. 871).

5.4.1 Time constraints, Collaboration and Communication Challenges

Several respondents raised the concern regarding time constraints. Although the majority expressed a
positive attitude towards increased collaboration and regionalization, limited time was identified as a
key challenge.. To improve efficiency, respondents suggested that certain processes could be handled
at the Nordic level, however, due to limited time and resources, there is a lack of shared Nordic
documents. This was particularly emphasized by the smaller markets, such as Norway, where
respondents described high workloads that limit their ability to share documents and best practices.
This raises the question of whether the creation of common Nordic documents, for example for
campaigns, could improve efficiency, save time, and avoid duplication of work, or if it will instead
create additional coordination demands and reduce the flexibility of local markets to adapt material to

their specific needs and conditions. As Li et al. (2010, p.10) emphasizes, if organizations share
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capabilities and resources across borders within a region, this could improve overall competitiveness,
which strengthens the suggestion of creating shared Nordic documents to improve the Nordic region’s
overall competitiveness and contribute to greater long-term efficiency through more standardized and

coordinated ways of working, even if it requires additional time and resources now to implement.

Furthermore, the findings indicate that increased regional collaboration also creates greater
organizational complexity, as multiple stakeholders across different organizational levels are involved
in decision-making processes. According to Michailova and Paul (2014, pp. 381-382), when multiple
actors are involved, the MNC becomes a complex organization consisting of multiple interrelated
subunits. The need for interdependencies grows in such organizations and, as seen in Beiersdorf,
when geographically dispersed units are tied together, the need for coordination across the
organization also increases (Meyer & Li, 2022, p. 557). Several respondents emphasized that
increased transparency and clearer communication regarding the underlying purpose of decisions
could improve collaboration and facilitate implementation across the Nordic markets. This is
supported by what Rosa et al. (2020, p. 1047) describe, namely that when more actors become
involved in joint decision-making processes, the need for alignment increases. However, involving
several actors in the decision-making process was also described as time-consuming, since it increases
coordination demands and limits the time available for communication, knowledge sharing, and
alignment across markets. This suggests that time constraints are not only related to workload and
limited resources, but also to the growing complexity of regional collaboration and communication

processes.

5.4.2 Challenges of Geographical Distance in Nordic Collaboration

Another challenge that was highlighted by the respondents, especially from the local subsidiaries, was
the geographical distance in the Nordic collaboration. Some respondents suggested that face-to-face
meetings, workshops or more frequent joint meetings across all five markets could enhance
knowledge sharing between the markets. According to the respondents, this could potentially

strengthen collaboration and increase clarity regarding roles and responsibilities. This could also
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contribute to clearer decision-making processes. If the organization improves the collaboration and
communication across the markets, it may increase transparency and help ensure that all Nordic
markets understand the underlying purpose of decisions, which could enable them to work more
efficiently based on their local conditions. According to Nelson (2001, pp. 798-800), verbal
communication and frequent informal interactions can strengthen relationships, which in turn can
enhance collaboration. However, increasing face-to-face meetings may also require additional time
and resources, which could be challenging due to time pressures and budget constraints, even though

such meetings may create long-term benefits for collaboration and coordination.

5.4.3 Role Ambiguity and Responsibility Challenges

Organizational charts illustrate the formal relationships within an organization (Nelson, 2001, p. 800).
However, although the reorganization of the Nordic organization introduced new roles and teams that
are reflected in these formal charts, Nelson (2001, p. 800) highlights that organizational charts do not
fully capture the informal relationships that influence how work is carried out in practice. In this
study, respondents emphasized that employees located at the RHQ in Sweden have greater access to
colleagues, which facilitates spontaneous communication and the development of informal
relationships. These relationships can strengthen collaboration and extend beyond the formal roles
defined in the organizational structure (ibid, pp. 798-900). In contrast, respondents in local
subsidiaries described a lack of informal interactions and emphasized that stronger informal

relationships could enhance overall collaboration across markets.

The findings further indicate that the reorganization of Beiersdorf created uncertainties regarding
decision-making authority and responsibilities. Although respondents across all five markets express a
generally positive attitude towards the increased regional integration, several emphasized that it takes
time for new roles, teams and routines to become fully established in practice. This has led to
situations where responsibilities are unclear, which has resulted in tasks being overlooked or

information being lost between organizational levels and markets.
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Jakobsson et al. (2021, p. 282) emphasize that decision-related processes can become unclear or
inefficient when responsibilities are distributed across several organizational units without clearly
defined roles. Although organizations can formally define responsibilities and create organizational
charts, it often takes longer for routines, capabilities and relationships to adapt in practice, which may
create misalignments (Jakobsson et al., 2021, p. 282). This can be observed in Beiersdorf, where
employees have transitioned into new roles and teams, while still experiencing challenges related to

unclear responsibilities and coordination across markets.

