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EXCECUTIVE SUMMARY 

 

LEO Pharma does not have an explicit gender diversity policy. Despite this, its gender 

distributing in management positions is rather equal, even in contexts where women are 

generally significantly underrepresented. Our research is situated in Morocco and Japan, two 

significantly different contexts, both with regards to formal and informal institutions. 

Throughout our paper, we examine how LEO Pharma has achieved a high degree of gender 

diversity in the its two subsidiaries in Morocco and Japan.  With qualitative interviews, we 

have examined gender diversity in LEO Pharma from the perceptions of individuals in these 

two contexts.    

 

According to our findings, these two contexts have significantly different institutional setups, 

and need to be managed differently by LEO Pharma with regards to gender diversity. Our 

findings indicate that Morocco is divided into two normative institutional setups. Women in 

urban areas seem to be less influenced by traditional pre-defined gender roles, allowing 

them to be more integrated in the workforce and able to reach higher positions. While in 

Morocco, the challenges seem to lie in societal structures that are out of LEO Pharma’s hands, 

in Japan, it seems that misunderstandings and noise in communication in fact can be 

managed by LEO Pharma, enabling both men and women to break out of their pre-defined 

gender roles.  

 

Our findings suggest that values and perceptions regarding gender diversity and the 

corporate culture of individuals in the two subsidiaries seem to align with those of the 

headquarter. LEO Pharma seems to be made up by individuals, with certain culture-cognitive 

elements, making gender diversity occur naturally. It seems that LEO Pharma has achieved 

a high degree of gender diversity through a shared and unspoken tacit knowledge regarding 

gender diversity and equal opportunities between men and women. Thus, we suggest that 

tacit knowledge, rather than explicit and institutionalized knowledge, enables LEO Pharma 

to attain a high degree of gender equality.  
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ABSTRACT 

 

This paper analyzes how LEO Pharma, without having adopted an official gender diversity 

policy, has achieved a high degree of gender diversity in its Moroccan and Japanese 

subsidiaries - two contexts in which pre-defined gender roles often seems to keep women 

from reaching high positions. To answer this, we have conducted a single-case study with 

eight qualitative interviews of female managers in the two contexts as well as two from the 

Danish headquarter, to get an understanding of their perceptions regarding gender diversity 

and the corporate culture within LEO Pharma. Although these two contexts face similar 

challenges regarding gender diversity, our findings show that since they have significantly 

different institutional setups, they need to be managed differently by LEO Pharma. This 

suggests how organizations need to take contextual differences of their subsidiaries into 

account when managing gender diversity. Furthermore, our findings show that the shared 

tacit knowledge, regarding gender diversity and equal opportunities for men and women, 

rather than explicit and institutionalized knowledge, has enabled LEO Pharma to achieve a 

high degree of gender diversity. Thus, gender diversity can be achieved through the ‘right’ 

corporate culture and not necessarily through explicit policies.  

 

Keywords: gender diversity, pre-defined gender roles, institutions, subsidiaries, Morocco, 

Japan, tacit knowledge, organizational culture 
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1 INTRODUCTION 

 

Women remain an untapped resource and face specific challenges in certain contexts, where 

the number of women in the workforce, especially in management positions, remains 

remarkably low. Removing the ‘glass ceiling’ for women to participate in the workforce, will 

allow for companies to use their resources to the fullest.  

 

Our research is situated in Morocco and Japan, two significantly different contexts, that both 

have a rather small share of women in management positions.  The two contexts have quite 

different formal institutional setups, one being a developing economy, and another a 

developed one. Furthermore, these two contexts are especially interesting, since pre-defined 

gender roles and norms highly influences and ‘dictate’ behavior of individuals. While in 

Morocco, informal institutions are influenced by religion and customs, and in Japan, they are 

rather influenced by certain rigid structures and traditions, both contexts seem to face the 

same issue regarding gender diversity in management positions.  

 

The Japanese workforce is highly male dominated. The female share of legislators, senior 

officials and managers only make up 13.2 percent (World Economic Forum, 2018). In 2013, 

the prime minister of Japan, Shinzo Abe, set a goal of achieving higher gender diversity in the 

workforce by aiming at possessing 30 percent of senior positions by women (Coleman, 2017).  

 

Similarly, the Moroccan workforce remains highly male dominated and women only make 

up 26 percent of the labor force (The World Bank, 2018), while under 15 percent of 

management positions and 3 percent of top management positions are occupied by women 

(Setta, 2014). Like the Japanese prime minister, the Moroccan King Mohammed VI has 

enforced policies and reforms to support gender equality.  
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In Morocco, as well as in Japan, informal institutions and traditions highly affect the 

sensemaking regarding gender roles. Although Japan is highly developed in terms of 

economy and formal institutions, certain pre-defined gender roles seem to persist in the 

Japanese mindset and in societal norms. Similarly, pre-defined gender roles highly influence 

the Moroccan society, which is influenced by conservative and religious laws and normative 

institutions. Although the underlying structures significantly differ in these two contexts, it 

seems that challenges prevail for women to break out of these pre-defined roles and enter 

higher positions in the job market.  

 

With a single-case study, we situate our research in LEO Pharma, a Danish multinational 

company, with subsidiaries in both contexts. We wish to understand gender diversity in LEO 

Pharma from the perspectives of individuals in the Moroccan and Japanese subsidiaries. The 

two subsidiaries are influenced by both the headquarter of LEO Pharma and by the 

institutional setups in the two contexts. Although LEO Pharma does not have an official 

gender diversity policy, it has a rather equal overall gender distribution, making LEO Pharma 

a particularly interesting case. Even in contexts, such as Morocco and Japan, where women 

remain underrepresented in management positions, LEO Pharma’s gender distribution seem 

to be well above the national averages. Thus, we wish to examine what it is that LEO Pharma 

is doing differently, enabling it to achieve a high degree of gender diversity, even without 

official goals or policies. Thus, throughout our paper, we seek to answer the following:  

 

Research question: How has LEO Pharma achieved a high degree of gender diversity in 

management positions in Morocco and Japan? 

 

To answer this, we find it important to examine whether or not there is an alignment in 

values and perceptions of gender diversity in LEO Pharma. If the values and perceptions 

regarding gender diversity of its employees are aligned with those communicated by the 

headquarter, it might allow LEO Pharma to achieve gender diversity and equal opportunities 

in its two subsidiaries. Thus, we first of all seek to answer:  
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Sub-question I: How does the perceptions regarding gender diversity and corporate culture 

within LEO Pharma, as expressed by the headquarter, align with the perceptions of 

employees in the two subsidiaries in Morocco and Japan?  

 

Understanding how LEO Pharma in fact manage gender diversity in its two subsidiaries, will 

further allow us to examine how it has achieved a rather equal ratio of men and women in 

these two contexts, where the share of women in management positions, is usually 

significantly lower. Thus, we secondly find it important to answer the following: 

 

Sub-question II: How does LEO Pharma manage differences in contexts and gender 

diversity in its two subsidiaries in Morocco and Japan?  

 

Since LEO Pharma does not have an overall explicit gender diversity policy, we wish to 

examine what, then, LEO Pharma does to ensure gender diversity in the organization. Thus, 

we thirdly seek to answer: 

 

Sub-question III: What is LEO pharma’s strategy for ensuring gender diversity?  

 

 

2 RESEARCH PHILOSOPHY 

 

We adopt a phenomenological research philosophy throughout our paper, a philosophical 

approach that aims at understanding human experiences and actions (Egholm, 2014). With 

phenomenology, we seek to describe and understand certain phenomena as well as how 

these manifest themselves to individuals. The etic perspective is common in natural science, 

where objects are examined from the outside and from the perspective of the observer 

(Egholm, 2014). Thus, the perspective is from the researcher, who observes and examines 

an object. In phenomenological research, on the other hand, the perspective is emic, since the 
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relationship is between a researcher, who observes another subject’s perception of a 

phenomenon or object. Thus, phenomenological research is seen from the perspective and 

understandings of the subject. 

 

An individual’s intentions are conditioned by its lifeworld (Egholm, 2014). The lifeworld 

refers to an individual’s everyday life and experiences, which are conditions for the way 

phenomena manifest to the individual. Lifeworld includes all the subject’s plans, purposes, 

dreams and intentions, which create the starting point for their understanding and 

knowledge. Individuals are seen as intentional actors, as they are acting with intention 

towards something (Egholm, 2014). For us to understand social phenomena, we must take 

the individuals’ intentions as the starting point. 

  

Phenomena can never be independent of how they appear to the subjects and are therefore 

always phenomena for someone, since they manifest themselves differently to different 

subjects in distinct contexts (Egholm, 2014). With regards to ontology, i.e. the nature of 

reality and existence (Easterby-Smith et al., 2015), phenomenology assumes that a 

phenomenon’s being is simply its manifestation (Egholm, 2014). Epistemology, i.e. the 

nature and theory of knowledge (Easterby-Smith et al., 2015), viewed from a 

phenomenological stance, assumes that phenomena cannot be separated from how they are 

experienced and perceived by the individual (Egholm, 2014). The phenomenological 

approach sees ontology and epistemology as interdependent. “The objects only become 

something (ontology), when there is someone who knows them (epistemology)” (Egholm, 

2014, p.103). 

  

From a phenomenological stance, there is no position from where to observe the world 

objectively, since observations will always be subjectively perceived by the individuals 

(Egholm, 2014). On the contrary, the philosophical stance of positivism separates the object 

from how it is perceived. Phenomenology challenges the assumption of distance between the 

knower and the known, since it is based on the belief that phenomena cannot be studied 
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independently of their manifestations (Egholm, 2014). Thus, we can never be able to 

examine the phenomenon of gender diversity in LEO Pharma’s subsidiaries in Morocco and 

Japan, without examining how it manifest itself to, and is experienced by, the individuals in 

LEO Pharma’s two subsidiaries. With our phenomenological view, it is essential that our 

descriptions of the world do not contradict how they are perceived by the subjects who live 

in it. 

 

 

3 METHODOLOGY 

3.1 QUALITATIVE DATA 

 

Examining organizational behavior and corporate culture, as we do with our research, is 

particularly concerned with qualitative investigation (Martin and Turner, 1986). Qualitative 

research depends on social interaction, and is more varied, nuanced and complex than 

quantitative data, which relies on measurable phenomena and statistical data (Saunders et 

al., 2016). In its nature, qualitative data is richer and allows for more ‘thick’ descriptions of 

phenomena than quantitative does. 

 

Gaining a deep understanding of organizational dynamics and organizational experiences 

requires a recognition, that in social and organizational study, much of what we are trying to 

understand is socially constructed (Gioia, 2013). Consequently, studying these social 

constructs requires a focus on the means by which subjects are constructing and making 

sense of their experiences, rather than numbers and measurable phenomena. As quoted by 

Einstein: ‘‘Not everything that can be counted counts, and not everything that counts can be 

counted” (Gioia, 2013, pp. 16). 
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Thus, for us to understand social phenomena inside LEO Pharma, from the perspective of the 

subjects in the Moroccan and Japanese subsidiaries, qualitative empirical data, seen with our 

semi-structured interviews, was indeed more appropriate than quantitative. 

 

3.2 SINGLE-CASE STUDY 

 

We are examining LEO Pharma as a single-case study, since the aim of our research is to get 

a deep understanding of our subjects’ sensemaking and lifeworld, and not to generalize and 

compare phenomena. The single-case study allows us to ‘close-in’ on real-life situations and 

allow for a deep contextual understanding (Flyvbjerg, 2006). In contrast to single-case 

studies, quantitative and comparable studies can often eliminate some crucial aspects of a 

case, to fit it into few variables, and thus take away the complexity of phenomena. 

  

Flyvbjerg (2006) argues that deep contextual-dependent knowledge is more valuable than 

predictive theories and universals. Single-case studies are often misunderstood as being 

biased towards the researchers preconceived understandings, thus making the study 

unreliable and doubtful in the scientific world. However, we agree with Flyvbjerg (2006), 

that case-studies does not contain more bias than other methods. According to Flyvbjerg 

(2006), when examining larger sample sizes, researchers can hold biases that make them see 

only the results suiting their preconceived notions, whereas single-case studies more often 

turn out to go against any preconceived notions. 

  

Critics of single-case study narratives argue that these are difficult, or even impossible, to 

summarize into general propositions, theories and clear scientific formulae (Flyvbjerg, 

2006). However, we agree with Flyvbjerg (2006) that summarizing and generalizing is not 

necessarily desirable. It is in fact a sign that the research concerns a complex and rich issue. 

We believe, as Nietzsche has argued, that “Above all, (….) one should not wish to divest 

existence of its rich ambiguity” (Nietzsche, 1974, pp. 353, as quoted in Flyvbjerg, 2006). A 
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good single-case narrative can capture the complexities and ambiguities of reality.  We 

believe, as Dubois and Gadde (2002), that the best learning-experience stems from in-depth 

case studies, which encompasses a deep contextual understanding, since a phenomenon is 

conditioned by its environmental context. 

  

Some researchers tend to believe that multiple cases provide better explanations and 

validity than single-case studies, as if they rely on some notion of statistical significance and 

generalization (Dubois and Gadde, 2002). Due to the nature of case studies, they cannot rely 

on statistical inference, but need to build on analytical inference. A greater number of case 

studies, by themselves, does not necessarily increase the explanatory power of the study. We 

agree with Dubois and Gadde (2002) that situation specific single-case studies do not 

provide less validity than the study of multiple cases. 

  

If we, on the other hand, had chosen to examine multiple cases, we believe, as Dubois and 

Gadde (2002), that increasing the number of cases would in fact have resulted in certain 

negative effects. Studying multiple cases, with the same resources, results in more breath, 

but less depth (Dubois and Gadde, 2002).  When analyzing interdependent variables in 

complex structures, as we do with our research, we indeed found it more relevant to “go 

deeper into one case instead of increasing the number of cases” (Dubois and Gadde, 2002, 

pp. 558).  

 

3.3 RESEARCH PROCESS 
  

3.3.1 Abduction 

 

The deductive approach to conducting research aims at testing already existing theories and 

developing propositions from them (Dubois and Gadde, 2002). The starting point of the 

deductive approach is in pre-existing theory and concepts, and thus concerns verifying or 



P a g e |  12  
 

falsifying theories through empirical evidence. The deductive approach was not appropriate 

for our research, since we wanted to be open for unexpected insights from our subjects, and 

thus allowing for an unfenced insight into the research issue (Saunders et al., 2016). 

  

The inductive approach, on the other hand, is based on grounded theory, in which new theory 

is generated from empirical data (Dubois and Gadde, 2002). An inductive approach takes its 

point of departure in the collection of empirical data, rather than in the theoretical 

framework. These findings are then subsequently related to the pre-existing literature and 

results in the generation of new theory (Saunders et al., 2016). 

  

As argued by Gioia et al. (2013), focusing too much on pre-existing constructs might not 

adequately capture different understandings and social constructed realities, and thus we 

should rather focus on shaping new concepts and explanations. To develop these new 

concepts, in order to better capture and understand social phenomena, the use of qualitative 

data to inductively develop ‘grounded theory’ is appropriate, as it allows for deep and rich 

theoretical descriptions of specific contexts, within which organizational phenomena occur 

(Gioia, 2013, pp. 16). 

  

Grounded theory is an inductive methodology that allows for the development of theoretical 

accounts grounded in empirical observations (Martin and Turner, 1986). Many inquiries do 

not fit the pattern of existing theory, and thus grounded theory aims at discovering theory 

from data, rather than testing existing ones. Grounded theory makes it possible to capture 

the complexities of the organizational context. 

  

Our research process has taken an abductive approach, which moves back and forth between 

induction and deduction, and thus combines the two (Saunders et al., 2016). Empirical data 

is collected to explore a phenomenon, identify themes and concepts, which are located in a 

theoretical framework, then related to subsequent data collection, and so forth. The new 

insights either build new theories or modify existing ones. 
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3.3.2 Systematic Combining 

 

Our research process has been similar to that of ‘systematic combining’, developed by Dubois 

and Gadde (2002). Systematic combining is an abductive approach to case research (Dubois 

and Gadde, 2002). Studies based on abduction differs from studies based on both induction 

and deduction in the role of the framework. The original framework is continuously modified, 

both due to new and unexpected empirical findings, but also due to new theoretical insights 

throughout the process. Thus, systematic combining develops new combinations and 

explanations through a combination of established theories and new concepts that arise 

from the confrontation with reality (Dubois and Gadde, 2002). With systematic combining, 

the objective is to discover new relationships and variables (Dubois and Gadde, 2002). 

During this process, we, as researchers, must see findings in the light of a theoretical 

framework, which is developed over time, and should not be constrained by having to adhere 

to pre-defined theory. 

  

The main concern in the systematic combining approach is, similarly to that of grounded 

theory, the generation and development of new concepts and theoretical models, as opposed 

to testing current theory (Dubois and Gadde, 2002). However, with systematic combining, 

theory development is stressed, rather than theory generation per se. Systematic combining 

concerns certain refinements of existing theory, instead of inventing entirely new ones 

(Dubois and Gadde, 2002). With our research, we are developing new explanations, based 

on our empirical data, but we are not generating entirely new theory. Systematic combining 

is certainly closer to an inductive approach, than to a deductive one, but stresses the 

conscious interplay between theory and empirical observation more than grounded theory 

(Dubois and Gadde, 2002). 

  

Systematic combining is a non-linear, but path-dependent process, with a continuous 

movement between an empirical world and a model world (Dubois and Gadde, 2002). Our 

preliminary analytical framework consists of some preconceptions and has continuously 
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been developed and reoriented when confronted with the empirical world. Learning occurs 

in an interplay between search and discovery (Dubois and Gadde, 2002). The current 

framework guides the searching process, while discoveries cannot be planned in advance, 

and thus force us to reconsider the pre-existing framework. Some of our initial discoveries 

from interviews have led us to search for new insights that we had not considered 

beforehand. Thus, with the systematic combining approach, the theoretical framework, 

empirical fieldwork and the case analysis evolve simultaneously (Dubois and Gadde, 2002). 

  

We started our research process with the collection of empirical qualitative data, without 

imposing prior constructs and pre-existing theories on the subjects, in order to capture their 

experiences, as authentically as possible (Gioia et al., 2013). Thus, we started our research 

process inductively. If we, on the other hand, had designed our research around existing 

theory, we might have missed some aspects of their sensemaking by imposing our 

preconceptions and understandings on their experiences. Giving voice to the subjects’ own 

experiences allows for the discovery of new concepts, rather than for the affirmation of 

existing ones (Gioia et al., 2013). 

  

Of course, we had some initial thoughts about where the empirical data could lead us. To 

begin with, we thought that our research would concern examining an internal gender 

diversity policy at LEO Pharma. However, as it turned out, LEO Pharma does not have an 

explicit policy regarding gender diversity. Thus, we changed our focus to examining what 

LEO Pharma can do to improve gender diversity in its subsidiaries in Morocco and Japan. 

However, once again, the data collected gave us new insights, as we discovered through our 

interviews with subjects, that LEO Pharma is in fact doing well when it comes to gender 

diversity in the two subsidiaries.  Thus, in opposition to our initial thoughts, the subjects had 

positive experiences with gender diversity in LEO Pharma’s two subsidiaries. Therefore, we 

ended up with focusing on how LEO Pharma has achieved a rather high degree of gender 

diversity. Thus, it has been the empirical data, and not pre-existing theory and explanatory 

models, that has guided our research from the beginning. 
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However, along the process, we began to examine pre-existing theories and concepts, based 

on our findings, which we then had in mind during the analysis of our empirical data. Thus, 

we went from an inductive starting point, to a more abductive research process, moving back 

and forth between data and theory in our analysis. Nonetheless, current theories on the 

subject does not fit completely with our findings and new understandings, and thus we keep 

being critical towards the pre-existing explanatory models, which we challenge with our new 

insights, making us closer to an inductive than a deductive approach. 

 

Our research is exploratory of nature, since we are exploring previously not well-known 

phenomena (Saunders et al., 2016). An exploratory research enables us to ask open 

questions and to gain new insights about our research issue. The flexibility of the exploratory 

research has been an advantage to our study since it has made it adaptable to change. We 

have, with our exploratory focus, been able to change direction, as new data and insights 

arose. Our initial empirical data has given us new insights, which has then steered us in new 

directions, driving us to collect additional data, that we had not initially discovered. Along 

the process, we have shifted between being exploratory in our research to being explanatory. 

With our abductive research process, we have shifted between exploring unknown 

phenomena and aiming to explain them. After conducting our first semi-structured 

interviews, we continuously updated our interview guide throughout the interview process, 

based on new insights and themes. Furthermore, as new questions came to mind throughout 

the data collection process, we found it relevant to conduct additional interviews, for 

instance with the head of global external communication at LEO Pharma. Thus, our data 

collection process has only been semi-structured, since the empirical data continuously has 

taken us in new directions. 

 

3.3.3 Primary Data 

 

As our primary data, we have conducted the following 10 interviews with employees in LEO 

Pharma: 
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 Interviews from LEO Pharma’s Moroccan subsidiary 4 

Interviews from LEO Pharma’s Japanese subsidiary 4 

Interviews from LEO Pharma’s Danish headquarter 2 

 

 

All our interviewees from the two subsidiaries were women and possessed positions at 

management level of different kind. The two interviewees from the Danish headquarter were 

conducted with a vice president and the head of global external communication. 

  

Moreover, we have collected some additional empirical data from both the Moroccan and the 

Japanese context, to further enrich our contextual understanding with regards to gender 

diversity. We found it important to expand our contextual knowledge from the sensemaking 

of subjects outside LEO Pharma, with no relation to the organization. Therefore, we have 

conducted two interviews with female entrepreneurs in Casablanca, Morocco, and one with 

a female Japanese architect. With these interviews, we were able to get a sense of the job 

market and work environment, as experienced by individual women in the two contexts. 

Furthermore, during one of the researcher’s studies at Al-Akhawayn University in Morocco, 

2018, we have conducted six surveys with female university students, in order to understand 

their perceptions and understandings of obstacles for women in the Moroccan workforce 

and gender diversity in their country.  

  

We are aware that our contextual interviews do not represent the situation, with regards to 

gender diversity in Morocco and Japan as a whole, in the same way that our interviews within 

LEO Pharma does not represent LEO Pharma as a whole. All our interviews do not aim to 

generalize, but rather to get a deep and rich insight into their sensemaking. 
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3.3.4 Secondary Data 

 

To support our primary empirical data, we have gathered secondary data from scholarly 

articles, newspaper articles and governmental laws, records and information from Morocco 

and Japan. As researchers, we are aware that various sources, especially newspaper articles 

and political statements, will have some degree of subjectivity. Thus, we do not regard 

information coming from such sources as objective ‘truth’, but as indicators for contextual 

understanding. 

 

3.3.5 Phenomenological Interviewing 

 

We have used Bevan’s (2014) method for qualitative interviewing, for phenomenological 

research, as a guideline for our interview process. Usually, emphasis is put on data analysis 

in a phenomenological manner, and not on how the data is collected with a phenomenological 

understanding in mind (Bevan, 2014). However, it is important to keep in mind, that the 

phenomenological method is a total method, and need to be considered in the data gathering 

process as well. Thus, we have structured our interviews in a way that is in alignment with 

our phenomenological research philosophy. 

 

We are interested in describing our subjects’ experiences and lifeworld, in the way that they 

experience it, and not from a theoretical point of view (Bevan, 2014). It is important for us 

to keep in mind that initial reflection is done by the subjects of our research, who have 

undergone the experiences. Thus, this reflection is the primary interpretation. We gain 

access to the phenomena through the subjects’ reflections and analyses of the situations 

experienced (Bevan, 2014). 

  

When researching a phenomenon, it is important to aim for phenomenological reduction or 

to have a ‘deliberate naiveté’ (Bevan, 2014). We, as researchers, should try to refrain from 
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letting our preconceptions and prior knowledge regarding the phenomenon interfere with 

what we wish to examine. We need to consider the subject’s descriptions of the phenomenon, 

as if it was completely unfamiliar to us.   

  

Throughout our data collection process, we have strived for phenomenological reduction by 

refraining from using our personal knowledge, beliefs and preconceptions, as well as prior 

theory (Bevan, 2014). It was important for us to be self-conscious, and to set aside what we 

already knew about the phenomena, when asking questions, though we know that we can 

never be completely free from our preconceptions (Bevan, 2014). It has been important for 

us to remain faithful to the subjects’ own descriptions of their experiences. 

  

Our interview guide has been structured around Bevan’s (2014) three interview themes: 

contextualization, apprehending the phenomenon and clarifying the phenomenon. 

 

First of all, the contextualization of the subjects’ experiences needs to be established (Bevan, 

2014).  The meanings of their experiences are conditioned by the context in which they 

unfold. Therefore, it is important, as researchers, to situate the experiences that we wish to 

understand in the right circumstances. Contextual descriptions help to provide meaning to 

the experiences, to shed light on the complexity of them and to highlight how the different 

elements of the experiences are interrelated. 

  

We did not immediately start asking questions about gender diversity inside LEO Pharma. 

Contextualizing questions helped us gaining knowledge about the context of the experiences 

and allowed the subjects to reconstruct his or her experiences as a narrative (Bevan, 2014). 

We initially asked open-ended questions, that allowed for detailed context descriptions of 

their career paths, former experiences as women in the job market, as well as their current 

positions, which allowed us to get a contextual understanding of their experiences with 

gender diversity in LEO Pharma’s two subsidiaries. 
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The second theme in our interview guide concerned apprehending the phenomenon (Bevan, 

2014). Here, we narrowed our focus to our key interest, namely gender diversity in LEO 

Pharma’s two subsidiaries. We began to explore the phenomenon more in depth by asking 

our subjects more descriptive questions. Interviewees often describe their experiences 

narratively, emphasizing certain events, which assume an immediate understanding by us, 

as researchers. However, we made sure to not take our initial understandings for granted 

and thus ensured to ask clarifying questions. 

  

With the third theme, clarifying the phenomenon, we try to obtain clarification through the 

use of ‘imaginative variation’ (Bevan, 2014). Imaginative variation can be seen as a mental 

experiment to provide clarity to the phenomenon. Elements of our subjects’ experiences are 

imaginatively changed, allowing us, as researchers, to see the phenomenon from various 

perspectives. Here, we asked them to imagine if LEO Pharma had an explicit gender diversity 

policy and asked them to describe how they think it would potentially have affected them. 

This allowed for our subjects to think about the phenomenon, gender diversity in LEO 

Pharma, in a different way and to confront their feelings about it. 

 

3.3.6 Semi-structured Interviews 

 

Often structure is believed not to fit into phenomenological interviewing. However, we 

believe, as Bevan (2014), that some structure is necessary in the process of questioning, 

without necessarily determining what questions to ask. While structured interviews allow 

for a higher degree of standardization and comparability, more openly structured interviews 

allow for more confidentiality and nuanced description (Easterby-Smith et al., 2015). 

Additionally, a looser structure allows for follow-up questions. It is important not to be 

limited by a too structured framework for the interviews. Since qualitative research is 

exploratory in nature, more open-ended questions are likely to get more nuanced and 

personalized answers, as opposed to pre-coded questions (Easterby-Smith et al., 2015). 

Since it was important for us to understand how the phenomenon manifests to the subjects 
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of our research, less structured interviews allowed them to describe freely how they have 

perceived the phenomenon. In order to properly capture the subject’s understandings and 

intentions, fully open or semi-structured interviews are appropriate (Egholm, 2014). This 

also enables us, as researchers, to create phenomenological reduction, since it allows for 

unconstrained descriptions from the subjects, keeping our prior knowledge and 

preconceptions as far as possible out of the questions. 

  

However, we have chosen to conduct semi-structured interviews, as we found the possibility 

to ‘go with the flow’ and to be able to follow the order of questions as they fitted with the 

conversation (Easterby-Smith et al., 2015). We found it necessary to have some degree of 

structure in the interview guide, which would lead to some intervention and direction, in 

order to cover the essential themes and to produce a clearer understanding in the subject’s 

mind, of what we are interested in knowing about (Easterby-Smith et al., 2015). 

 

3.3.7 About the Researchers 

 

Our phenomenological perspective stresses the importance for us to understand how the 

phenomenon of gender diversity manifests to the subjects in the Moroccan and Japanese 

subsidiaries, without our own preconceptions regarding this phenomenon disrupting the 

understanding (Egholm, 2014). The phenomenological view focuses on the distance 

between the subjects being observed and the observing researcher (Egholm, 2014). 

However, we can never consider us entirely objective (Martin and Turner, 1986), as we can 

never completely distance ourselves from having some unconscious preconceptions (Bevan, 

2014). Thus, for the sake of transparency of our research, we find it relevant to include a 

small introduction of our backgrounds, so for others to clearly follow the possible 

preconceptions, biases and values that might influence the credibility of our research. 

  

We, as researchers, from Copenhagen Business School in Denmark, both have some prior 

knowledge from the two contexts. One of us has studied business with regards to culture and 
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language of the French-speaking countries. She has further lived and studied in both 

Morocco and France, and thus acquired experience and insights in relation to those. The 

other researcher has studied business and culture with regards to Japan and the rest of Asia. 

To further back up the knowledge with regards to Asia, she has lived and studied in Japan, 

thus also acquiring language proficiency in Japanese. 

  

Being two researchers, with two different backgrounds, can further strengthen the 

convergence of observations, thus enhancing the confidence in our findings, while at the 

same time increasing the likelihood of new and undiscovered findings (Eisenhardt, 1989). 

Having two different perspectives has been a help when collecting and analyzing data, since 

we, as two researchers, often can complement each other and capture new and rich findings. 

  

We are aware that these previous experiences and knowledge might create certain biases, 

as our sensemaking and lifeworld are influenced by our contexts. In the initial phase of our 

research, we spent time talking and explaining to each other our possible biases and 

preconceptions, in order for us to be aware of them, and to attempt to eliminate them as 

much as possible. This helped us to fully understand the experiences and phenomena of our 

subjects in relation to their lifeworld (Egholm, 2014). 

 

3.3.8 About the Interviews 

 

We have three considerations regarding our interviews, which might have affected the 

validity of our empirical data to a certain degree. For the sake of validity, we list these below: 

  

Our first consideration is the setting of the interviews. The two interviews with subjects from 

LEO Pharma’s headquarter in Ballerup, Denmark, were conducted ‘face-to-face’. The 

advantage of face-to-face interviewing is that it allows for us to observe non-verbal 

communication and to establish a closer relation between the interviewer and interviewee 
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(Easterby-Smith et al., 2015). In addition to this, the two interviews with the Moroccan 

female entrepreneurs, outside LEO Pharma, were conducted face-to-face in their offices in 

Casablanca, Morocco. This further allowed for grasping the contextual environment and for 

facilitating understandings during the interviews (Easterby-Smith et al., 2015). Another 

interview conducted face-to-face, with the Japanese architect, was conducted in 

Frederiksberg, Denmark, and thus lacked her contextual environment. 

  

The four interviews with the Japanese managers in LEO Pharma, were conducted on Skype, 

with both audio and camera, allowing us to establish trust and capture facial expressions. 

The four interviews with LEO Pharma’s Moroccan managers were likewise conducted on 

Skype. However, in this instance, none of the interviewees were able to use camera, thus only 

allowing for voice transmission. We, as interviewers, still had our camera on, allowing for 

them to establish trust towards us. A consideration regarding these interviews is, however, 

that we were unable to observe non-verbal communication, and the relationship established 

between interviewers and interviewees were not as close, as with the face-to-face interviews 

(Easterby-Smith et al., 2015). 

  

Our second consideration, with regards to our interviews with the managers in LEO 

Pharma’s two subsidiaries, concerns the honesty of their answers. Although the interviewees 

were promised anonymity, they knew beforehand that the final product, including their 

descriptions and perceptions, would be read by some from the headquarter. Consequently, 

they might have been somewhat reluctant to criticize the organization.   

  

The third consideration for us was the possible language barrier in the interviews. The 

interviews were conducted in English, which is not the native language of neither the 

interviewers, nor the interviewees. This might have had an impact on the understandings 

between us and could have resulted in possible misunderstandings. Furthermore, replies 

given in a second, or even third language, might have lacked some nuances, that would have 

been better captured in a native language. Some of the interviews with the subjects in the 
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Moroccan subsidiary were conducted partly in French, which we later translated into English. 

Although one of us has a high proficiency in French, there might be certain nuances missing 

in the translation between two languages. 

 

3.4 ETHICAL CONSIDERATIONS 

 

We have made sure to inform our interviewees of the purpose with the interview, as well as 

who would read the information that they shared with us. We have protected our 

interviewees’ anonymity, by omitting personal information. To ensure confidentiality of the 

information, given to us by the interviewees, the subjects are classified as ‘personal 

communication’ and all names are omitted in the paper. Furthermore, in some parts of the 

paper, we refer to the interviewees with pseudonyms, to differentiate them when needed. 

We, as authors, are familiar the subjects’ real names and positions in LEO Pharma. When 

translating parts of interviews from French to English, we have included both the original 

quote in French, together with the translated version in English, in order to preserve the 

nuances as they were expressed, and thus the true meaning of the descriptions.  

 

 

4 LITERATURE REVIEW 

 

Hofstede’s Cultural Dimensions 

 

Geert Hofstede (2001) proposes five widely used cultural dimensions, categorizing 

distinctive values of a given society for understanding national culture. This allows for 

stereotyping and generalization, and thus for cultures to be comparable entities. His cultural 

dimensions can be used by organizations to serve as a guideline for how to do business with 
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people from a specific country. However, these cultural dimensions do not consider 

differences within countries or individual sensemaking. Thus, Hofstede has been widely 

criticized, as national culture cannot be used as a systematically causal factor determining 

behavior (McSweeney, 2002).  

 

Institutional Theory  

 

Contrary to Hofstede’s (2001) assumption, that it is possible to generalize based on national 

culture, institutional theory can explain the institutional setups, of different local contexts, 

influencing individuals. The two predominant scholars of institutional theory, Douglass C. 

North and William R. Scott, both make a division between formal institutions, such as laws 

and regulations, and informal institutions, such as traditions, norms and customs (North, 

1991; Scott, 2010). Scott further proposes a division of informal institutions into normative 

and culture-cognitive elements, while the regulatory elements constitute North’s (1991) 

formal institutions. These three interdependent elements are distinguished as they provide 

the basis of different social orders in different contexts (Scott, 2010).  

 

Due to Scott’s emphasis on culture-cognitive elements, that shape individuals’ sensemaking, 

we adapt his definition that: “Institutions are social structures that have attained a high 

degree of resilience [and are] composed of cultural-cognitive, normative, and regulative 

elements that, together with associated activities and resources, provide stability and 

meaning to social life (Scott, 2008a, p.48)” (Scott, 2010, p. 6). 

 

Regulative elements are more easily manipulated and changed (Scott, 2010). Unless the 

regulative elements are supported by normative and cultural-cognitive elements, they will 

become superficial and individuals will most likely not follow them. 
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We believe, as Scott (2010) argues with the normative elements, that individuals, as social 

beings, are not only subject to ‘instrumental’ considerations, but also care about their social 

relations to others and the ‘appropriateness’ of their behavior with regards to these. 

 

Scott emphasizes the informal institutions, especially the culture-cognitive elements, which 

‘frame’ individuals’ perceptions and decisions and thus shape subjects’ sensemaking (Scott, 

2010). Scott’s division of the informal institutions into norms and culture-cognitive elements, 

is especially relevant, as it highlights how individuals can become agents in transforming 

their own institutions. 

 

Institutions are not stable but are always in a state of flux (Scott, 2010). The institutional 

environments are not monolithic, as they are often varied and in conflict. Actors are not 

necessarily passive towards institutions and are, in fact, able to disengage from the cultural 

norms in society and actively respond to change them. Interests may mobilize and thus new 

structures can arise (Scott, 2004). Scott’s (2010) culture-cognitive elements are the dynamic 

factors making agents able to change pre-existing institutions.  

 

Corporate Social Responsibility and Institutional Isomorphism 

 

Isomorphism is a constraining process, which forces organizations that faces the same set of 

environmental conditions to become increasingly similar (DiMaggio and Powell, 1983). The 

three types of institutional isomorphisms, developed by DiMaggio and Powell (1983); 

coercive, mimetic and normative, are dictated and changed by the institutions in a specific 

context or organizational field. This links to Scott’s (2010) regulatory, normative and 

culture-cognitive elements that influence contexts, and thus the organizations that operates 

in them. Organizational structure arises from the institutional constraints of the specific 

context (DiMaggio and Powell, 1983). Thus, regulations, as well as norms and perceptions of 

a society, constrains the structures and strategies of organizations.  
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Companies are no longer only evaluated based on their businesses but also on their relations 

to society and are thus expected to be proactive in their goodwill towards society. Diversity 

management is becoming increasingly interconnected with the corporate social 

responsibility (CSR) of companies (Bürhmann, 2017). Coercive institutional isomorphism is 

bound by regulations and pressures from society, that forces organizations to consider e.g. 

CSR strategies, including diversity management, in order to be institutionally legitimized. 

Thus, in order to achieve institutional legitimacy and social fitness (DiMaggio and Powell, 

1983), companies often have to be proactive in their engagement with society, possibly 

making diversity management strategies increasingly similar between organizations within 

an organizational field.   

 

Organizational Culture and Values 

 

After having considered the contextual factors affecting organizations, we furthermore find 

it relevant to consider the organizational level and the dynamics within organizations. Edgar 

H. Schein (1997) understands organizational culture as the basic assumptions that a group 

has developed in response to solving problems of external adaptation and internal 

integration, which are taught to new members as the correct way to think and feel in relation 

to those problems. However, we believe that Schein’s definition of organization culture 

seems to assume that people are able to disregard their individual culture-cognitive 

elements and values that shape their sensemaking, and without question adopt the ‘new’ 

culture that is taught by the group.  

 

However, Schein’s three levels of culture are interesting, as they allow an examination of 

whether or not there is a misalignment between how an organization act, communicate and 

feel (Schein, 1997). Since an organization’s artifacts represent the physical structures and 

observable behavior, they ought to be in alignment with the organization’s espoused values, 

which represent the norms and beliefs communicated by the organization. It is furthermore 

important that these two levels are in alignment with the subjects within the organization’s 
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basic underlying assumptions, referring to the organizational members’ actual norms and 

beliefs. The basic underlying assumptions of the employees in an organization will be shaped 

by the individual’s culture-cognitive elements and previous experiences.   