Previous research further suggests that employees who feel involved in the decision-making processes
related to organizational change tend to develop more positive attitudes toward the reorganization
(Van Dam et al., 2008, p. 317). Van Dam et al. (2008, p. 317) also highlight the importance of
information sharing regarding new roles as this can lead to more positive outcomes of the
reorganization compared to situations where employees feel excluded.

This may explain why several respondents emphasized the importance of discussions, involvement,

and clear communication during the reorganization process.

Van Dam et al., (2008, p. 317) highlights the importance of understanding organizational member’s
reaction to change because it could be beneficial for future organizational transformations and help

organizations prepare for such changes.

The findings in this study, together with previous research on organizational change (Van Dam et al.,
2008, p. 317), therefore emphasize the importance of including employees in decision-making
processes related to organizational change in order to ensure that roles and responsibilities are clear.
Continuous information sharing and involving employees in discussions throughout the
reorganization process may reduce the risk of unclear responsibilities, overlooked tasks and
misunderstandings between teams and markets. However, despite these challenges, respondents in

this study were overall positive toward the increased regional integration and the greater collaboration
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across the Nordic markets, although several respondents highlighted that there is still room for

improvement.

5.4.4 Balancing global and local differences

Cultural differences were also described as influencing decision-making processes within the Nordic
region. Several respondents noted that the global HQ often views the Nordic region as a single market
with similar customer needs. However, respondents emphasized that there are notable differences,
both in terms of communication styles, customer behaviour and needs. Misunderstandings arising
from cultural differences were highlighted by some respondents. For example, Sweden was described
as more consensus-oriented, while Denmark was perceived as faster and more direct. Rosa et al.
(2020, p. 1047) similarly highlighted that even relatively similar regions can differ in culture,
communication styles and organizational routines which can influence how decisions are discussed
and interpreted. As one respondent noted, it is important to understand these differences, as
individuals may work differently and express themselves in different ways. The differences can
influence collaboration when organizations increase cross-border interaction. Importantly,
respondents generally did not perceive the cultural differences as a major issue, but rather as a natural
aspect of cross-country collaboration. This is also emphasized by Rosa et al. (2020, p.1047) who
argue that increased involvement of multiple actors in decision-making creates a greater need for

alignment.
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5.5 Revised Theoretical Conceptualization
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Figure 3: Revised theoretical conceptualization illustrated by the authors.

From our initial theoretical conceptualization, we identified new elements to incorporate into the

model, as illustrated in figure 3.

First, strategic control from headquarters plays a central role. It helps maintain global brand

consistency, but at the same time tends to slow down decision-making processes.

Second, we include coordination and adaptation at the regional headquarters (RHQ) level. The RHQ
acts as an intermediary that interprets global strategies and translates them into the Nordic context.

This involves coordinating across markets while adjusting decisions to regional conditions.

Third, the model reflects the role of subsidiaries, which operate with limited adaptation. They are
responsible for implementing decisions and can adjust to local market conditions, but only within the

boundaries set by global and regional frameworks.
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Finally, the grey box to the left illustrates the outcomes of regionalization. These consequences, such

as increased coordination and interdependence, further reinforce the process of regional integration.
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6. CONCLUSION AND RECOMMENDATIONS

The final chapter summarizes the most important findings of the study that answers the thesis
research questions. The chapter ends with recommendations for Beiersdorf, theoretical and practical

contributions and recommendations for future research.

6.1 Summary and Conclusion

The purpose of this study was to understand how increasing regionalization influences decision-
making within a MNC. Based on a qualitative case study of Beiersdorf’s Nordic organization, the
findings show that decision-making is coordinated across multiple organizational levels within a

largely centralized system, influenced by several factors.

Decision-making within the Nordic organization follows a multi-level process, where decisions are
often initiated at the global or Nordic level, discussed across regional and local organizational units,
and then implemented within the local markets. Although local subsidiaries contribute with market
knowledge and input, final decisions authority often remains centralized at the regional or global
level. This supports previous research suggesting that decision-making is a process involving
information gathering, evaluation of alternatives and interactions between multiple organizational

actors operating formal organizational hierarchies (Koziol-Nadolna & Beyer, 2021, p. 2380).