 

Recontextualization and Semantic Fit 

 

While Schein’s (1997) three levels of culture can examine the level of alignment between the 

stated global organizational culture, and the employees’ true basic underlying assumptions, 

when examining an organization operating in different contexts, with different institutions, 

it is also important to examine the alignment between what is encoded by the organization 

and how it is decoded by individuals in the specific contexts that the organization is 

operating in.  

 

As the encoding of ideas can take form of different symbols, it is crucial to understand how 

these symbols are decoded by the receiver in another context, who assign new meaning to 

those symbols, influenced by the institutional setup (Jandt, 2001). ‘Semantic noise’ can lead 

to misunderstandings between the encoded and the decoded, since the symbols can take 

different meanings (Jandt, 2001). Therefore, it is important to examine the different 

meanings that symbols take by individuals in different contexts.  

 

When international organizations operate in different contexts, their firm assets are 

recontextualized, when they take new meanings in distinct contexts (Brannen, 2004). 

Recontextualization is an ongoing process (Brannen, 2004). Since people, as agents, are able 

to change their own institutions (Scott, 2010), the meanings that they attach to the firm 

assets can therefore change over time. Thus, the concept of recontextualization can help to 

understand how possible noise in communication occurs. We believe, as Mary Yoko Brannen 

(2004), that communication goes beyond the spoken words to include objects, behaviors, 

practices, images and symbols, which all can be referred to as ‘signs’. Thus, ‘firm assets’ also 

comprises ‘soft’ people-dependent processes and not only ‘hard’ technologies. These firm 
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assets are organizational ‘signs’ and have two different components: the signifier and the 

signified. According to Brannen (2004), the misunderstandings of the assumptions about the 

signified of a sign, in the new context, are due to a lack of semantic fit. Thus, semantic fit 

depends on whether or not there is a difference in understandings of the transferred firm 

assets between the company and the given context. Therefore, understanding the contextual 

meanings of the signs can show the degree to which a company has achieved semantic fit in 

its distinct contexts.  

 

The culture-cognitive elements affect how subjects in subsidiaries decode the messages that 

the organization wish to communicate. Therefore, when organizations operate in contexts 

with different institutional setups, noise in the communication between the global 

organization and the subjects in the distinct contexts can arise. However, it is also important 

to take into account that some sort of ‘bridging’ between contexts, that the organization 

operates in, might help to reduce noise in communication. When Harzing et al. (2011) 

describe ‘language barriers’ between contexts, we understand ‘language’ as communication 

in all its forms, thus including behaviors and actions. Here, certain ‘bridge individuals’ 

(Harzing et al, 2011), who have experiences from multiple contexts, and who take part in the 

communication, might serve as ‘translators’ between the differences in meanings attached 

to the firm’s assets.  

 

Cultural Intelligence 

 

The concept of cultural intelligence aim to explain how individuals, by going through certain 

steps, can develop capabilities to effectively understand and communicate with people from 

different contexts, and thus behave appropriately towards them (Thomas, 2006). However, 

these   culture-general capabilities do not take differences in contexts into account (Blasco 

et al., 2012). These capabilities cannot be acquired through quick steps or courses designed 

to avoid or manage potential cultural conflicts, since experiences with intercultural 

interactions are essential to make sense of unknown contexts (Thomas, 2006; Blasco et al., 
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2012). In fact, misunderstandings and conflicts should not be seen as hindering successful 

interactions, since “metacognitive intelligence is developed precisely through exposure to 

differences, misunderstandings and conflicts, and that therefore these should be seen as 

learning moments” (Blasco et al., 2012, pp. 242).  

 

To understand new contexts, we need to accept what we know and what we do not know 

about these certain contexts, which depend on our experiences. Thus, we believe, as Blasco 

et al. (2012), that what is important to understand why individuals behave and think as they 

do, lies in their level of experiences with the specific contexts. Therefore, you can never have 

general knowledge of cultures, and thereby understand and manage individuals, as each 

individual has its own lifeworld and culture-cognitive institutions. 

 

The Double-swing Model 

 

A philosophical approach to intercultural communication is Mueno J. Yoshikawa’s (1987) 

double-swing model. Here, communication is seen as an infinite process. In a dialogue, the 

two individuals are separate and independent, while they are at the same time 

interdependent.  

 

While the notion of cultural intelligence sees misunderstandings and conflicts, due to 

cultural differences, as barriers for successful interaction (Blasco et al., 2012), and thus 

differences between individuals need to be eliminated for companies to manage their 

communication with different contexts, the double-swing model assumes that the dynamics 

that arise through the encounter with these differences can be used (Yoshikawa, 1987). This 

relates to Blasco et al.’s (2012) notion that metacognitive intelligence is developed in the 

meeting of differences, and should not be eliminated, as they are in fact moments of learning. 

 

As earlier mentioned, differences between the encoded and the decoded can lead to noise in 

communication and misunderstandings (Brannen, 2004). However, considering the double-
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swing model, these misunderstandings are not necessarily a negative thing, as individuals 

can learn from these moments of interactions and use their differences to better understand 

each other, while not eliminating the ‘otherness’ of the other (Yoshikawa, 1987).  

 

Images of Organization and Knowledge 

 

Gareth Morgan (1997) challenges how organizations are often understood through one of 

eight different metaphors. According to Morgan, these metaphors are incomplete, as they do 

not consider the human aspect, and thus the complexity and dynamics, of organizations. It is 

important to understand that organizations are not only comprised by rigid structures and 

thus cannot be managed and controlled as mechanical entities.  

 

Michael Polanyi (1987) touches upon the complexity of individuals possessing both tacit and 

explicit knowledge, that control not only their actions, but also their sense-making. Since 

tacit knowledge is unconscious, and has a personal quality, it is difficult to formalize and 

transmit, which makes the human aspect of organizations more dynamic and complex to 

manage. Like Schein’s ‘artifacts’, explicit knowledge is more visible and measurable, while 

tacit knowledge and basic underlying assumptions are invisible and harder to control. When 

a company seeks to institutionalize new practices, rules or technologies, so that they diffuse 

and become legitimated throughout the company (Lawrence et al., 2001), they become 

formalized and explicit knowledge, which might take away some of the dynamics in the 

organization.   

 

Knowledge Creation and Resource-based View  

 

Relating to the notion of knowledge, the concept of ‘ba’ proposed by Nonaka and Konno 

(1998) refers to the shared ‘space’ where individual or collective tacit and explicit 

knowledge creation can take place. Knowledge, which is embedded in these shared spaces, 

is acquired through individuals’ own experiences or through perceptions of other 
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individuals’ experiences. When knowledge is separated from the shared space, and can be 

communicated independently from it, it will turn into ‘information’ or explicit knowledge. 

Knowledge, which reside in these shared spaces, is intangible and tacit, while information is 

tangible and explicit.  

 

We argue that tacit knowledge as well as organizational culture can be viewed as intangible 

resources for organizations. These intangible resources can be important assets for 

sustained competitive advantage, according to the resource-based view (Peng and Meyer, 

2011). Thus, tacit and explicit knowledge might in fact be managed as resources, since 

organizations can create these shared spaces that allow for knowledge creation. The 

resource-based view can aid to understand the internal resources, competencies and 

structures, including policies, within the company, for then to focus on the ones that aid to 

achieve competitive advantage for the company (Peng and Meyer, 2011).     

 

Meritocracy 

 

Advocates of meritocracy argue that organizations, which emphasize meritocratic systems, 

i.e. hiring and promoting solely based on merit or talent, secure that everyone has equal 

chances to advance or getting hired, regardless of factors, such as gender, race or other non-

merit factors (Castilla and Bernard, 2010). However, the ‘paradox of meritocracy’ shows how 

organizations, which are explicitly presented as meritocratic, and that emphasize 

meritocracy as a cultural value, may, in fact, lead to unintended behaviors by triggering 

stereotypes and biases by employers who will end up favoring male employees over equally 

performing female employees. According to Castilla and Bernard (2010), employers might 

end up believing themselves to be more impartial and unbiased than they are and might 

unconsciously permit themselves to act on their underlying biases and stereotypes. Implicit 

gender biases and pre-defined gender roles, stemming from informal institutions can 

actually be triggered as managers might have a higher confidence in the absence of biases of 

their own decisions. Thus, explicit knowledge in organizations may, in some instances, work 
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against its own purpose.  The explicit knowledge, introduced by meritocratic systems in 

organizations, further links to disadvantages of rigid structures in organizations, that might 

take away the dynamics (Morgan, 1997). The human aspect of organizations cannot simply 

be managed by systems put in place, and cognitive biases might still prevail. 

 

 

5 DELIMITATION 

 

The scope of our research is to study the perceptions and understandings regarding gender 

diversity of employees within the Moroccan and Japanese subsidiaries. Thus, we do not seek 

to examine the organization as a whole, or to generalize and compare LEO Pharma with other 

organizations. Our focus is context-based and therefore more complex and non-comparable. 

 

The local employees working in LEO Pharma’s subsidiaries in Morocco and Japan are 

influenced by both the institutions of their contexts and by the corporate culture and values 

within LEO Pharma. Thus, in order to examine our research question: “How has LEO Pharma 

achieved a high degree of gender diversity in management positions in Morocco and Japan?”, 

we need to both consider the context specific environment surrounding the subjects in the 

subsidiaries, and the firm-specific values and corporate culture (as seen in figure 1). We 

choose to use the following theories and concepts to help us understand both the contextual 

and the organizational level:  

 

• Institutional theory: Institutional theory is situated in the context-level, since the 

institutions in Morocco and Japan influence the subjects in the Moroccan and the 

Japanese subsidiaries’ lifeworld and sensemaking (see figure 1).  

• Schein’s levels of organizational culture and values: Schein’s levels of culture are 

situated in the firm-level, since they deal with the alignment of values, perceptions 
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and communication from headquarter and the subjects in the two subsidiaries’ true 

values and beliefs (see figure 1).  

• Recontextualization and semantic fit: Since recontextualization refers to how the firm 

assets of LEO Pharma takes new meanings in the two contexts, and thus whether or 

not LEO Pharma has achieved semantic fit, these are in an ongoing process of 

movement between the firm-level and the context-level. As institutions in the 

contexts change over time, recontextualization of the firm assets is ongoing (see 

figure 1).  

• Yoshikawa’s double-swing model: The double-swing model is situated in the firm-level, 

since it considers whether LEO Pharma uses the ‘otherness’ of the subjects in its 

subsidiaries as learning moments, or if it tries to eliminate it (see figure 1).  

• Images of organization and knowledge: Images of organization and knowledge are 

situated in the firm-level, as it concerns the tacit knowledge within LEO Pharma, 

including in its subsidiaries (see figure 1).  

• Meritocracy: Meritocracy is situated in the firm-level, since it examines the 

consequences of emphasizing meritocracy as an organizational value (see figure 1).  
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We do not examine the organization as whole, and the firm-level theories will focus on the 

relationship between headquarter and the subjects in the two subsidiaries. 

 

Due to our phenomenological and contextual lens, the following theories and concepts might 

be relevant for further perspectives on the subject, but have proven irrelevant for the scope 

of our research:  

 

• Hofstede’s cultural dimensions 

• Corporate social responsibility and institutional isomorphism 

• Cultural intelligence 

• Knowledge creation and resource-based view 

 

In the remaining part of this section, we will further explain our reasons behind our choice 

of theoretical framework. 

 

Institutional Theory 

 

LEO Pharma operates in many different contexts with different institutions. Since the scope 

of our research focuses on the relationship and dynamics between the subjects in the two 

subsidiaries and the context of the host markets, we find it relevant to use Scott’s 

institutional elements in our analysis, as it can help us to understand the local contexts 

influencing the subjects of our research. In order to understand the lifeworld of the subjects 

in LEO Pharma’s subsidiaries in Morocco and Japan, it is important for us to understand both 

the formal institutions, the regulatory elements, and the informal institutions, the normative 

and culture-cognitive elements, influencing them. As we aim to get deep insights into 

individuals’ experiences and perceptions, we find that Scott’s emphasis on the culture-

cognitive elements is more relevant to our research, than North’s understanding of 

institutional theory.   
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We wish to understand the regulatory elements affecting the local employees in the two 

contexts, such as the regulations in Morocco and Japan with regards to gender diversity, e.g. 

employment laws and equality laws. With the normative elements, we can examine the 

norms affecting the subjects’ sensemaking with regards to gender diversity, such as 

traditional pre-defined gender roles in Morocco and Japan. What is considered ‘appropriate’ 

social behavior for the subjects is shaped by the normative elements in the context (Scott, 

2010). LEO Pharma’s subsidiaries in Morocco and Japan are made up of certain individuals, 

with certain culture-cognitive elements, influencing their sensemaking. Examining the 

culture-cognitive elements of the employees inside the subsidiaries, can help us in our 

understanding of how they have achieved a high degree of gender diversity. 

 

The normative and culture-cognitive elements of the individuals within LEO Pharma might 

differ from widely accepted norms and perceptions of individuals outside the organization, 

which might have contributed to increased gender diversity in the Moroccan and Japanese 

subsidiaries. If enough agents in the society in Morocco and Japan can become critical 

towards the widely accepted belief systems and norms and mobilize, society can actually 

change and rules, norms and beliefs can be reconstructed (Scott, 2004). Thus, the agency 

perspective might be able to show how the employees in LEO Pharma might be critical agents 

in their own context.  

 

Organization Culture and Values  

 

To understand the organizational culture and values of LEO Pharma, that influence the 

subsidiaries, we need to examine the organizational level. Since we are trying to understand 

the sensemaking of the subjects in our research, we choose to explore if there are gaps 

between Schein's three levels of culture in LEO Pharma’s organizational culture. 

 

It is important for us to examine whether or not the basic underlying assumptions of the 

subjects in LEO Pharma’s subsidiaries in Morocco and Japan are in alignment with LEO 
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Pharma’s overall artifacts and espoused values. If employees need to act in a certain way, 

according to the headquarter, or if LEO Pharma communicates its values, in a way that 

contradicts the employees’ own values and norms, they will not feel comfortable inside the 

organization. This will enable us to examine if the communicated values regarding gender 

diversity in LEO Pharma are consistent with what LEO Pharma is actually doing and how the 

employees in the two subsidiaries actually feel about gender diversity in the organization.  

 

Recontextualization and Semantic Fit 

 

While Schein’s three levels of culture can help us examine the organizational values and 

culture inside LEO Pharma, we also need to consider how the subjects’ contexts shape their 

sensemaking of the organizational values and culture. There can be ‘noise’ from the 

contextual environment, which can become a liability for LEO Pharma when managing its 

subsidiaries in Morocco and Japan. Thus, to answer our research question, it is also 

important for us to understand the relationship between LEO Pharma, and the contexts that 

shape the subjects, to see how LEO Pharma’s ‘firm assets’ are recontextualized. 

 

The firm assets of LEO Pharma, that we wish to examine, are the organizational culture and 

the tacit knowledge in LEO Pharma regarding gender diversity, and if these take new 

meanings in our subjects’ contexts. Individuals understand gender diversity differently, 

based on their institutional backgrounds. We wish to examine the recontextualization of the 

firm assets by the subjects in the two contexts, and whether or not the decoding of these 

corresponds with the encoding. Thus, we can examine if LEO Pharma has achieved semantic 

fit, or if there is noise in the communication. We furthermore find it relevant to examine if 

LEO Pharma is ‘bridging’ between the different meanings attached to its firm assets, and if 

they have bridge individuals, who have experiences from the contexts, and can help manage 

the noise in the communication. 
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The Double-swing Model 

 

We will use the notion from Yoshikawa’s (1987) double-swing model to see if LEO Pharma 

allows for the ‘otherness’ of the subjects in its subsidiaries, or if it tries to eliminate 

differences between its contexts. We will examine if LEO Pharma uses the dynamics in the 

meeting with the differences of its subjects in the subsidiaries as learning moments, enabling 

them to understand each other. Perhaps everybody does not have to be similar and perhaps 

LEO Pharma can use the ‘otherness’ to understand how the individuals in its subsidiaries 

decode their communication. We will examine if LEO Pharma tries to eliminate the pre-

defined gender roles existing in Morocco and Japan, or if it uses the confrontation with these 

as learning moments to better understand what influences the sensemaking of the subjects 

in its subsidiaries. 

 

Images of Organization and Knowledge 

 

Since we see human beings as possessing different culture-cognitive institutions and ways 

of understanding the world, we argue with Morgan (1997), that organizations are dynamic 

and complex to manage. However, since Morgan focuses on how organizational leaders and 

managers need to understand the complexities of their organizations, in order to properly 

manage them, it has its limitations with regards to our research. Rather than only seeing LEO 

Pharma through the lens of the organizational leaders, we wish to get an understanding of 

LEO Pharma through the eyes of the subjects in its Moroccan and Japanese subsidiaries.  

 

Since LEO Pharma does not have an explicit gender diversity policy, we want to examine if 

the high degree of gender diversity, that LEO Pharma has achieved in the two subsidiaries, 

stems from some sort of tacit knowledge in the organization. Perhaps the subjects have a 

shared, unspoken understanding regarding gender diversity that does not have to be 

explicitly stated and communicated by the headquarter. If LEO Pharma introduces an explicit 
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and formal gender diversity policy it becomes institutionalized in the organization, which 

might take away the dynamics. 

 

Meritocracy 

 

As the paradox of meritocracy shows that the use of meritocratic policies and procedures, 

and thus emphasizing meritocracy as an organizational value, in order to avoid gender biases, 

might in fact lead to increased gender biases (Castilla and Benard, 2010), we wish to examine 

if meritocracy is emphasized as a value in LEO Pharma. Furthermore, we wish to examine if 

candidates are in fact evaluated based on merit and qualification, without underlying biases 

influencing decisions. As the paradox postulates, pre-defined gender roles in Morocco and 

Japan, as unconscious stereotypes and biases, might become more apparent in decision 

making in LEO Pharma if meritocracy is emphasized as an organizational value.  

 

Hofstede’s Cultural Dimensions 

 

Although we are examining two different contexts, we do not consider Hofstede’s cultural 

dimensions in our project. Due to our phenomenological perspective, our goal is not to 

generalize and compare national cultures, but rather to get a deep understanding of the 

subjects’ lifeworld and sensemaking.  Thus, the cultural dimensions do not convey the 

complexities of individuals. We do not see ‘culture’ as an explanatory factor in itself for 

actions and behavior, but merely as a reflection of the social processes that produces it.  

 

Corporate Social Responsibility and Institutional Isomorphism  

 

Institutional isomorphic constraints and effects might be interesting for a project with a 

more organizational perspective, focusing on the strategies of LEO Pharma as a whole, 

compared with those of other organizations in the organizational field. It could be interesting 

to examine how societal pressures forces organizations to consider corporate social 
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responsibility strategies, including diversity management, and if these forces are making 

organizations increasingly similar with regards to gender diversity management. While the 

goal of our research is to examine the more contextual factors of the subsidiaries within LEO 

Pharma, as a single-case study, we do not consider institutional isomorphism and corporate 

social responsibility in relation to our research.  

 

Cultural Intelligence 

 

Understanding how LEO Pharma has successfully achieved gender diversity in such different 

contexts, might lead to an examination of how LEO Pharma has managed the differences 

between its contexts, which could lead to the notion of cultural intelligence. However, we do 

not include the notion of cultural intelligence in our research, as we see culture through the 

lens of phenomenology to be consisting of different individuals with different lifeworld. Thus, 

we believe, that culture-general abilities cannot be acquired by individuals inside LEO 

Pharma. LEO Pharma’s understanding of different cultures will always be contextual and 

depend on the experiences with the Moroccan and Japanese contexts, and not on an overall 

‘cultural intelligence’.  

 

Knowledge Creation and Resource-based View 

 

Knowledge creation and the resource-based view could be useful if our research had a more 

organizational perspective, as these focus more on overall organizational strategies and 

actions. These could lead us to examine if LEO Pharma can create ‘ba’, i.e. shared spaces for 

knowledge creation (Nonaka and Konno, 1998), and thus manage tacit knowledge regarding 

gender diversity as a resource in the organization. However, as the scope of our research lies 

in the subjects and their contexts of the subsidiaries in Morocco and Japan, both knowledge 

creation and the resource-based view could be an interesting thought for further research 

with a more central organizational focus.  
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6 DESCRIPTIVE SECTION 

6.1 PRE-DEFINED GENDER ROLES  

 

Gender ‘roles’ and stereotypes are created through social interaction (Danowitz et al., 2012). 

They are continuously reproduced through actions, for instance at the workplace. By 

unconsciously ascribing particular roles, qualities or traits to women and men, gender biases 

and inequalities prevail. Often masculine traits and qualities are valued higher than feminine. 

Generally, in organizations, it is evident that, the higher one goes up the hierarchical ladder, 

the fewer women one finds, meaning that there is some sort of bias in promotion towards 

men (Danowitz et al., 2012).  

 

Although we cannot generalize on the matter, since it certainly differs from context to 

context, we are able to describe some tendencies and traditional gender roles (Danowitz et 

al., 2012). Women are often seen as possessing ‘soft’ qualities, making them more suitable 

for certain tasks and jobs, not associated with managerial positions. While women are often 

seen as being ‘emotional’ and caring, men are seen as being rational. For instance, a flight 

attendant or a nurse are typically seen as enacting a female gender identity, as they involve 

taking care of others. On the contrary, male traits include competitiveness, independence 

and strength, traits that all fit with the normal picture of how we see a leader. Acting as a 

leader is often seen as acting in accordance with ‘masculinity’. Thus, a manager is often 

congruent with the male stereotype and associated with traits such as rationality, strength 

and competitiveness. Acting against one's gendered traits tends to be perceived as 

incompetent behavior (Danowitz et al., 2012).  Therefore, women lacking the perceived 

traits of a leader might be seen as not suitable for the job. 

 

Another indicator of the management job suiting men, rather than women, is the frequently 

expected working time conventions (Danowitz et al., 2012). It is often expected of leaders to 
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constantly be available and to be able give work first priority. The traditional gender roles 

prescribe that the role of men is to provide the main income to the household, while women’s 

role is seen as being the primary caretakers of children. Household tasks in a family, 

including taking care of the children, are still often reserved for the woman, even when 

working the same number of hours as the man (Danowitz et al., 2012). Consequently, it is 

harder for women to dedicate all their time and prioritize work over family, and thus it might 

be harder for women to live up to the expectations that comes with the job description. 

Furthermore, since the majority of men do not take paternity leave, women remain the ones 

leaving the job market for longer periods of time, and thus might be disadvantaged in their 

careers. Therefore, women might feel forced to choose between higher positions and having 

children.  

 

A third explanation for the bias towards men in promotion might lie in the phenomenon of 

‘homosociality’ (Danowitz et al., 2012). Homosociality refers to the preference of people 

perceived as similar to oneself, and thus many managers end up hiring individuals with the 

same traits as themselves. The tendency of homosociality might result in a pattern, where 

men have a preference for hiring other men. This pattern continuously reproduces itself, 

especially at top management level.  

 

In addressing these issues, many companies implement gender diversity policies, often in 

the form of written policies and mission statements (Danowitz et al., 2012). The business 

case argument for why gender diversity matters is that ensuring equal opportunities for 

promotion, so that the organization hires the best qualified individual, makes the 

organization able to utilize its resources to the fullest. In this way, the organization ensures 

that it maximizes the outcome of its employees.  
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6.2 THE MOROCCAN CONTEXT 

 

In order for us to understand the dynamics that LEO Pharma operates in, in the Moroccan 

and Japanese contexts, we find it crucial to examine the two contexts in depth with regards 

to gender diversity and gender roles. Thus, based on descriptions from our interviewees, 

within and outside LEO Pharma, the following two sections seek to describe the regulative, 

normative and culture-cognitive elements that the subjects in the two subsidiaries of LEO 

Pharma are influenced by. To begin with, we will describe how Morocco is currently doing 

with regards to gender diversity in the workforce, proceeded by the regulatory, normative 

and culture-cognitive elements. 

 

Women make up 26 percent of the total labor force in Morocco (The World Bank, 2018), 

which remains highly male-dominated. 26.8 percent of women in Morocco is a part of the 

labor force, as opposed to 78.9 percent of Moroccan men (World Economic Forum, 2018). 

When it comes to occupying higher positions, only 12.8 percent of legislators, senior officials 

and managers are female. According to the Global Gender Gap Report from 2018, the ‘global 

gender gap’ score of Morocco is 0.607, where 0.00 equals inequality and 1.00 equals equality. 

The overall ‘economic participation and opportunity’ score is 0.404.  However, the 

‘educational attainment’ score of Morocco in 2018 is 0.942. Thus, it seems that men and 

women are rather equally educated, while their economic participation is rather unequal.  

 

However, the participation of women is generally underestimated in Morocco, since much of 

their activities are unpaid work and is done from the home (Igalens and Sahraoui, 2010). 

According to Asmaa Azzuozi, president of the Association of Women Entrepreneurs of 

Morocco (AFEM), many Moroccan women in rural areas work all day long from home 

without getting an income. Thus, their work is not included in national statistics. If she 
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produces certain products, it is the man who goes to sell them at the market, and is instead 

the one counted in the workforce statistics (iD4D, 2016).  

 

According to one of the Moroccan entrepreneurs that we have interviewed, “Morocco is a 

land of female entrepreneurs” (personal communication, November 2018). These women 

are not recognized as entrepreneurs, as they work from home, as a part of the informal sector. 

“We are talking about women who make like cookies, baking, sewing, clothes, pottery, who 

make so many things, who make carpets… and all of that is informal. But they are women 

entrepreneurs” (personal communication, November 2018), she points out. She criticizes 

the way that the female work participation is measured in Morocco. When a woman is asked 

what she is doing for a living, and replies that she is at home, for instance knitting products, 

she will be considered a ‘stay-at-home mother’, rather than an entrepreneur.  

 

According to Asmaa Azzuozi, president of the Association of Women Entrepreneurs of 

Morocco (AFEM), a significant issue in Morocco is the high illiteracy rate, especially among 

women in rural areas (iD4D, 2016). The illiteracy rate of women is 41.9 percent, of which 

60.4 percent are to be found in rural areas (Heezen, 2017). The illiteracy rate for men, on the 

other hand, is 22.1 percent. Women are often found in low-payment sectors (UN Women, 

2015). This is especially the case in rural areas, where 92 percent of employed women work 

in the agricultural sector. There is a gender wage gap in Morocco, where the ‘wage equality 

for similar work’ score is 0.611 (World Economic Forum, 2018). The access of women to 

managerial positions in Morocco remains under 15 percent (Setta, 2014). The higher one 

looks up the hierarchical ladder, the less women one finds. 93.5 percent of female managers 

in Morocco possess middle management positions, while less than 3 percent possess top 

management positions (Setta, 2014).  
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6.2.1 Formal Institutions 

 

Regulatory Elements 

 

Women in Morocco take an average of 98 days of maternity leave, while men only take three 

days (World Economic Forum, 2018), since the Moroccan government offers 14 weeks of 

maternity leave to women and three days of paternity leave to men (UN Women, 2015). 

According to one of the subjects in LEO Pharma’s Moroccan subsidiary, women in Morocco 

are sometimes not encouraged to have children, since they need to leave the child with 

personnel at home after the three months of maternity leave, to be able to continue working. 

Full wages are paid during men’s three days of paternity leave, and, on average, women get 

67 percent of their wages paid during maternity leave (World Economic Forum, 2018). 

However, as one of our interviewees in LEO Pharma Morocco points out, some multinational 

companies operating in Morocco, including LEO Pharma, pays full salary during the 

maternity leave, as opposed to the social security payment of the government, which only 

covers a part of it. According to the subjects in the Moroccan subsidiary in LEO Pharma, it is 

not possible for men in Morocco to take paternity leave, in addition to the three days that 

they are granted. “We don’t have paternity leave, no. It doesn’t exist in Morocco (...) it's for 

women” (personal communication, January 2019), one of them says.  

 

A significant issue for parents with small children is the lack of public daycare centers in 

Morocco, which often leave no choice for women, but to stay at home with the child (iD4D, 

2016). According to the president of the Association of Women Entrepreneurs of Morocco 

(AFEM), Asmaa Azzuozi, private daycare centers, on the other hand, exists, but they charge 

a price that many families are not able to pay. The price is approximately €400 per month, 

which equals the average wage of a female junior office employee, she explains. Salaries are 

generally not very high, and the minimum wage is under €250 per month, making daycare 

centers only available for certain Moroccan families (iD4D, 2016). As explained by one of the 
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subjects in LEO Pharma’s subsidiary in Morocco, it is very expensive to have a baby enrolled 

in a nursery, meaning that it is certainly not a possibility for everyone.  

 

As brought up by one of the subjects in the Moroccan subsidiary of LEO Pharma, having 

children is generally so expensive that families cannot not afford it, if only one of the parents 

are working. For instance, in Morocco, the price of having your child in school is very 

expensive, another woman in the Moroccan subsidiary explains. Public schools do exist but 

are certainly not preferred. Especially in the ‘big cities’ of Morocco, the cost of living is now 

so expensive that both the husband and the wife have to work.  

 

Progress has been seen in Morocco with regards to women’s employment. In the 1960s, 

women only represented 1.5 percent of the working force (Setta, 2014). Although the Global 

Gender Gap Report indicates a rather high degree of overall gender inequality in 

employment, during the last two decades, several political initiatives have been set out to 

ensure a higher degree of gender equality. Since the 1990s, Moroccan women have begun to 

demand more rights and political inclusion, which is quite exceptional in a context of a 

constitutional monarchy, where the democratic voice is limited (Castillejo and Tilley, 2015). 

Political initiatives by the Moroccan King Mohammed VI, in combination with demands from 

women’s movements, during the last three decades, have led to many regulatory reforms 

with regards to ensuring more gender equality, both in the public and the private sphere 

(UNDP, 2012). As one of the interviewees in LEO Pharma mentions, the Moroccan king is 

known as ‘the king of women’, since he has made a lot of initiatives for women’s rights.  

 

The progress that the Moroccan legislation has seen with regards to women’s rights, places 

Morocco among the Arab countries who are doing the most to fight against discrimination 

towards women (Igalens and Sahraoui, 2010).  Morocco has ratified the main UN 

conventions with regards to protecting women’s rights (Setta, 2014). Furthermore, the 

Labor Code, which was adopted in 2004, prohibits gender discrimination in employment, 
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promotion and wages (UN Women, 2015). In 2004, a reform of the Moroccan Family Code 

was adopted, establishing co-responsibility at in the private sphere and equality between 

the husband and the wife, while also removing the obligation of the wife to obey her husband 

(Setta, 2014). The adoption of the reform was highly debated between conservatives and 

‘modern forces’ and only became possible due to an arbitration of the Moroccan King 

Mohammed VI. In 2011, the Moroccan constitution established absolute equality between 

men and women (Setta, 2014). According to Badiaa Setta, Administrator in the Treasury and 

External Finance Department in the Ministry of Economy and Finance in Morocco, the 

motivation of adopting these legal reforms were mainly external, while “a genuine 

commitment of all the stakeholders is still lacking. This is definitely one of the explanatory 

factors of the delays in their implementation” (Setta, 2014, p. 11). The former Prime Minister, 

Abdelilah Benkirane, stated in 2014 that women belong at home (Alami, 2015). He caused 

outrage when he said: “Women don’t even find even find time to get married, to be mothers 

or to educate their children (...) why don’t we embrace this sacred status that God gave to 

women?” (Alami, 2015, p. 16).  

 

Despite reforms aiming at improving gender equality, certain regulations still remain 

unchanged. For instance, the section on inheritance law in the Family Code still states that 

male relatives inherit double the amount as female relatives (Alami, 2014). According to 

Saida Kouzzi, who is a founding partner of Mobilizing for Rights Associates, an NGO based in 

Morocco, “this law of inheritance was based on the fact that men were the head of the 

households, which is not the case anymore as many women are the ones who provide for the 

family or at least contribute in a significant manner” (Alami, 2014, p. 4).   

Human rights organizations say that the reforms of the Family Code have not fully been 

carried out in practice, and that judges sometimes find ways around the laws (Alami, 2014). 

Ziba Mir-Hosseini, from the Centre for Islamic and Middle Eastern Law at the University of 

London, states that: “studies show that it takes about one generation or 30 years for 

legislation to push society in a different direction” (Alami, 2014, p. 12). When the norms of 
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certain Moroccan families do not correspond with the legislative reforms, it is not easy for 

them to be carried out in reality. In conservative parts of Morocco, even women might be 

reluctant to change Islamic traditions that discriminate against themselves, since they are 

very attached to the religious prescriptions (Alami, 2014).   

 

According to a case study report from Development Progress, regarding ‘Women’s Political 

Voice in Morocco’, regulations regarding women’s rights have only been implemented 

weakly, both due to a missing political will, a missing commitment of judges and for cultural 

and normative reasons (Castillejo and Tilley, 2015). This seems to be due to a patriarchal 

bias and attitude, among judges and society at large. A major obstacle to the implementation 

of the reforms is widespread discriminatory social norms and practices. According to the 

case study, challenging the societal norms is highly stigmatized, which results in a major 

barrier to the implementation of the regulatory reforms (Castillejo and Tilley, 2015).   

 

The reforms seem to be ‘top-down’, and to contradict the norms and practices of many areas 

of Morocco (Castillejo and Tilley, 2015). It seems that, even though the legislation changes, 

it might not change the mentality of society. As Scott argues, regulative elements are more 

superficial and easier to disregard, and if they are not supported by normative and culture-

cognitive elements, there is a high chance that people will not follow them (Scott, 2010). 

Thus, changing patriarchal laws in Morocco seem not to be sufficient, and need to be followed 

by changes in the patriarchal mentality and customary norms of society.  

 

6.2.2 Informal Institutions 

 

Normative Elements 

Scott refers to the normative institutional elements as the ‘appropriateness’ of behavior and 

societal expectations (Scott, 2010), which indeed have a significant influence on men and 

women in Morocco. Even though Morocco has seen legislative improvements with regards 
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to gender equality, the country is still highly influenced by a patriarchal mentality (Igalens 

and Sahraoui, 2010). There is a widespread traditional view, in some areas of Morocco, that 

women are subordinate to men, belong to the private sphere and are not suitable for 

positions of leadership (Castillejo and Tilley, 2015). However, studies show that women are 

increasingly questioning the traditional gender roles (Castillejo and Tilley, 2015).  

 

Generally, there is a significant difference between rural and urban areas in Morocco with 

regards to development levels (Berlanga, 2013). Rural areas experience much more poverty 

and difficult living conditions. Especially in rural areas of Morocco, traditional gender roles, 

prescribing that women belong in the private sphere, remain the norm. ‘Rural women’ suffer 

the consequences of a patriarchal system, in which traditional gender roles and norms 

empower men and marginalize women, who are often banned from having paid work, 

destining them to be financially dependent on men. While Moroccan women generally are 

more socially vulnerable than men, women in the rural areas are even more socially excluded 

(Berlanga, 2013). As one of the employees in LEO Pharma Morocco points out, there is a 

significant difference between ‘big cities’ and ‘small cities’ in Morocco. According to her, 

women in Casablanca, Rabat and other larger cities, have better chances to be able to work, 

than women in small cities.  

 

According to a UNDP case study of gender equality in Morocco, Moroccan women’s 

professional careers are still highly influenced by the gendered division of labor, and 

traditional stereotypical mindsets, that women themselves are not immune to (UNDP, 2012). 

Stereotypical representations of gender roles, where women are seen as the caregivers, 

make the division of tasks in the household highly unequal. The placement of the woman in 

the private sphere, where she has the responsibility for the family tasks, additionally creates 

obstacles for her career progression, since she has less visibility in public life as well as less 

time for networking and building social capital. It might furthermore make the woman less 
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attractive than the man for an employer, who values availability and mobility. Furthermore, 

her maternity leave cause discontinuities in her career (UNDP, 2012). 

  

According to an employee in LEO Pharma’s Moroccan subsidiary, possessing senior positions 

comes with many requirements, including working late and travelling. It might not be 

perceived well for a married woman to travel with her work during weekends, and not spend 

time with her children. “The man, a Moroccan man, will never understand that his wife will 

travel and will be in the same hotel as her colleagues…” (personal communication, January 

2019). She explains that while this is not an issue for her personally, it certainly presents an 

obstacle for many women in Morocco. 

 

According to one employee in the Moroccan subsidiary, Moroccan companies sometimes 

have the mentality that men should be in the higher positions, since women need to take care 

of children and housework. However, this is not the case in multinational companies in 

Morocco, such as LEO Pharma. She, as well as the other interviewees in the Moroccan 

subsidiary, explains that paternity leave does not exist in Morocco, since “it’s for women” 

(personal communication, January 2019). According to another employee in the subsidiary, 

the fact that the father cannot take paternity leave, besides the three days, “proves that we 

think that the responsibility of raising the kid is only related to a woman. The man needs to 

go (...) to the work…” (personal communication, January 2019). One of the interviewees 

furthermore explains that it is not well perceived in Morocco for a man to be the one staying 

at home, if the child is sick.  “In general, it's for the mother, who has to take care of the baby” 

(personal communication, January 2019), she says.  

 

There has been a significant increase in the enrolment of girls to primary school during the 

last decades. The gap between the enrolment rate to primary school for boys and girls has 

changed from 40.6 percent in 1984 to 6 percent in 2012 (Castillejo and Tilley, 2015). One of 

the female Moroccan entrepreneurs, that we have interviewed, remembers that when she 

went to school, many Moroccan girls dropped out to get married. Today, less girls drop out 
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of school, since it has become illegal to get married below the age of 18, and since it has 

become illegal for minors to work. Thus, according to her, there is less reason to take your 

daughter out of school. From the point of view of one of the employees in the Moroccan 

subsidiary, the first step to ensure gender diversity in the Moroccan workforce is to ensure 

gender diversity in universities. According to her, girls in some areas, still stop going to 

school around the age of thirteen or fourteen. It is further explained by one of the female 

entrepreneurs that parents in rural areas might hesitate to send their daughters to school, 

when the school is far away from home, since girls are more vulnerable than boys, and have 

a higher chance of becoming subjects of assault.  