While previous research often associates regionalization with increased regional decision-making and
greater local responsiveness, the findings of this study suggest a different development (Rugman &
Verbeke, 2004, pp. 3-5). In the Nordic organization, intensified regional integration appears to be

driven less by decentralization of decision-making authority and more by a strategic ambition to
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strengthen cross-market collaboration and coordination. Rather than operating within nationally
separated structures, employees are increasingly expected to work across all brands and Nordic

markets.

In practice, the increased regional integration appears to have resulted in increased coordination
across markets rather than increased local decision-making authority. This can be seen as a natural
outcome, as a certain level of global standardization is necessary in a multinational company such as
Beiersdorf to maintain consistent brand identities and product appearances across markets. At the
same time, the findings show that consumer preferences and market conditions differ between
countries, which suggests that decision-making processes cannot always be fully generalized across
all markets. This highlights an important challenge, which is to balance maintaining a consistent

global brand with responding to local market needs (Kostova et al., 2016, pp. 179-180).

As Yeung et al. (2001, pp. 157-158) explain, RHQs are set up to coordinate activities between global
headquarters and local subsidiaries. The findings here support this view as the RHQ in Sweden
functions as a central coordination hub between the Nordic local subsidiaries and the global HQ, but
also show how this coordination can reinforce a more centralized structure in practice, particularly in
the relationship between the RHQ and local markets. While coordination aims to improve alignment
and consistency across the Nordic region, decision-making authority remains concentrated at the
regional and global levels rather than being decentralized to local markets. This suggests that
influence is not only based on having market knowledge, but also on access to decision-making
processes. In practice, actors closer to the RHQ in Sweden are more involved in discussions and
therefore have a greater impact on which ideas are prioritized and implemented. In addition, decision-
making authority appears to be shaped by how accessible knowledge is within the organization
(Hoenen & Kostova, 2015, p. 105), which may create competition between subsidiaries for influence.
This contrasts with Verbeke and Asmussen (2016, p. 1061), who suggest that regional structures may

increase managerial autonomy, which appears less evident in this case.
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Furthermore, the findings also show that coordination within Beiersdorf relies on a combination of
formal and informal mechanisms. Formal mechanisms play an important role in creating structure and
ensuring that coordination works across markets. Elements such as meetings, reporting systems, and
standardized processes help align activities, clarify responsibilities, and ensure that decisions are
implemented consistently across the Nordic region. These mechanisms provide a necessary

foundation for coordination in a MNC.

At the same time, the findings show that informal coordination plays a key role in making these
structures work in practice, as everyday interactions between employees enable faster communication,
build relationships, and support more flexible and effective coordination across markets. These
findings are in line with Nelson (2001, pp. 797-798, 815-816), who argues that informal verbal
networks play a central role in organizational coordination, as it shapes how communication happens
beyond formal hierarchical structures. However, this study extends Nelson’s perspective by
highlighting how access to these networks is unevenly distributed. Employees located closer to the
RHQ have greater access to informal communication channels and are therefore more involved in
decision-making processes. This suggests that informal networks not only help coordination, but also
influence participation and authority in decision-making. In this way, coordination within the regional
structure is shaped not only by formal mechanisms, but also by how close employees are to each

other, which can reinforce existing hierarchies.

These coordination mechanisms also shape how efficiency is experienced in practice. Local decisions
are perceived as faster due to fewer actors and clearer ownership, while decisions involving multiple
markets are slower due to increased coordination and alignment requirements. At the same time,
increased collaboration improves alignment and decision quality, but also adds complexity to the
process. Overall, this highlights that efficiency in MNC decision-making is not primarily about speed,
but about managing the balance between coordination and collaboration. While integration
strengthens alignment across markets, it also increases coordination demands, making decision-

making more complex and time-consuming (Koziot-Nadolna & Beyer, 2021, p. 2382).
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This trade-off is also viewed differently across organizational levels. While the current structure
focuses on coordination and consistency, respondents from local subsidiaries feel that decisions could
be made faster if they had more autonomy. They feel that their strong knowledge of local markets
would allow them to act more quickly and effectively. However, this is often hindered by the
centralized structure, where decisions need to be aligned across multiple levels and markets. As a
result, decisions are perceived as moving slowly, creating frustration among local actors who feel

capable of making decisions faster, but are required to wait for broader coordination and approval.

The increased regional integration at Beiersdorf has also introduced new challenges, particularly
related to role clarity and collaboration across markets. Unclear responsibilities following the
reorganization have created uncertainty around decision-making authority, which has in some cases
led to inefficiencies such as duplication of work and delays in execution. This reflects Van Dam et al.
(2008, p. 317), who highlight the importance of involving employees in organizational change
processes and continuously sharing information regarding new roles and responsibilities in order to
reduce uncertainty and improve organizational outcomes. At the same time, the findings suggest that
the effectiveness of coordination is constrained by practical conditions, including high workloads and
limited time for employees to adapt to new roles and build relationships across markets. This limits
both informal coordination and the development of shared structures, such as knowledge-sharing

practices, which could otherwise improve efficiency.

Furthermore, strengthening cross-country collaboration and relationship-building may itself require
additional time and resources, creating a tension between investing in coordination activities and
managing day-to-day operational responsibilities. The findings also show that coordination within the
Nordic region is influenced by internal differences between markets. Variations in communication
styles and decision-making approaches affect how quickly decisions are made and implemented,
indicating that regional structures do not eliminate local differences, but instead require them to be

managed within a coordinated framework.

76



Overall, the findings show that increasing regional integration in a multinational corporation does not
fundamentally decentralize decision-making, but rather reshapes how it is coordinated. In the case of
Beiersdorf, increased regional integration leads to more cross-market collaboration and alignment,
while decision-making authority remains largely centralized. As a result, decision-making processes
become more complex, involving a larger number of actors and requiring greater coordination and
alignment across organizational levels. At the same time, informal mechanisms and relationships

become increasingly important for making coordination work in practice.

This means that increasing regional integration primarily influences decision-making by strengthening

coordination and interdependence across markets, rather than by increasing local autonomy.

6.2 Recommendations for Beiersdorf

Based on the findings, several practical recommendations can be suggested for Beiersdorf in order to

further improve coordination and decision-making processes within the Nordic region.

First, the study highlights the importance of strengthening knowledge-sharing across markets. This
could be achieved through more structured shared documents and platforms across markets, where
information, best practices, data and decisions are shared between organizational units and easily
accessible. Improving knowledge transparency can reduce inefficiencies and support more consistent

coordination across markets.

Secondly, focusing on creating clearer role descriptions are needed to reduce lack of clarity in
decision-making processes. The results of this study show that by defining ownership of tasks more
clearly, particularly in cross-market activities, the organization may reduce the risk of duplicated work

and delays in decision-making.

Third, the findings suggest that the organization could benefit from placing greater emphasis on

facilitating relationship-building across Nordic markets. As informal coordination plays a central role
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in practice, strengthening these relationships can improve communication, collaboration and decision-
making processes. This could involve more cross-market workshops, short-term visits and informal
check-ins between employees, this could especially create opportunities for employees based outside

the RHQ in order to build stronger relationships.

The findings therefore suggest that continued success within the regional structure may depend less
on where decisions are made, and more on how collaboration and coordination are strengthened

across organizational units.

6.3 Contributions

This study has the goal of contributing on both a theoretical and practical level. From a practical
standpoint, it provides insights derived from a MNC’s experience of intensified regional
collaboration, which may be relevant for firms seeking to strengthen coordination within existing
regional structures. In addition, the findings may offer reflective insights for the case organization
itself, enabling the firm to observe and reflect upon its own decision-making processes during
increased regional integration. From a theoretical standpoint, the study contributes to the IB literature
by extending existing research on multinational organization and regionalization (Prahalad & Doz,

1987; Rugman & Verbeke, 2004; Li et al., 2010).

Furthermore, previous research has mainly focused on the relationships between HQs and
subsidiaries, while less attention has been given to the relationships and coordination processes within
regions. This study therefore contributes to a deeper understanding of how increasing regional
integration influences decision-making processes across organizational levels within MNCs.
However, decision-making within MNCs may function differently across organizations and
industries, which makes it difficult to generalize how increasingly integrated regional structures

operate in practice.
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6.4 Future Research

Suggestions for future research partly arise from the delimitations of this study. Since not all regions
within Beiersdorf have been examined, opportunities for further research remain. One suggestion
would be to study other regions within Beiersdorf that have undergone similar reorganizations. It
could also be interesting to compare different MNCs that have experienced similar organizational
changes in order to identify differences and similarities in how decision-making and coordination are
managed. Finally, something observed by the authors during this case study was that individuals
perceive organizational change differently depending on their attitudes toward change, which could

also be an interesting area for future research.
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8. APPENDIX

8.1 Interview guide - Manager

Introduction
Before starting the interview, the following information was communicated to the participants:

e The researchers briefly introduced themselves and the purpose of the study.

e The expected duration of the interview (approximately 45-60 minutes) was explained.

e Participants were informed that the interview would be conducted anonymously and that no
identifiable information would be disclosed.

e [t was emphasized that participation is voluntary, and participants could choose not to answer
any question or withdraw at any time without providing a reason.

e Participants were asked for permission to record the interview for transcription purposes.

e It was clarified that the study aims to understand their experiences and perspectives, and that
there are no right or wrong answers.

e The questions were intentionally formulated broadly to avoid the sharing of sensitive or

company-specific information.
About the study:

Our thesis focuses on how decisions are made and coordinated within an international company that
has become more regionally integrated.
In short, we examine what happens to decision-making processes when multiple markets need to work

more closely together within the same organization.