 

While significant social changes, allowing for more gender equality, have occurred in 

Morocco, in some areas, working outside of the household is still perceived as making 

women vulnerable to exploitation (Laskaridis, 2011). Furthermore, in these areas, the role 

of women, as financial providers, is opposed by traditional views regarding appropriate 

gender roles. According to traditional Islamic institutions, the husband should be the sole 

provider of the family, regardless of the wife’s possibility to contribute (Laskaridis, 2011). In 

some rural areas in Morocco, it might be perceived as shameful if the family has to live of 

money that the wife has earned (Alami, A, 2015). According to a report from the Committee 

on Women’s Rights and Gender Equality of The European Parliament, the limited work 

participation of women in Morocco is due to the distribution of traditional gender roles, 

which places many Moroccan women in the private sphere (Heezen, 2017). If they do enter 

the job market, they often find themselves in low-income sectors and positions. Thus, 

women’s access to the job market is highly influenced by the attitude and perceptions of the 

society, in which the individual woman lives.  

 

The female Moroccan students of our research all mention that the patriarchal norms of the 

Moroccan society are a major obstacle for women in the workforce. A student explains that 

some jobs are still predominantly male. Consequently, women do not have easy access to 

them. Certain preconceived ideas about women and ‘femininity’, as well as sexual 
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harassment, are among these obstacles. According to one student, Morocco is a ‘masculine’ 

society, where managers might show their power aggressively, which can sometimes be 

harder for women, who have been educated to behave in a certain manner, such as being soft 

and calm. Another student argues that there is a culture in Morocco, which gives power to 

men, and that women in Morocco even have a tendency to ‘embody’ such assumptions in 

their interactions with men in the workplace. In some environments of Morocco, the idea of 

active women ‘in power’ is not always accepted. “I think a lot of women must struggle to 

prove that they are fit for jobs that are deemed to require masculine qualities” (personal 

communication, December 2018), a student says. As mentioned earlier, men are often 

perceived to be more rational and to be associated with qualities such as strength and 

competitiveness, while women are often perceived to possess more ‘soft’ qualities, and to be 

more emotional and caring (Danowitz et al., 2012). The student explains that since men are 

perceived to be more reasonable and decisive, women have to ‘go the extra mile’ to show 

that they have what it takes, even if they are more qualified than their male colleagues.  

 

However, the Moroccan students also explain that the patriarchal norms are getting less and 

less influential with the new generation, especially in urban areas, where it is getting easier 

and easier for women to access the workplace. Here, women now hold high positions in 

companies, which would have been inconceivable a few decades ago. According to one of the 

students, there is a general difference between men from previous generations and those 

from the new generations. In learning setting in universities, she observes that men and 

women are pushed to work together, to listen to each other and respect each other’s opinions, 

something that might be in conflict with the traditional mindset in Morocco. Thus, according 

to her, universities play a major role in obtaining gender equality, as they push people to 

interact with the opposite gender, and to observe what the opposite gender can contribute 

with in terms of competencies, intelligence and cooperation.  
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While traditional gender norms prevail, especially in rural areas, during the last decades, 

new social models have been introduced some places in Morocco, which contradict the 

traditional social landscape, introducing a westernization of lifestyle, including an 

individualization of the social sphere (Therrien, 2012). “Social rules have been disrupted by 

industrialization, urbanization, education, de-tribalization, and the national movement 

which has contributed to the emergence of a new category of urban women: literate and 

employed” (Therrien, 2012, pp. 135-136). All of our interviewees certainly belong to the last 

group of ‘urban women’.  

 

Culture-cognitive Elements 

 

After having outlined the regulative and normative elements that our interviewees are 

influenced by, we will in the following introduce our interviewees from both inside and 

outside LEO Pharma in Morocco. We wish to examine the subjects’ individual culture-

cognitive elements and experiences, which shape their sensemaking and understandings 

with regards to gender diversity.  

 

Salima (Pseudonym) 

 

Salima, one of the female Moroccan entrepreneurs that we have interviewed outside of LEO 

Pharma, has her own company based in Casablanca. When she first founded her company, 

together with her brother, they did not call her the director or the co-founder of the company, 

since they knew that “I wasn’t sounding credible” (personal communication, November 

2018). This was partly due to her being young and inexperienced, and partly due to her 

gender. 

 

It seems that Salima has not experienced many obstacles based on her gender. However, she 

does remember one episode, when she had to present a solution for a client. She was 
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afterwards told to show up again another day with her brother, since the client preferred 

setting the price with her brother instead of her. “We do experience it sometimes, but not a 

lot. Maybe I was lucky, maybe some other people did… “(personal communication, 

November 2019) she says. Salima does experience sometimes that women’s opinions are not 

valued as much as that of men. Sometimes, she experiences that women need to back up 

everything that they are saying with sound arguments or evidence, while men can more 

easily get away with simply presenting what they think is the best solution.  

 

Her parents have certainly encouraged Salima’s education. It was especially important to her 

mother, who encouraged her to move to France in order for her to get the best education 

possible. However, it is also important for her mother that she will get married and have 

children, which has not been a priority for her yet, being in the beginning of her thirties.  

 

Jamila (Pseudonym) 

 

Jamila, the other female Casablanca-based entrepreneur from outside of LEO Pharma, has 

certainly experienced many obstacles when she first launched her own company. The 

obstacles were partly due to her gender and partly due to her young age of 24. She found it 

difficult to ‘get authority’, due to her young age, although she possessed the skills and had 

the right educational background. This has changed, as her company has grown. She is 

furthermore convinced that being a woman was an obstacle in the beginning. “It’s really hard 

for people to believe that you are more than a woman” (personal communication, November 

2018), she notes. She explains that Morocco is a patriarchal society, in which men hold the 

power of decisions. 

 

Jamila describes how she “worked on the masculine part” (personal communication, 

November 2018) in her, in order to make herself seem more strong and powerful. She tried 

to take on more masculine characteristics, which, according to her, would make it easier to 

gain authority as a woman. She even levelled her voice on purpose to make it deeper. She 
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further thought a lot about what to wear for meetings and workshops, in which she felt that 

she had to avoid dressing too feminine, during the first years after she launched her company. 

Now that Jamila’s company is well established, she insists on ‘being herself’, without taking 

on masculine traits, and for instance wear skirts to workshops. According to her, it is 

definitely easier for a man than a woman to launch a new company. “I am lucky because I 

had a strong character, but other girls, maybe they do not have… “(personal communication, 

November 2018), she explains. 

 

Jamila has never understood other women, that she has met along her way, who dropped out 

of education to get married, and who are not interested in having a career on their own. She, 

herself, has always been more focused on having a fulfilling career than a family life. Maybe 

she will have children sometime in the future, but as she explains: “I don’t believe in the 

marriage model…” (personal communication, November 2018). 

 

Kawtar (Pseudonym) 

 

According to Kawtar, one of the employees in the Moroccan subsidiary of LEO Pharma, 

women in Morocco are independent and free to choose their careers, without influence and 

judgement from society. When asked about gender diversity in higher positions in Morocco, 

she says that “for me, it’s not an issue” (personal communication, January 2019). In her view, 

women are encouraged to work nowadays. Kawtar describes how she has been encouraged 

by her mother to study in France and to get a good education: “...don't speak about wedding, 

don't speak about husband, don't speak about children, you know? Yes, we are encouraging 

women to work” (personal communication, January 2019). For Kawtar, becoming a manager 

was about ‘opportunities’. “If I have this opportunity, I will apply for this job” (personal 

communication, January 2019), she says.  

She has never felt discriminated being a woman in the Moroccan job market. To her, it is 

normal that the man and the woman share the financial responsibilities and that women can 
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accede to high positions. However, Kawtar describes that for a woman to be able to reach 

high positions, she needs to be strong, and that it depends on her personality. She explains 

that you need to have a ‘strong personality’ and ‘strong leadership’ and that you need to 

“impose yourself faced to men” (personal communication, January 2019). When Kawtar 

describes what it takes for women to reach high positions, she seems to be using typical 

‘masculine’ traits. From her point of view, women should not be given certain positions just 

because they are women and just because we should have gender equality. A woman needs 

to merit the position that she is offered. “But I think it's not an issue at all in Morocco, we 

have strong personality women…” (personal communication, January 2019). When asked 

about possible obstacles for women, who do not possess this ‘strong personality’, she does 

recognize that some families in Morocco do not encourage women to accede to high positions. 

She explains that these women are expected to take care of children and their husband 

instead, and that this mentality does exist in some areas in Morocco, though it is not a general 

thing.  

 

Oumaima (Pseudonym) 

 

It is important for Oumaima to be treated as a person, independent of her gender. Oumaima, 

one of the employees in LEO Pharma Morocco, has always been looking for new challenges 

and opportunities with regards to her career.  She loves ‘getting out of her comfort zone’ and 

experiencing new contexts. So, when she has been offered a new and challenging role, she 

has taken the opportunity, as she wishes to grow and to develop her competences. She 

describes herself as an open-minded and flexible person, who can adapt herself to different 

contexts and cultures. She explains that, for her, possessing a high position is not a goal in 

itself, “but I think it takes me there” (personal communication, January 2019). According to 

her, it is up to women to take up the competition with men to obtain gender diversity. “...It's 

our power, it's our choice to be (...) seen as a fish or a lion, you know?” (personal 

communication, January 2019).  
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Oumaima points out how women are working much more than men, since they, besides their 

daily work, are the ones taking care of the children, the cooking and the housework. However, 

since she herself is working and travelling a lot, she is not always home to take care of these 

tasks, and thus gets help from her family. Managing a work-life balance, between her career 

and taking care of her children, is important to Oumaima. She describes how, during her 

career, it has been important for her to show that even a married woman with kids can 

succeed in her career and be successful. Even though her husband has a good career too, she 

does not wish to just stay at home waiting for him. Having a career on her own is, for 

Oumaima, connected to a feeling of freedom and control of her life.  

 

Oumaima tells us how her family are proud of the woman that she is. Her father has spent a 

lot of money on her education, including her studies in France, and has been very supportive, 

always emphasizing that she should be independent. She furthermore feels very encouraged 

by having an open-minded and supportive husband, while, as she explains, other husbands, 

might prefer a woman that stays at home to take care of the household tasks.  

 

In Oumaimas view, some men might feel that they are better and more qualified than women, 

but that this tendency, in fact, becomes less present the higher up you get in organizations. 

According to her, the discrimination is in fact more present among low-income work, where 

people are less educated, and less open to female employment. “For them, they [women] are 

taking opportunities, and instead of staying at home, they are having, you know, positions 

that could be occupied by a male, who is… staying at home because he doesn't have job” 

(personal communication, January 2019). 

 

In Oumaima’s experience from working in a local Moroccan company, it might be perceived 

as something extraordinary and unreachable, when a woman is occupying a high position, 

while in multinational companies, it is perceived as something common. However, she has 

never felt any obstacles or discrimination as a woman in the Moroccan job market and she 

has always felt supported by her managers, who have been very open-minded.  
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Oumaima is trying to change the mentality prescribing that women’s role is to take care for 

the housework and the children, which, according to her, starts with parents transferring 

another mentality to their children. She makes sure to teach her children that men and 

women should share the responsibilities, that girls are independent and free and that girls, 

and not only boys, for instance, can be good at mathematics.  

 

According to Oumaima, there is a general issue, not specific to Morocco, for women to reach 

leadership positions, due to a perception that women cannot handle certain roles. 

Furthermore, she believes that women might face certain barriers due to the fact that the 

companies will have to pay for their maternity leaves, as well as to accept that women will 

sometimes be constrained in their available time, as they need to take care of their children 

- issues that are reserved for women. Even though Oumaima argues that significant 

improvements have been seen for women in the Moroccan workforce, “I'm not telling you 

that we are equal, no, for sure, no” (personal communication, January 2019).  

 

Nour (Pseudonym) 

 

It seems more important for Nour, another employee in the Moroccan subsidiary, to be 

listened to and feel that she is valued in the company, than to have a special title or a high 

position. She feels proud to have her opinions and solutions valued by the company. In 

Nour’s experience, even if Moroccan women could afford not to work, it has now become a 

personal need for women to be a part of the job market. It has become important for 

Moroccan women to be responsible for themselves and to take part in society.  

 

From Nour’s perspective, the Moroccan society has changed over the past decades, generally 

giving women the same opportunities as men. She does not experience that women in 

Morocco generally have obstacles for reaching high positions, though she does mention that 

there is a difference between ‘big cities’ and ‘small cities’. The mentality in Morocco has 
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changed, she explains, and it has become common for both men and women to work. Nour, 

herself, has not experienced any discrimination as a woman in the Moroccan workforce. 

However, from Nour’s experience, although many women have personnel in the house to 

help them out, women are generally alone with the responsibility of the household tasks. 

Men might be responsible for picking up the groceries outside the home, but inside the house, 

he does not participate.  

 

Imane (Pseudonym) 

 

Imane, another employee in LEO Pharma Morocco, has always aimed for positions with large 

responsibilities and thus it comes naturally to her to end up in a management positions, 

though the title is not what is important for her. Imane has always chosen to work for 

multinational companies, rather than domestic ones. Working with many different people, 

from different cultures and with different ways of seeing things, is a priority for her. In her 

opinion, working with different people teaches individuals to be more open, also with 

regards to different genders, sexual orientations or religions. She argues, that working with 

different people, makes individuals widen their horizons to see and to think about things, 

that they would have otherwise never thought about.  

 

In Imanes experience, it is not easy to be a woman in the Moroccan job market. According to 

her, gender diversity is not common in domestic companies. She explains that even for her, 

it has not been easy, since generally in Morocco it is preferred to have men in executive and 

senior positions, as women will not be available while on maternity leave and every time the 

children get sick. She explains that women in Morocco only really started to work in the last 

decade, and that it was not common before. Imane believes that mindsets in Morocco need 

to be changed to make it easier for women to possess high positions. However, she adds that 

society is changing. According to Imane, women might in fact sometimes work harder, since 

they wish to demonstrate that they can possess the same positions as men.  
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Imane points out how she is generally very lucky compared to some other Moroccan women: 

“I am not reflecting the real Morocco (…) many women in some cities do not have the same 

chances like me” (personal communication, January 2019). She explains that in other cities 

in Morocco, girls stop their education much earlier than she did, to get married and to have 

children. Furthermore, according to Imane, she has certainly been lucky working in a 

multinational company, where there have not been issues with gender diversity, as opposed 

to domestic companies. For instance, during maternity leave, she has been paid her full 

salary, while in many Moroccan companies, women are only paid a part of it. Furthermore, 

she explains that she has been lucky to grow up in a very open family and to have a very 

open-minded husband as well. Other Moroccan women will experience obstacles that she 

has not experienced.  

 

Concluding Remarks  

 

As mentioned earlier, there is a significant difference between people living in rural areas 

and urban areas of Morocco. As Imane points out, she, and the other employees in LEO 

Pharma’s subsidiary in Morocco, might only reflect certain parts of Morocco. Rural areas 

seem to remain much more influenced by traditional pre-defined gender roles, while urban 

areas seem to consist of many educated and employed women, who seem to be much more 

independent and detached from traditional expectations of women. The subjects in the 

subsidiary, as well as the Moroccan students and the two entrepreneurs that we have 

interviewed outside of LEO Pharma, certainly all belong to this group.  

 

All these individuals are born into families who have supported their education and who 

support their careers. They are all well-educated. The individuals in the subsidiary, as well 

as the two entrepreneurs, possess high positions. It is important for them all to prioritize a 

good and fulfilling career. Three of the employees in the subsidiary grew up in Casablanca, 

the largest city in Morocco, and one of them in Rabat, the capital of Morocco. Thus, they are 

all from highly urban areas. Furthermore, they are able to pay for private daycare centers or 
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private caretakers, to help taking care of their children, while they maintain a career. As they 

explain, not all women are able to afford that.  

 

Similarly, the interviewed female Moroccan students certainly comes from environments in 

Morocco, where traditional gender norms are less present. They mention that their parents 

have high expectations for them to get a good education and achieve a good career, and to 

do what makes them happy. “They do not agree with some traditional ideas that we have in 

Morocco, that a woman’s ultimate fulfillment is in marriage and staying at home to raise 

children (...) they see me as an active member of the society that can do plenty of things” 

(personal communication, December 2018). One of the Moroccan students indeed feel that 

she is lucky for the conditions that she has been born into, although it comes with certain 

expectations: “I feel like there is a huge social pressure on my shoulders, as a young 

Moroccan woman, who has been given so many favorable conditions: education-wise, rights-

wise, financially-wise” (personal communication, December 2018). 

 

It is clear, that all these individuals are not limited by traditional social norms of 

‘appropriateness’ of behavior for a woman, and thus seem to be destined to live much 

different lives than the women in rural areas of Morocco. Thus, it seems that LEO Pharma’s 

subsidiary in Morocco is made up of certain individuals, who have been born into an 

environment, which differs significantly from rural areas, where women generally face a 

higher degree of obstacles with regards to the workforce. Although they all share the same 

regulatory institutional setup, it seems that there are two significantly different institutional 

setups in Morocco with regards to the normative elements. These individuals’ culture-

cognitive elements, and thus their sensemaking, are shaped by all their experiences, and by 

the environment that they have lived in. For instance, the fact that two of them have lived for 

longer periods of time in France, one for eight years and another for almost six years, has 

affected their culture-cognition. They seem to experience much less gender inequality and 

seem to see gender roles in Morocco as much less pre-defined and traditional, than the 

picture of the normative elements of rural areas has shown. Their culture-cognitive elements 
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seem to show that they do not experience the limitations of social norms, as they are 

experienced by women in many rural areas of Morocco.  

 

According to one of the interviewees in the Moroccan subsidiary, women are becoming more 

and more independent and tend to not follow “what people are telling them” (personal 

communication, January 2019). Thus, in addition to the fact that Moroccan women, such as 

the ones that we have interviewed, have been born into certain circumstances, which benefit 

them with regards to gender equality, individual women might also be their own agents of 

change. Based on this interviewee’s point of view, it seems that more and more women are 

able to detach from the social norms in society and actively respond to change them (Scott, 

2010). The culture-cognitive elements, influencing these ‘agents’, are dynamic factors, which 

make them able to mobilize and change pre-existing normative institutions in Morocco.  

 

6.3 THE JAPANESE CONTEXT 

 

The following section will examine the Japanese context, with regards to gender diversity in 

the workforce, from our interviewees’ point of view. To begin with, we will describe the 

current situation in Japan with regards to gender equality in the workforce. This will be 

followed by an examination of the regulative, normative and culture-cognitive elements in 

Japan.   

 

Glancing at Japan, it is noteworthy to see that it scores 0.662 in the ‘global gender gap score’, 

in which 0.00 equals inequality and 1.00 equals equality, thus ranking Japan the 110th 

gender equal country in the world (World Economic Forum, 2018). The ‘educational 

attainment score’ in Japan shows a score of 0.994, thereby making men and women almost 

equal in terms of educational attainment. This contrasts the ‘economic participation and 

opportunities’ score of 0.595, which shows a considerably higher inequality between women 
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and men. The female labor force participation is 68.4 percent, compared with approximately 

85.6 percent for men. The percentage of female legislators, senior officials and managers 

only make up 13.2 percent. Finally, the ‘wage equality for similar work’ score is 0.645, thus 

making it evident that men, on average, are paid more than women for similar work (World 

Economic Forum, 2018).  

 

70 percent of women stop working after maternity leave (Powell, 2016). Furthermore, many 

women, who return to the job market, come back to part-time positions (Dalton, 2017). The 

current percentage of the female workforce, who works part-time, is 38.6 percent, while only 

13 percent of the male workforce is working part-time (World Economic Forum, 2018). A 

study conducted in 2018 shows that only 12.7 percent of Japanese women wish to pursue a 

management career (Morimoto, 2018).  

 

6.3.1 Formal Institutions 

 

Regulatory Elements 

 

Gender inequality has been one of the strong political agendas for the Japanese government 

in recent years (Powell, 2016). In 2013, Prime Minister Shinzo Abe, from the Liberal 

Democratic Party, advocated to build and reform the society to one where women can ‘shine’ 

(Coleman, 2017). Currently, Japanese women have rather limited access to decision-making 

and powerful positions. Shinzo Abe set out a target of filling 30 percent of leadership 

positions with women by 2020 (Coleman, 2017). Already in 2015, this target seemed 

unrealistic and impossible to reach for the Japanese government, although the target 

remains the same (Dalton, 2017). Other regulations were put in place to address the issues 

of gender inequality, such as goals of increasing the labor force participation of women and 

the paternity leave of men (Coleman, 2017). Furthermore, Shinzo Abe advocated reducing 

the waiting lists for nurseries and childcare facilities, along with creating additional 200,000 
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spots at childcare facilities, to help working mothers (Assmann, 2014). These initiatives were 

labelled ‘womenomics’, due to an increased focus on gender diversity on the political agenda. 

This was an attempt for Shinzo Abe and the Japanese government to minimize the gender 

gap in the country with regulations and policies (Powell, 2016). According to Shinzo Abe, the 

above-mentioned policies and goals were set out to increase the overall economic 

performance of Japan (Powell, 2016).  

 

The Japanese government implemented the Equal Employment Opportunity Law in 1986, 

giving women the rights to engage in the same kind of work as men (Dalton, 2017). One of 

the Interviewees remarks that before the Equal Employment Opportunity Law was enforced, 

companies were allowed to categorize people into two tracks of career paths, with no 

mobility between them. Without companies explicitly announcing it, applicants were divided 

into either a clerical track, mostly for women to apply, and a management track, 

predominantly for career oriented male employees (Assmann, 2014). Today, some 

companies still keep these traditional tracks, and are thus contributing to maintaining the 

traditional pre-defined gender roles in the Japanese society, since it is predominantly men 

who can become leaders (Assmann, 2014). Since the Equal Employment Opportunity Law 

was enacted in 1986, it has been revised twice (Assmann, 2014). It was changed for the first 

time in 1997 to include no discrimination in all stages of a career, such as hiring, promoting 

and job replacements. The second revision in 2006-2007 strongly targeted sexual 

harassment, as well as tried to combat the dual track division system, that is still prevailing 

in some Japanese companies. 

 

Other structures in the Japanese society might contribute to a poor implementation of the 

‘womenomics’ initiatives. Women are still faced with obstacles regarding maternity leave, 

which might lie in the consequences of a seniority-based system (Lee and Lee, 2014). The 

HR department in Japanese companies decide wages and promotions based on seniority (Lee 

and Lee, 2014). When Japanese companies hire newly graduates, they often guarantee 

stability in life-long employment, as well as almost guaranteed promotions inside the 
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company (Powell, 2016). The seniority system is based on normative elements in the 

Japanese culture, stemming from elements of Confucianism, in which respect for the elderly 

and hierarchy is strongly emphasized. Thus, the longer you stay in a company, the more you 

will be rewarded and paid (Powell, 2016). Therefore, being away from the company during 

maternity leave, reduces women’s perceived loyalty to the firm, and thus makes it harder for 

them to find themselves in senior positions (Dalton, 2017). One of the interviewees from LEO 

Pharma reflects on her maternity leave in a previous company, where her manager gave her 

a low evaluation, despite the fact she was not even at work. This, she believes to be the 

current situation in Japan for many women. Thus, women typically prefer international 

companies, which might not be as rigid in terms of seniority systems. However, Japanese 

companies are increasingly changing from a seniority-based system to a performance-based 

one, partially due to an aging Japanese population, making the former system more 

expensive, and in a response to the influx of international companies (Powell, 2016). The 

performance-based system could potentially make it easier for women to reach high 

positions.  

 

Maternity leave in Japan is divided into two sections (Ministry of Health, Labor and Welfare, 

2018). One is the ‘maternity leave’ (sankyû), which spans from six weeks before the baby is 

born to eight weeks after. During these three months, women are getting their full wage paid, 

which is a shared expense between the government and the company. After the first three 

months, women can choose to stay on ‘childcare leave’ (ikukyû), which spans until the baby 

is 12 months old, with 67 percent of the salary paid. The ‘childcare leave’ can be extended 

until the baby is 18 months old, in case the child is unable to obtain a spot in a nursery 

(Ministry of Health, Labour and Welfare, 2018). One interviewee inside LEO Pharma 

expresses that the majority of Japanese mothers take one year of leave but are typically only 

paid their full salary for three months.  

 

According to one of the interviewees in LEO Pharma Japan, the concept of paternity leave 

has only recently been established. The Japanese Ministry of Health, Labour and Welfare 
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(2018) has recently implemented reforms making it more attractive for men to take 

paternity leave, through the Workstyle Implementation Plan, thus facilitating that parents 

can share the childcare. In 2017, the ‘Childcare Leave Act’ was revised to make it easier for 

both parents to take parental leave, without facing discrimination from companies (Ministry 

of Health, Labour and Welfare 2017). As the rate of men taking paternity leave is currently 

low, the government has set a goal to have 13 percent of Japanese men taking paternity leave 

by 2020 (Ministry of Health, Labour and Welfare, 2018).  

 

Furthermore, there is a shortage of nurseries and childcare facilities in Japan (Assmann, 

2014). This presents an issue to mothers, who are only able to return to work if their child is 

appointed a spot (Assmann, 2014). As one interviewee from LEO Pharma mentions, women 

who wish to go back to work after maternity leave, are often prevented to do so, due to a lack 

of spots in childcare facilities. Many Japanese women are discouraged from having children, 

with the view of long waiting lists for nurseries, which might force them to decide to stay 

home and take care of the children for longer periods (Lee and Lee, 2014). Consequently, 

they might lose their positions at work. Furthermore, the enrolments to many nurseries and 

daycare centers only take place once a year, in April, with a deadline in December the 

previous year, thus further complicating the work situation for mothers (Assmann, 2014). 

According to an interviewee in LEO Pharma Japan, the government has implemented laws 

and regulations to support women to take maternity leave, instead of quitting work. The 

Japanese government has extended the opening hours for nurseries and daycare centers to 

ease working families (Lee and Lee, 2014). Although many daycare centers usually only 

provide care in the daytimes, some of them have adopted late-night pick-up times around 

8:15 pm, to accommodate mothers (Assmann, 2014).  

 

Furthermore, daycare centers and nursery schools normally range from $180 to $360 per 

month (Assmann, 2014). One interviewee in LEO Pharma admits that she “basically, paid all 

the money that I earned into childcare” (personal communication, February 2019), when she 

went on maternity leave in her previous workplace. However, due to governmental policies, 
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initiated during the last two decades (Mun and Brinton, 2016), Japan now has one of the 

largest governmental funded daycare systems in the world, in which the government is 

currently providing funding for 19 percent children under the age of three (Dalton, 2017).  

 

The purpose of all the ‘womenomics’ reforms, put in place by the government, seem to be 

combatting societal, economic and demographic problems, rather than securing gender 

equality as a universal right (Assmann, 2014). Assmann (2014) points out that this could be 

due to the ‘utilitarian’ approach that the government has adopted regarding the issue of 

gender equality. Focus is on the need to utilize female workers in order to manage a 

shrinking Japanese workforce (Assmann, 2014). Some even argue that ‘womenomics’ is an 

attempt for Shinzo Abe to gain favor from the female voters to maintain the success of the 

Liberal Democratic Party (Coleman, 2017). Furthermore, it is argued that the policies were 

put in place, since more gender equality will improve the corporate image of Japanese 

companies and thus Japan’s business internationally (Dalton, 2017).  

 

It seems that gender equality in Japan cannot be overcome by policies alone, as the overall 

norms and biases against women also need to change (Assmann, 2014) This relates to Scott’s 

argument, that regulations might not prevail, unless they are backed up by normative and 

culture-cognitive elements (Scott, 2010).  

 

6.3.2 Informal Institutions 

 

Normative Elements 

 

Since the governmental initiatives and policies seem to be insufficient to change the state of 

affairs, we wish to examine the normative elements in the Japanese society, which might 

prove more difficult to change. Scott refers to the normative elements as the ‘requirements’, 

that individuals ought to meet, to behave socially appropriate in their context (Scott, 2010).   
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The architect, that we have interviewed, describes that, in Japan, people’s lives are generally 

rather pre-determined. She explains that everyone basically goes through the same ‘steps’, 

at the same time, thus by asking for a person’s age, you will know exactly where that person 

is in his or her life. Therefore, life-choices, outside of what is ‘normally expected’ is unusual 

in Japan. This stresses how Japanese people are very conformed to structural ways of 

understanding the world and how traditional structures and norms are deeply embedded 

into people’s culture-cognition.  

 

Pre-defined gender roles seem to prevail in the Japanese society. According to one of the 

interviewees in LEO Pharma, the norm prescribes that taking care of children and 

housework are still mostly seen as women’s responsibilities, while men are the ones 

securing the income. Furthermore, women are, according to another interviewee from LEO 

Pharma, always expected to be the one taking the day off if their children become sick. She 

feels that the attitude in society is very inconvenient for working mothers. “Many people are 

not kind and tend to think ‘make dinner or clean the room’ (...) women’s work in the house” 

(personal communication, February 2019). This indicates how the normative elements and 

pre-defined gender roles are still strongly influencing people in Japan. One of the 

interviewees in LEO Pharma comments: “the situation in Japan is ten-fifteen years behind 

than European countries” (personal communication, February 2019). 

 

Another explanation for the low number of female managers in Japan might be that when 

women reach high positions, they sometimes meet resistance and prejudices from men, who 

prefer male co-workers, as one employee in LEO Pharma explains. When she was younger, 

and worked in a Japanese company, she felt that men were wondering why a young woman 

came to them in their work-sphere to talk business with them. Another interviewee in LEO 

Pharma experienced, in a previous job, that men would comment on how lucky she was, to 

be let on business trips, although she is a woman. These norms seem to contribute to 

maintain pre-defined gender roles, in which women do not belong in certain positions.  
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Another obstacle for women to reach high positions is that, in Japan, focus is often on the 

amount of hours that the individual contributes with, rather than on skills. An interviewee 

from LEO Pharma explains that almost all Japanese men are working long hours at the job, 

since, as another interviewee in LEO Pharma adds, the Japanese culture prescribes that men 

are supposed to work very hard. With the implementation of the ‘Equal Employment 

Opportunity Law’ in 1986, it became easier for women to take up the same working style as 

many men did, which often included long working hours (Dalton, 2017). However, many 

women did not choose to work the long hours, since pre-defined gender roles determined 

that they, in contrast to men, had a lot of additional work at home. An employee in LEO 

Pharma Japan expresses that while the government does want to help women entering the 

job market, it does not seem to take work-life balance into account. Thus, it remains harder 

for women to live up to the expectations of employers. One interviewee in LEO Pharma has 

experienced remarks regarding her work-life balance: “You are very busy now, I know, but 

(…) when do you do your housework?” (personal communication, February 2019). She felt 

that she had to follow the stereotype of women’s responsibilities, despite the fact that she 

was working full-time. She adds that, due to norms in the Japanese society, many women still 

do not want to attain high positions, as it is simply impossible to live up to the long working 

hours expected from employers.  

 

The inability for women to juggle both family expectations and job expectations is a 

significant cause for women to leave the workforce (Dalton, 2017). Some employers even 

encourage mothers to leave their positions when giving birth (Assmann, 2014). One of the 

employees in LEO Pharma remembers that in her previous work, when she went on 

maternity leave, she was able to return to her previous company, although not to the same 

position. According to the architect, that we have interviewed, the manager often expects 

that the woman will stop working sooner or later. Since managers often expect that women 

will have a hard time coming back to work after maternity leave, they will usually not 

promote women, who will often come back to a part-time position. Furthermore, returning 



P a g e |  69  
 

mothers will often not get any significant responsibilities or tasks within the company. 

Another interviewee refers to a woman working in a domestic company, who was forced by 

the company to go from a specialized position to an easier and more generic position, when 

coming back to work after maternity leave.  

 

However, it is not only women who face prejudices in the Japanese society. The norm 

prescribing that men are expected to be available and dedicate all their time to work, might 

not encourage them to take paternity leave, as it will not be well perceived (Miyajima and 

Yamaguchi, 2017). Additionally, men might hesitate to use the governmental paternity leave 

benefit, as in this case, promotions might be delayed. In fact, most Japanese men wish to take 

paternity leave if they were to have children. Despite this, only three percent of Japanese 

men decide to make use of parental leave (Miyajima and Yamaguchi, 2017). An interviewee 

in LEO Pharma adds: “I think that more companies in Japan started to have this paternity 

leave as a benefit (...) [but] I think still that the number of people who are actually taking it, 

is quite low” (personal communication, February 2019). 

 

Fathers typically suffer more negative comments and evaluations, than women do, when 

requesting paternity leave, since women are expected to be the ones leaving the job-market 

(Miyajima and Yamaguchi, 2017). One interviewee from LEO Pharma states that “up until a 

few years ago, I think there was even no concept for father to take a leave… for the sake of 

paternity” (personal communication, February 2019). Organizations often stigmatize fathers, 

or evaluate them poorly, if they decide to spend their time with their children, instead of 

their work. Thus, men are staying at the job in fear of what their peers will say (Miyajima and 

Yamaguchi, 2017). According to another interviewee from LEO Pharma, it might 

furthermore not be well perceived by colleagues to take paternity leave. She adds that many 

senior men will question the decisions of younger men taking paternity leave. As one of the 

interviewees explain, it is also not well perceived for men to take a day off to take care of a 

sick child. She adds that managers might often confront a father and ask him why his wife is 

not leaving her work, to take care of the child.  
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The Japanese architect explains that many young university students are now making 

checklists when job-hunting. The students emphasize the benefits that the companies offer, 

such as parental leave options and holiday systems. It is becoming increasingly important 

for the younger generation to be able to choose their own work-life balance. Thus, she 

further explains that if companies cannot offer these things to the new graduates, they will 

not be able to get good employees. Individuals in the younger generation seem to be active 

agents in questioning the norms in society.  

 

An interviewee in LEO Pharma explains that the above mentioned pre-defined gender roles 

and norms, making paternity leave negatively perceived, are mostly present in the older 

generations. According to her, this attitude becomes less frequent among younger 

generations, where women and men seem to be more free from traditional expectations 

from society. Another interviewee from LEO Pharma agrees that norms might be changing 

in the Japanese society, allowing couples to share housework and childcare tasks, as the 

younger generations are now realizing that it is necessary to share these responsibilities to 

break down traditional norms. As one of the interviewees remarks: “now Japan is [at its] 

changing point” (personal communication, February 2019) with regards to gender diversity. 

Japan’s traditional norms, which are deeply rooted in the Japanese culture, are furthermore 

being challenged by the rapid globalization, resulting in a confrontation with different norms 

and gender roles (Assmann, 2014). When more and more people are starting to become 

critical agents of their own context, and to accept and institutionalize new norms, these can 

change and replace the old ones (Scott, 2014). However, although Japan might be seeing 

changes with regards to gender norms, structures in society, as well as an attitude of 

companies that men need to dedicate all their time to work, present significant obstacles, 

also for the new generation, to really change pre-defined gender roles.  
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Culture-cognitive Elements 

 

In the following section, we will introduce the culture-cognitive elements with regards to 

gender diversity of our interviewees from both inside and outside LEO Pharma Japan, which 

shape their sensemaking and understandings.  

 

Hinako (Pseudonym) 

 

The Japanese architect, Hinako, grew up in a very typical Japanese family, in accordance with 

Japanese norms. Her mother took care of household and children and her father was 

providing for the family. She tells us that her mother quit her job as soon as she got married.  

While Hinako was enrolled in an all-women’s high school, in the university where she was 

studying engineering, the share of men was 90 percent. She got used to the more male 

dominated environment and she felt that she became a ‘man-like woman’, including male 

qualities, such as speaking more openly.  

 

Although she wishes to obtain a good career in the future, currently, getting a high position 

in a company is not a priority for her. She reflects on the obstacle of having to juggle work 

and family life, while also taking care of her parents, in the future. She feels that men and 

women should have equal rights and be able to choose the kind of work that they wish, with 

no discrimination. She, herself, has not experienced any gender barriers, which she thinks 

might be related to her education in engineering. However, she does feel that some of the 

gender stereotypes still prevail in Japan. Some previous colleagues asked her: “Hinako you're 

woman, so you should suggest for design (...), more like, woman-like design” (personal 

communication, February 2019). She feels that she cannot decline work or lower her work 

hours, as her manager would stop giving her new projects, if she is not able to work as hard 

as men. She tells us about a former colleague, who never got any big projects, because she 
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was a woman. Her manager said openly: “you don’t have any responsibility for more focused 

work. Your focus is your kid, not the project” (personal communication, February 2019). 

 

In her opinion, fathers, as well as mothers, ought to take childcare leave. She recognizes that 

the Japanese government knows that gender norms ought to be changed. Hinako generally 

experiences that it is becoming easier for women in the younger generations. However: 

“Japan is always slowly, slowly changing” (personal communication, February 2019), she 

says.  

 

Fuyumi (Pseudonym) 

 

Fuyumi, an employee from LEO Pharma’s Japanese subsidiary, was also raised in a very 

traditional family with Japanese norms. However, she went to a school with very strong, 

female teachers, who became role-models for her. She entered a diverse university, with 

many international students, and approximately 50-50 men and women. It has been 

important for Fuyumi to focus on her career and not to be a full-time mother. According to 

Fuyumi, the challenges for women comes after maternity leave, where more flexible hours 

would, to a higher extend, allow mothers to continue working.  

 

She believes that men and women should have equal rights and opportunities, regardless of 

gender. According to Fuyumi, women are bound to experience obstacles in reaching high 

positions in the Japanese society. In her perception, women tend to think that they are less 

qualified, than men, for high positions. Her former position, in a Japanese company, had not 

been possessed by a woman before. When she joined the company, one manager told her 

directly: “I don’t know. I actually, honestly, I don’t know how to utilize you” (personal 

communication, February 2019). However, she does remarks that the manager might have 

been to the extreme side. Apart from this, she has not experienced any obstacles being a 

woman.  
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Kaede (Pseudonym) 

 

Another employee in LEO Pharma Japan, Kaede, has not experienced any challenges being a 

woman throughout her career. In her view, the situation in Japan with regards to gender 

diversity is becoming better, although she feels that there is still space for improvement. 

Kaede generally perceives management people to have a “rather male thinking” (personal 

communication, February 2019). In her opinion, it is demotivating to see such a small share 

of Japanese women reaching high positions. To her, the determining factor for promotion 

should not be the number of hours spent at work, but rather contribution and skills.  