Interview Questions

Role changes - Changes in ways of working
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1. Since collaboration between the Nordic markets has increased, has your role or way of
working changed? If so, how?
2. Can you describe a project where multiple Nordic markets were involved?
a. How did the collaboration work, and what challenges arose?

3. What is your interpretation of “one Beiersdorf”?

Differences between markets
4. Do you experience differences in ways of working between the Nordic markets?

5. To what extent is there room to adapt ways of working to local conditions or preferences?

Communication and knowledge-sharing

6. How do you communicate with each other across the different Nordic markets?

7. How does collaboration work in practice between the markets, for example in joint projects?
a. How are responsibilities distributed?

8. Do you share experiences, ways of working, or best practices with each other?
a. Has this changed as collaboration within the region has increased?

9. Is there any competition between the markets — for example, lack of willingness to share best

practices?
10. Do you have any concrete suggestions for how collaboration between the countries could be

facilitated?

Organizational Structure and Decision-Making Authority
Depending on which market we interviewed in, some questions were asked differently or not asked at
all.
11. Do you make decisions in Sweden that are then implemented in the other markets, or is
decision-making largely decentralized? (only asked in Sweden)
12. If you think about the Nordic organization, what role does (X-Country) have? (only asked in
NO, DK, FI, IS)
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13. Can you describe how a typical decision is made - from idea to implementation - when
multiple Nordic markets are involved?

14. To what extent do the individual Nordic markets have the ability to make their own decisions
or adapt ways of working to local conditions?

15. How do you perceive the balance between guidelines from the global headquarters and

decisions made within the Nordic region?

Final reflections
16. Is there anything you have reflected on during our conversation that you would like to add or

highlight?

8.2 Interview guide - Non-Manager

Before starting the interview, the following information was communicated to the participants:

e The researchers briefly introduced themselves and the purpose of the study.

e The expected duration of the interview (approximately 45-60 minutes) was explained.

e Participants were informed that the interview would be conducted anonymously and that no
identifiable information would be disclosed.

e [t was emphasized that participation is voluntary, and participants could choose not to answer
any question or withdraw at any time without providing a reason.

e Participants were asked for permission to record the interview for transcription purposes.

e It was clarified that the study aims to understand their experiences and perspectives, and that
there are no right or wrong answers.

e The questions were intentionally formulated broadly to avoid the sharing of sensitive or

company-specific information.
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About the study:

Our thesis focuses on how decisions are made and coordinated within an international company that
has become more regionally integrated.
In short, we examine what happens to decision-making processes when multiple markets need to work

more closely together within the same organization.

Interview Questions
Role changes - Changes in ways of working
1. Since collaboration between the Nordic markets has increased, has your role or way of
working changed? If so, how?
2. Can you describe a project where multiple Nordic markets were involved?
a. How did the collaboration work, and what challenges arose?

3. What is your interpretation of “one Beiersdorf”?

Differences between markets
4. Do you experience differences in ways of working between the Nordic markets?

5. To what extent is there room to adapt ways of working to local conditions or preferences?

Communication and knowledge-sharing
6. How do you communicate with each other across the different Nordic markets?
7. How does collaboration work in practice between the markets, for example in joint projects?
a. How are responsibilities distributed?
8. Do you share experiences, ways of working, or best practices with each other?
a. Has this changed as collaboration within the region has increased?
9. Is there any competition between the markets — for example, lack of willingness to share best

practices?
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10. Do you have any concrete suggestions for how collaboration between the countries could be

facilitated?

Organizational Structure and Decision-Making Authority
11. How do you perceive the balance between guidelines from the global headquarters and how
work is actually carried out within the Nordic region?
12. Do you feel that you have the ability to influence decisions, or is your role mainly to
implement decisions that have already been made?

13. Are you able to adapt your way of working to the specific market you are working with?

Final reflections
14. Is there anything you have reflected on during our conversation that you would like to add or

highlight?
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