 

Chiharu (Pseudonym) 

 

To Chiharu, an employee at LEO Pharma Japan, there should be no difference in 

opportunities for men and women, when getting promoted or when taking parental leave. In 

Chiharu’s perception: “It’s not so important who is man, who is woman” (personal 

communication, February 2019). In Chiharu’s experience, women might have to choose 

between family and reaching high positions, especially when the children are small. She 

believes that mothers of small children should be able to work less hours, for a certain period 

of time, and then later join the workforce fully. She believes that people should be able to 

structure their work-life more freely, and that men and women should be able to share 

childcare responsibilities more equally between then.  

  

Hana (Pseudonym) 

 

Another employee in LEO Pharma Japan, Hana, grew up in a family with traditional roles for 

mothers and fathers. She remembers that it was nice for her to have a mother, who was at 

home, taking care of the children. She feels that the previous generations have influenced her 

own generation’s way of thinking. When she decided to go to a good university, she did not 
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feel that her father was supportive of her choice. Her father urged her to go to a less 

prominent university, closer to home, which, in her opinion, was because she is a woman and 

thus did not need that good of an education, as for instance her brother. Her father was 

indeed motivating her brother to go to a good university. She feels that her father’s view was 

presenting the norm back then. Similarly, at her university, when companies approached her 

professors, to ask them to recommend some graduates they could hire, her experience was 

that they were not trying to hide the fact, that they were only looking for men.  

 

Hana always knew that she wanted to aim for a high position, as she is very motivated by 

being the one seeing the larger picture of the companies. She feels that women might hesitate 

to apply for high positions, through which they will get more responsibilities, since they will 

become too busy. “Japanese women try to do their best for everything” (personal 

communication, February 2019), she says.  

 

Hana describes how she has faced comments regarding her logical way of thinking and that 

some have found is surprising, that she is acting more like a man, instead of in accordance 

with the typical female traits. Hana knew that the comments were given to her as a 

compliment, although, she felt that they were measuring her against the ‘norms’ of female 

behavior.  

 

Concluding Remarks 

 

It seems that the subjects in LEO Pharma Japan does not diverge substantially from the 

general norms in Japan regarding gender roles, although they believe that rigid gender roles 

ought to be abolished, allowing for a more equal division of family tasks. Whereas in Morocco 

the differences in norms and perceptions of gender roles was geographically divided, 

between rural and urban areas, in Japan, these differences seem to be divided between 

generations. Traditional norms and gender roles seem to prevail among the older 

generations, whereas the younger generations seem to try to confront these. Although 
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mindsets might be changing in Japan, rigid structures seem to keep people from changing 

gender roles in practice. Norms and culture-cognitions from the younger generations seem 

to change slowly due these rigid structures, thus maintaining traditional gender roles in 

Japan.   

 

6.4 LEO PHARMA  

 

LEO Pharma is a Danish company specializing in dermatology (LEO Parma, n.d.). It was 

established in 1908. It is owned by the LEO Foundation, ensuring long-term independence 

(LEO Pharma, 2019). LEO Pharma has more than 5,500 employees world-wide and has 

established subsidiaries in 61 countries (LEO Pharma, 2019).  

 

Globally, LEO Pharma’s employees consist of 54 percent women and 46 percent men (see 

figure 2). In management positions, 41 percent are women, while 59 percent are men (see 

figure 2).  

Figure 2 
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LEO Pharma established its Moroccan subsidiary in 2001, based in Casablanca (LEO Parma, 

n.d.). The Moroccan subsidiary consists of 22 employees, of which 10 are female and 12 are 

male. Thus, 45 percent of its employees are women (see figure 3). The subsidiary consists of 

8 management positions, of which 5 are female, making 63 percent of managers women (see 

figure 3).   

 

Figure 3 

 

 
 
 

 

 

 
 

 

 

 

 

 

 

LEO Pharma’s Japanese subsidiary was established in 2010, based in Tokyo (LEO Pharma, 

n.d.). The Japanese subsidiary consists of 56 employees, of which 26 are female and 30 are 

male. Thus, 46 percent of employees are women (see figure 4). The subsidiary consists of 35 

management positions, of which 12 are female. Thus, 34 percent of managers are women 

(see figure 4).  



P a g e |  77  
 

Figure 4 

 

 

 

 

6.4.1 Perceptions from Headquarter  

 

We will now examine perceptions, regarding gender diversity and corporate culture within 

LEO Pharma, of a vice president and the head of external global communication in LEO 

Pharma’s headquarter. This will be followed by a section examining perceptions coming 

from the two subsidiaries in Morocco and Japan.  

 

A vice president in LEO Pharma, that we have interviewed, experiences the environment in 

LEO Pharma to be respectful. “I think we are a flexible company” (personal communication, 

31 January 2019), she says. Furthermore, as explained by the head of external global 

communication, since LEO Pharma strives to allow for agility and wants to be able to change, 

it does not wish to have too many structures.  According to him, LEO Pharma has a ‘helping 

culture’ and a high level of integrity is a part of the company culture. In his experience, LEO 
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Pharma has a culture where people want to be, where people know each other, and where 

they are happy to walk through the door every morning. He is proud of the culture in LEO 

Pharma, which he believes contribute to securing that issues, such as gender diversity, never 

becomes issues.  

 

According to the vice president, LEO Pharma has a ‘strong’ culture. From her perspective, 

there is generally good teamwork and collaboration among everyone. In her perception, 

there is something universal in LEO Pharma, binding us together. According to her: “it 

shouldn't matter where you are in the organization, you can see how you can actually 

contribute to the future of the company” (personal communication, 31 January 2019). 

However, she also explains that local cultures do make subsidiaries somewhat different from 

each other. The vice president, who has experiences from both the Moroccan and the 

Japanese subsidiary, for instance mentions that there is more hierarchy within the Japanese 

team. According to her, it might be due to their long heritage with a strict division of roles 

and responsibilities. While her experience is that in Morocco: “You kind of like contribute 

with what you can” (personal communication, 31 January 2019), in Japan: “You have to obey 

the rules” (personal communication, 31 January 2019). Additionally, her experience from 

the Japanese subsidiary, is that subordinates feel reluctant to ‘speak up’ against their 

superior. She explains that, in the Japanese subsidiary, the employees are generally more 

reluctant to speak their minds, which is something LEO Pharma is trying to manage by 

building trust. 

 

Both of our interviewees from LEO Pharma’s headquarter, who have experiences from the 

Japanese subsidiary, see that managers in the subsidiary are trying to confront certain 

traditional Japanese structures. The interviewed vice president experiences that the general 

manager in the Japanese subsidiary makes an effort to empower women. As the head of 

global external communication puts it: “I think the most important thing is everyday 

behavior of top management... that's where it starts” (personal communication, 14 February 

2019). For instance, he explains that historically, in Japan, superiors put a lot of effort into 
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being a good example at work by showing that they are hardworking and are prioritizing 

their work. Thus, they will often stay in the office until late in the evening. Norms in Japan 

prescribe that employees need to follow their superiors’ example and cannot leave the office 

before they do. Therefore, he experiences that efforts are put into affecting these cultural 

norms in the Japanese subsidiary. The general manager in LEO Pharma’s subsidiary in Japan, 

in fact, is trying to encourage employees to have a better work-life balance, and to be able to 

leave the office before their superiors. He adds: “Our approach is that you are ten times better 

at work if you have a private life also” (personal communication, 14 February 2019). The 

vice president has the same perception. According to her, LEO Pharma is trying to be a 

responsible company by, for instance, encouraging Japanese employees to leave the office 

earlier. The general manager tries to affect employees by, for instance: “being very 

demonstrative in leaving the office, like: ‘I'm going now’ or ‘I'm going to go home early’, 

things like that” (personal communication, 31 January 2019). She furthermore explains that 

when she, herself, is visiting the Japanese subsidiary, she makes sure to leave the office early 

and continue working at the hotel. “Because it may make them uncomfortable, because I'm 

higher in rank, and then if they leave then that could be inappropriate” (personal 

communication, 31 January 2019), she says. 

 

In the experience of the head of external global communication, LEO Pharma is doing 

remarkably well with regards to gender diversity, “from where I am, at least“ (personal 

communication, 14 February 2019). “I think it is deeply rooted in our culture to seek the 

highest level of diversity simply out of a consideration that that gives us, as a company, the 

most agile and strong set of competences” (personal communication, 14 February 2019), he 

explains. In his perception, the high degree of gender diversity in LEO Pharma, comes from 

simply choosing the best people for different functions. “It is something that is just there” 

(personal communication, 14 February 2019), he says. Furthermore, in the perception of the 

vice president, that we have interviewed, LEO Pharma emphasizes competences and 

qualifications and not gender. In her perception, women have excellent opportunities for 

reaching higher positions in LEO Pharma. The vice president experiences that LEO Pharma 
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emphasizes recruiting internally, instead of externally. Apart from regular dialogues, LEO 

Pharma conduct structured reviews yearly, discussing employees’ development and 

opportunities. Thus, from her point of view, LEO Pharma takes care of its employees.  

 

From the vice president’s perception, it is important to find a fine balance between managing 

gender diversity and not making unfair decisions towards other people. For instance, not to 

hire women only because of their gender. In her opinion, an official gender diversity policy 

is not necessarily needed in LEO Pharma, since: “making the policy or observing what's 

happening in real life is a huge difference” (personal communication, 31 January 2019). To 

her, policies will not have an effect, if the mindset to implement them do not follow. 

Furthermore, in her experience, the general managers and the management teams are very 

supportive of gender diversity. Thus, she does not feel that a policy would make a difference.  

 

Similarly, in the head of global external communication’s personal view, if you make gender 

quotas and goals, you actually start to differentiate, since you will not just focus on choosing 

the best candidate for the position. With approaches like these, you set out from a 

perspective that men or women are preferred for certain types of positions. Rather, you 

should only focus on setting the right team. He explains that the approach of LEO Pharma is 

simply: “that we always seek to find the best man for the job and sometimes that man is a 

woman” (personal communication, 14 February 2019). He experiences that people are 

generally doing the right thing, simply because it is the right thing to do. Although LEO 

Pharma does believe that it is important for the organization to have gender diversity, it does 

not want to emphasize quotas and explicit policies, since these should not be the determining 

factors, but rather the corporate culture. According to him, a policy is not necessary, but: “if 

the culture wasn't there, it could be good to have” (personal communication, 14 February 

2019). 
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6.4.2 Perceptions from Subsidiaries 

 

Having established some perceptions from LEO Pharma’s headquarter, we will now examine 

perceptions from the two subsidiaries in Morocco and Japan regarding gender diversity and 

the culture within LEO Pharma.  

 

A Moroccan employee is pleased by the environment in LEO Pharma: “I have discovered a 

very pleasant culture” (personal communication, January 2019) as she explains. She further 

experiences LEO Pharma’s culture to be very open, and that: “we are always happy to come 

in the office in the morning” (personal communication, January 2019). As she explains: “what 

is new for me, is the human side” (personal communication, January 2019). For her, the 

flexibility that she experiences in LEO Pharma Morocco is very motivating. “When we work 

in a company, I mean, when we can drink a cup of tea with the colleagues at 10 in the morning” 

(personal communication, January 2019), she explains. One Moroccan employee, who has 

worked for another Danish company in the past, says that she generally loves working for 

Danish companies, because: “it's social companies.” (personal communication, January 

2019). According to her, Danish companies care about employees and are “promoting 

healthy life” (personal communication, January 2019).  

 

The Japanese interviewees also believe that there is a good and open environment in LEO 

Pharma Japan. They all feel that there is a good atmosphere in the organization. One of them 

adds: “we’re like family” (personal communication, February 2019). Another Japanese 

interviewee mentions that the management team is very supportive. She emphasizes that it 

is easy to talk with people from different departments. She furthermore explains, that due to 

the culture in LEO Pharma Japan, it is: “more easy to speak up” (personal communication, 

February 2019). 

 

One Moroccan employee explains: “even if we are in Morocco, we don't feel that we are 

different from our colleagues in Denmark, in France, in other countries. I think that it's a 
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particularity in LEO Pharma” (personal communication, January 2019). She describes that 

she feels a real sense of belonging to LEO Pharma. She explains that even after many years 

LEO Pharma: “I just feel that the motivation is the same like the first day” (personal 

communication, January 2019). She feels that she has a significant responsibility. Indeed, she 

feels valued and respected by the company, as she feels that she is listened to when giving 

advice. She experiences being trusted by her managers as well as her colleagues.  

 

Another Moroccan interviewee feels that LEO Pharma is one company and that there are not 

significant differences between countries. When joining the company, you are also joining its 

values. Another Moroccan employee explains: “I have already the values of LEO Pharma and 

since the first day I was sure that I'm aligned with the values.” (personal communication, 

January 2019). One of the interviewees from the Moroccan subsidiary, mentions 

‘adaptability’ and being ‘open minded’ as LEO Pharma values. She, herself, believes those 

values to be some of her own qualities. When asked about LEO Pharma’s values, another 

employee says that: “It's something… it's treating people in a fair way” (personal 

communication, January 2019).  

 

The Moroccan and Japanese employees, that we have interviewed, generally experiences 

that LEO Pharma encourages their career progressions. One of the Moroccan interviewees 

tells us that LEO Pharma holds personal bi-annual interviews with superiors, to review and 

discuss the past six months, as well as future objectives and possible motivation for gaining 

larger responsibilities. As an example of how LEO Pharma encourages her career 

progression, one Moroccan interviewee explains that when she was offered her current 

position, she felt unsure of her competencies to fulfill the job description. Despite this, LEO 

Pharma encouraged her to take the opportunity, as she was believed to possess the 

competencies and that the: “technical skills will follow. It's a matter of training” (personal 

communication, January 2019).  
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According to one of the interviewees from Japan, LEO Pharma Japan is flexible, and 

employees can choose their working style. According to her, while Japanese men usually feel 

the responsibility to stay at work until late in the evening, the men in LEO Pharma seem to 

be able to leave earlier. As explained by another interviewee from the Japanese subsidiary, 

employees are allowed to work from home, once a week, to help with work-life balance. 

Another Japanese interviewee tells us that when a new president of LEO Pharma Japan, who 

is half Danish and half Japanese, arrived three and a half years ago, the atmosphere changed, 

and he influenced the culture in the subsidiary substantially. “I think that this work-life 

balance that we are seeing right now in LEO K.K has been materialized since he came to the 

company” (personal communication, February 2019), she adds. Since, even the president of 

LEO Pharma Japan is very ‘family-oriented’, and that “he also has a lot to do at home” 

(personal communication, February 2019), she experiences that it is also acceptable for 

others to spend time to care for their families. She experiences an accommodating 

atmosphere in LEO Pharma Japan, since: “we [are] all human beings” (personal 

communication, February 2019). 

  

One of the employees in Morocco, that we have interviewed, feels that it is accepted in LEO 

Pharma Morocco to take a day off, if needed, to take care of a sick child. However, in her view, 

it is not well perceived for men in LEO Pharma, since, in Morocco, it is generally perceived to 

be “for the mother” (personal communication, January 2019). One of the Moroccan 

interviewees experiences that there is generally trust from the managers in LEO Pharma, as 

opposed to Moroccan companies, which are more rigid and formal, and where you would 

have to prove that you have been to the doctor. Another one of the interviewees from 

Morocco also experiences the trust of the managers. When she calls her manager to explain 

why she is unable to be at work, she will be met with: “you don’t have to tell me this kind of 

things. You handle your time (...) Do whatever you want” (personal communication, January 

2019). According to her, the important thing is that the objectives are achieved. The Japanese 

employees also experience understanding from colleagues with regard to taking a day off to 
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care for children. One of the interviewees describes that, in this case, you will be met with: 

"oh, don't come today, you just stay at home" (personal communication, February 2019).   

 

According to both the Moroccan and the Japanese interviewees, men and women in LEO 

Pharma have equal opportunities, as individuals are being evaluated based on their 

qualifications. “I don’t feel that we need to do more than men to be in a senior position” 

(personal communication, January 2019), one of the Moroccan employees says. Another 

Moroccan interviewee explains that if you have the right competences, you are able to accede 

to high positions. According to her, in multinational companies, such as LEO Pharma, men 

and women are being judged equally according to qualifications. A Japanese interviewee 

adds that: “they don't actually care if you are a woman or a man.. if you are capable” (personal 

communication, February 2019).  

 

One Japanese interviewee mentions that, while, generally in Japan, she does experience men 

in high positions, who expect women to act according to female stereotypes, in LEO Pharma 

Japan, she does not. According to a Moroccan employee, who actively chooses to work for 

international companies, in domestic Moroccan companies, she does not feel certain that she 

will have the same rights. She explains that in international companies she knows that she 

will be respected and that everything is ‘correct’.  

 

All of the interviewees in the two subsidiaries do not believe that LEO Pharma should 

implement an official gender diversity policy, as they feel that LEO Pharma is already doing 

well with regards to gender diversity. As one mentions: “there is a real diversity, I would say, 

within LEO Pharma” (personal communication, January 2019). According to one of the 

Moroccan interviewees, if LEO Pharma sets specific goals for achieving specific numbers for 

percentages of gender, women and men will suddenly not have the same chances. She 

believes that it should always be determined by talent, qualifications and experiences, and 

that gender should not play a role in the recruitment process. “I think… we should think 

things natural, you know?” (personal communication, January 2019), she says. According to 
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another Moroccan employee, if you make a written policy, it seems like something that you 

cannot achieve. Instead, it should be something that is implicit. According to her, if a 

company has an explicit policy, it seems like gender diversity is something unusual that you 

are trying to make usual. “For me, you know, when we are talking about gender policy, it's 

like woman is different than other, you know?” (personal communication, January 2019), 

she says, and further explains: “I don't want to have this kind of thing because it should be 

obvious“ (personal communication, January 2019).  

 

One of the interviewees from Morocco states that, in her opinion, the most important thing 

is not having a strategy or a vision with regards to gender diversity, but to feel comfortable 

in day-to-day work, and to have the same chances as men. She further adds: “I know that 

now the trend for companies is having this 50-50 gender diversity, but again, it doesn't mean 

that women in all parts of the world, in all affiliates h ave the same chances” (personal 

communication, January 2019). 

 

 

7 ANALYSIS  

7.1 SUB-ANALYSIS I 

 

After having outlined perceptions regarding gender diversity and corporate culture within 

LEO Pharma, from both the subjects in the two contexts and from headquarter, we will now 

explore whether or not there is alignment between these. Thus, we will examine if Schein’s 

three levels of culture are in alignment in LEO Pharma. We seek to answer our first sub-

question: How does the perceptions regarding gender diversity and corporate culture within 

LEO Pharma, as expressed by the headquarter, align with the perceptions of employees in 

the two subsidiaries in Morocco and Japan?  
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Both the vice president, the head of global external communication and all the employees in 

the two subsidiaries, that we have interviewed, experience that LEO Pharma is doing well 

with regards to gender diversity. They all believe that, in LEO Pharma, people are evaluated 

based on qualifications and competences, with no regards to gender. Thus, employees from 

the two subsidiaries, as well as those from the headquarter, believe women to have equal 

opportunities as men for reaching high positions. Both the vice president and the employees 

in the two subsidiaries experience that LEO Pharma encourages internal career 

progression.   

 

Furthermore, employees from the subsidiaries in Morocco and Japan all find the 

environment in LEO Pharma pleasant. The culture in LEO Pharma is described as open and 

with a pleasant atmosphere. This seems to be in alignment with descriptions of LEO 

Pharma’s corporate culture from our interviewees in the headquarter. The head of global 

external communication explains that it is a culture where people want to be and where 

people are happy to walk through the door every morning. Similarly, an interviewee from 

the Moroccan subsidiary experiences that employees are always happy to come into the 

office in the morning.  

 

The vice president feels that LEO Pharma has a ‘respectful’ environment. This feeling seems 

to be shared by one of the employees in the Moroccan subsidiary, who feels that she is valued 

and respected by the company. As a part of LEO Pharma’s espoused values, it is stated on its 

homepage that LEO Pharma aims to create trust among its employees (LEO Pharma, n.d.). 

This seems to align with the perceptions of some employees in the Moroccan subsidiary, who 

mention that they experience trust from their managers.  

 

LEO Pharma furthermore states an aim to cooperate and ‘support each other’ (LEO Pharma, 

n.d.), and the vice president experiences good teamwork and collaboration among everyone. 

Furthermore, the head of global external communication emphasizes that LEO Pharma has 

a ‘helping culture’, in which people put an effort into collaborating and helping each other. 
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This seem to correspond with the employees’ perceptions. For instance, one of the Japanese 

employees explains how the management team is very supportive and that it is easy to talk 

to people from different departments. 

 

As stated in LEO Pharma’s annual report for 2018, a healthy work-life balance and promoting 

healthy work life are important (LEO Pharma, 2019). This is further emphasized by the vice 

president and the head of global external communication, who describe LEO Pharma as a 

flexible company. Also, the employees in the two subsidiaries experience flexibility, a care 

for work-life balance, and, as explained by one of the interviewees in Morocco, “promoting 

healthy life” (personal communication, January 2019). 

 

The vice president from the headquarter explains that there is something ‘universal’ in the 

culture of LEO Pharma, binding people together. This perception seems to be shared by one 

of the employees in the Moroccan subsidiary, who sees LEO Pharma as one company, without 

significant differences between the subsidiaries. Another one mentions that she feels a sense 

of belonging to LEO Pharma and that even in Morocco, employees do not feel different from 

colleagues in the headquarter or in other subsidiaries.  

  

In one of the Moroccan interviewees’ opinion, you join the organizational values, when you 

enter LEO Pharma. However, as argued earlier, we believe that individuals cannot disregard 

their individual culture-cognitive elements and values shaping their sensemaking, and fully 

adopt the corporate culture of LEO Pharma. Thus, employees do not necessarily have 

common basic underlying assumptions, due to their individual culture-cognition. One of the 

employees from the Moroccan subsidiary adds that she already felt that she possessed the 

values of LEO Pharma before she began working there. Furthermore, when another 

interviewee describes LEO Pharma’s values as ‘adaptability’ and ‘being open-minded’, she, 

herself, believes those to be some of her own. Thus, it seems that her culture-cognition and 

personal values were somewhat in alignment with LEO Pharma’s values. We believe that LEO 
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Pharma might simply consist of individuals with certain culture-cognitive elements, that ‘fit’ 

with LEO Pharma’s values and beliefs. 

 

Sub-conclusion I 

 

Perceptions regarding gender diversity and corporate culture, within LEO Pharma, seem to 

be in alignment between the headquarter and the two subsidiaries in Morocco and Japan. 

What is communicated on LEO Pharma’s homepage, as LEO Pharma’s official values, and the 

perceptions of our two interviewees from the headquarter, in fact, seem to be in alignment 

with the true values of the subjects in the two subsidiaries. There seem to be an alignment 

between espoused values from the headquarter and basic underlying assumptions in the two 

subsidiaries, thus making employees feel comfortable in the organization. What LEO Pharma 

‘say they do’ in fact corresponds with how employees in the two subsidiaries really feel. Since 

we are not familiar with how gender diversity is handled in everyday practice, we cannot 

conclude whether or not the artifacts are in alignment with the espoused values and the basic 

underlying assumptions in LEO Pharma. Nonetheless, from the perception of our 

interviewees, there seems to be equal opportunities for women and men, and an open 

environment with no discrimination.   

 

7.2 SUB-ANALYSIS II 
 

We will now examine how the two contexts, that are significantly different, should be 

understood and managed accordingly. Thus, we seek to answer our second sub-question: 

How does LEO Pharma manage differences in contexts and gender diversity in its two 

subsidiaries in Morocco and Japan? 

 

Our empirical data from the Moroccan subsidiary has shown that, although all of Morocco is 

exposed to the same regulatory institutional setup, Morocco seems to consist of two different 

normative institutional setups. In urban areas, women, including our interviewees from LEO 
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Pharma’s Moroccan subsidiary, seem to be more integrated in the workforce and to be less 

subject to traditional pre-defined roles, than women in rural areas. They are faced with 

conditions that favor their situation with regards to achieving a good career and reaching 

high positions. For instance, they have been able to afford a good education and can afford 

to pay for childcare that allows them to continue working after having children. Furthermore, 

the interviewees in LEO Pharma’s subsidiary in Morocco explains that they have actively 

targeted an international company, as opposed to a domestic one, since they feel that they fit 

well into the corporate culture, which they experience to be more ‘open’. The Moroccan 

subsidiary seems to be made up by individuals, who are ‘open minded’, and whose normative 

and culture-cognitive elements differ from perceptions of many other individuals and 

general norms in the Moroccan society. Furthermore, candidates already fit with LEO 

Pharma’s culture and perceptions regarding gender diversity before they join the company. 

Therefore, based on our data, it seems that in Morocco, the challenges for women to reach 

high positions lie in societal institutions and structures, which is something that LEO Pharma 

cannot manage. It seems that the candidates entering LEO Pharma in Morocco have already 

been differentiated from others in society - something that is out of LEO Pharma’s hands. On 

the contrary, in Japan, it seems that some challenges can be managed within the organization. 

The vice president mentions that, regarding the Moroccan subsidiary: “I think we are 

actually quite there” (personal communication, 31 January 2019). However, she believes 

that the Japanese subsidiary is quite young and thus: “I think that's more of a working 

progress” (personal communication, 31 January 2019), she says. According to her, the 

general manager in the Japanese subsidiary is actively trying to support more women in high 

positions.  

 

Actors are not necessarily passive towards institutions (Scott, 2004). They are in fact able to 

disengage from societal norms and traditional gender roles and actively respond to change 

them. As mentioned earlier, even when individuals do seek to change norms and pre-defined 

gender roles in Japan, they are often held back by rigid structures and traditional ways of 

doing things. Here, LEO Pharma can in fact manage its employees in the Japanese subsidiary, 
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by loosening up certain structures, making it easier for individuals to confront pre-defined 

gender roles. Thus, LEO Pharma can enable individuals to become agents of change.  

 

The general manager in the Japanese subsidiary seems to make an effort to empower women 

and to accommodate employees breaking out of pre-defined gender roles and norms. He 

tries to ensure a better work-life balance for employees, by, for instance, securing that 

employees do not feel obliged to stay in the office until late in the evening, as often expected 

in Japan. Furthermore, he tries to manage flexibility of working hours for employees. As one 

of the interviewees explained to us, employees are allowed to work from home once a week. 

Thereby, he allows for women, as well as men, to a higher extent to manage their own time 

and to share household tasks more equally, thus confronting pre-defined gender roles in 

Japan. This not only allows for men to avoid negative attitudes towards not only prioritizing 

work, but also for women to enjoy equal opportunities for reaching high positions, since 

household tasks can be divided more equally.    

 

By trying to manage and overcome traditional Japanese structures, LEO Pharma seeks to 

avoid ‘noise’ in communication. Misunderstandings about encoded ‘signs’ are due to a lack 

of semantic fit (Brannen, 2004). When the general manager in the Japanese subsidiary, for 

instance, stays in the office until late in the evening, it seems to be decoded by the Japanese 

employees as a sign that they, too, have to stay. What is encoded by the general manager 

does not correspond with what is decoded by the employees, and noise in communication 

arise, resulting in a lack of semantic fit. Thus, when the general manager chooses to leave the 

office earlier, in order to ensure the work-life balance of Japanese employees, he actively 

works to avoid noise in communication, and ensure semantic fit.  

 

The general manager functions as a ‘bridge individual’, since he is able to bridge between the 

headquarter and the Japanese subsidiary.  Being both Danish and Japanese, he might be able 

to more easily navigate in both what is encoded from the headquarter in Denmark and what 

is decoded in the subsidiary in Japan. Having experiences from both contexts, he might better 
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understand the contextual meanings of the ‘signs’ in both the Danish and the Japanese 

contexts, thus ensuring that the ‘signs’ are not misunderstood. 

 

Our empirical data suggests that there is some sort of shared tacit knowledge regarding 

gender diversity in the organization. This, along with the organizational culture in LEO 

Pharma, we see as a part of its ‘firm assets’ that are recontextualized by the employees in the 

two different contexts. The firm assets seem to be perceived in a positive way in both 

contexts, which might contribute to employees actively selecting an international company, 

such as LEO Pharma. It seems that the meanings that the subjects in the two subsidiaries 

attach to both the culture and the shared tacit knowledge in LEO Pharma, correspond with 

those from the headquarter. They all seem to describe the organizational culture with the 

same attributes. Furthermore, both employees from the subsidiaries and the headquarter 

seem to agree that a shared tacit knowledge works to ensure that all are evaluated based on 

qualifications, that gender does not play a role, and that explicit knowledge is not necessary 

to ensure gender diversity. Thus, LEO Pharma seems to have achieved semantic fit in its two 

subsidiaries.  

 

While the vice president from the headquarter feels that there is something universal in the 

LEO Pharma culture binding them all together, she also emphasizes that there are local 

differences between the subsidiaries. While LEO Pharma does seek to manage certain 

behavior, it seems that it does not try to ‘eliminate’ all differences in its subsidiaries. We 

would argue that the dynamics occurring from misunderstandings in the meeting with the 

‘otherness’ are used as learning moments, where LEO Pharma can figure out how to manage 

employees, while still allowing for differences. LEO Pharma can utilize misunderstandings, 

and the meeting with differences, to learn how it ought to appropriately manage different 

contexts. For instance, the general manager in the Japanese subsidiary has learned how he 

can, by going home himself, ‘nudge’ employees to go home, thereby obtaining a better work-

life balance, instead of implementing rules to change their behavior to fit with that of 

employees in the headquarter. Furthermore, the hierarchical nature of the Japanese 
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subsidiary, as opposed to others, suggests that LEO Pharma do respect and allow for the 

‘otherness’ of different contexts. 

 

Sub-conclusion II 

 

According to our data, the two subsidiaries operate in significantly different contexts with 

different institutional setups, and thus LEO Pharma needs to manage them differently with 

regards to gender diversity. In Morocco, certain conditions seem to determine who are able 

to end up in a company, such as LEO Pharma, and to reach high positions. Since LEO Pharma 

seems to be made up by individuals with certain culture-cognitive elements, making them 

‘fit’ with the culture in LEO Pharma, it seems that LEO Pharma does not need to manage its 

Moroccan subsidiary much with regards to gender diversity.  

 

It seems that when ‘firm assets’ are recontextualized both in the Moroccan and the Japanese 

subsidiaries, they take more or less the same meanings as in LEO Pharma’s headquarter, 

resulting in a semantic fit. However, some ‘signs’ seem to be easily misunderstood in the 

Japanese context, due to informal institutional differences, leading to noise in 

communication. Therefore, in Japan, LEO Pharma actually can manage the circumstances 

around its employees to ensure more equal opportunities between men and women. 

 

7.3 SUB-ANALYSIS III 
 

Diversity management usually emphasizes written policies, goals and statements (Danowitz 

et al., 2012). However, since LEO Pharma has not adopted an official gender diversity policy, 

we will examine what, then, has led to the high degree of gender diversity in its two 

subsidiaries in Morocco and Japan. Thus, we seek to answer our third sub-question: What is 

LEO Pharma’s strategy for ensuring gender diversity? 
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All of our interviewees seem to agree that LEO Pharma should not implement an official 

gender diversity policy, since, to them, gender diversity is something that should come 

naturally and should be ‘obvious’. As the head of global external communications says: “It is 

something that is just there” (personal communication, 14 February 2019). According to one 

of the interviewees, implementing explicit policies, makes gender diversity seem like 

something that you cannot achieve. The employees within LEO Pharma, that we have 

interviewed, seem to prefer the shared tacit knowledge regarding gender diversity, that LEO 

Pharma seems to naturally possess, instead of an explicit official knowledge in the 

organization. As one of them says: “it should be something that is implicit” (personal 

communication, January 2019).  

 

According to the head of global external communication, LEO Pharma should not necessarily 

implement too many rigid structures and layers, since that would remove some of the agility 

in the organization. LEO Pharma, being less structured, he believes, makes the organization 

more adaptable to change. An official policy would institutionalize gender diversity in the 

organization, thus formalizing the shared tacit knowledge. This might remove the dynamics 

and make gender diversity explicit knowledge, instead of the tacit knowledge that seems to 

come naturally. Organizations are not only comprised by rigid structures and cannot be 

controlled as mechanical entities, since the human aspect makes them more complex and 

dynamic (Morgan, 1997). It is difficult to manage the human aspect of organizations and to 

formalize unconscious tacit knowledge that is naturally shared among employees. The 

employees in two subsidiaries seem to have a shared, unspoken and unconscious 

understanding regarding gender diversity, that does not have to be explicitly stated or 

communicated by the headquarter.  

 

Both our interviewees from the two subsidiaries, and our interviewees from headquarter, 

seem to agree that candidates are in fact evaluated based on qualifications and competencies, 

without gender being taken into account. There seems to be a general understanding that, 
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by setting specific goals and implementing explicit policies, LEO Pharma will in fact end up 

discriminating its employees, and men and women will suddenly not have the same 

opportunities. Thus, it seems that LEO Pharma in fact is naturally meritocratic in its hiring 

processes, since candidates are evaluated based on merit. However, meritocracy does not 

seem to be explicitly emphasized by the organization. The paradox of meritocracy shows 

how organizations that do emphasize meritocracy as a value might in fact end up favoring 

male employees, over female employees, with the same qualifications (Castilla and Benard, 

2010). Unconscious gender biases might in fact become apparent when meritocracy is 

explicitly stated and emphasized, since managers might have a higher confidence in their 

decisions being bias-free. Thus, by avoiding meritocratic policies and procedures, as explicit 

knowledge regarding meritocracy, it takes away the dynamics and the mutual unspoken 

understanding, that seems to be working well for LEO Pharma. LEO Pharma seems to 

succeed in avoiding biases, while still naturally selecting the best qualified candidates.  

 

Sub-conclusion III 

 

LEO Pharma has achieved a high degree of gender diversity, even without having adopted an 

explicit strategy or official policies. It seems that a shared and unspoken tacit knowledge 

regarding gender diversity naturally ensures equal opportunities for men and women and 

thus a high degree of gender diversity in the organization. In LEO Pharma’s case, this tacit 

and implicit knowledge might work better than explicit knowledge, when it comes to 

ensuring gender diversity. When knowledge becomes formalized and institutionalized, the 

‘natural’ understanding of gender diversity might be taken away, and this knowledge might, 

in fact, work against its purpose. 
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8 CONCLUSION 

 

LEO Pharma does not have an official gender diversity policy. Despite this, it seems that LEO 

Pharma has achieved a high degree of gender diversity, both among employees in general 

and in management positions. Not only is the ratio of men and women rather equal, 

perceptions from all our interviewees seem to agree that there is a high level of gender 

diversity in the organization, and that women and men enjoy equal opportunities. The high 

degree of gender diversity seems to be present, even in the Moroccan and Japanese contexts, 

where pre-defined gender roles seem to still influence society to a high degree, and where 

gender diversity in the workforce is generally low.   

 

Our phenomenological view has helped us to get a deep insight into the perceptions and 

experiences of the subjects in the two subsidiaries in Morocco and Japan. This has 

furthermore allowed us to examine their understandings of their context and of gender 

diversity in LEO Pharma. We have gotten insights into their individual culture-cognitive 

elements, shaping their sensemaking.  

 

To understand how LEO Pharma has achieved a high degree of gender diversity in the two 

contexts, we sought to get an understanding of whether or not there is an alignment in 

perceptions regarding gender diversity and corporate culture, within LEO Pharma, between 

the headquarter and the two subsidiaries. LEO Pharma might have achieved a high degree of 

gender diversity in its subsidiaries in Morocco and Japan, partly due to an alignment of its 

values and perceptions, between what is communicated by the headquarter, and what is felt 

by its employees in the two contexts. It seems that individuals in the organization actually 

feel and experience the values and the corporate culture, as the headquarter experiences 

them, thus making LEO Pharma able to obtain gender diversity without implementing 

institutionalized policies and goals to influence behavior. Behaviors and beliefs of individual 

employees seem to naturally fit with the belief of the headquarter, that gender should not 
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play a role in the assessment of employees, and that women and men should enjoy equal 

opportunities in their careers.  

 

Secondly, to understand how LEO Pharma has a achieved a high degree of gender diversity 

in the two contexts, we sought out to examine how LEO Pharma, in fact, manage gender 

diversity in its two subsidiaries in Morocco and Japan. It seems that LEO Pharma’s two 

subsidiaries are made up of individuals, who already possessed values, corresponding with 

those of LEO Pharma, before joining the company, which we believe to be a factor in 

explaining how LEO Pharma has achieved a high degree of gender diversity in its two 

subsidiaries. LEO Pharma is a company that naturally attracts highly educated and ‘open-

minded’ individuals, facilitating a shared understanding and a certain behavior, that allows 

for gender diversity in the organization. Despite being situated in contexts, where traditional 

pre-defined gender roles highly influence society, these individuals seem to have certain 

culture-cognitive elements, allowing them to be critical towards established norms and 

institutional setups in their contexts. By attracting people with certain mindsets and beliefs, 

including a perception that men and women are equal and should be subject to the same 

opportunities, LEO Pharma seems to naturally achieve gender equality and diversity. If LEO 

Pharma was not made up by individuals with these certain culture-cognitive elements, it 

might face more challenges with managing gender diversity. 

 

LEO Pharma needs to take both the regulatory elements, the normative elements, including 

pre-defined gender roles, as well as the culture-cognitive elements of its employees, in its 

different subsidiaries, into account when managing gender diversity. Since the two contexts, 

that we have examined, are significantly different, they need to be managed differently by 

LEO Pharma with regards to gender diversity.  

 

Morocco seems to be divided into two different normative institutional setups. Certain 

conditions seem to determine who can end up achieving a good career and a high position. 

‘Urban women’, such as those in LEO Pharma’s subsidiary, seem to have already been 
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differentiated from others in the Moroccan society. They seem to not be influenced by 

traditional pre-defined gender roles to the same extent as ‘rural women’. The challenges for 

women in Morocco to achieve equal opportunities as men lie in the societal structures. Thus, 

according to our findings, it seems that LEO Pharma cannot manage the challenges in the 

Moroccan context with regards to women achieving higher positions.  

 

However, in the Japanese context, it seems that LEO Pharma in fact can manage the 

conditions that enable its Japanese subsidiary to obtain gender diversity. Individuals, who 

are critical towards traditional norms in the Japanese society, are often constrained by rigid 

organizational structures in the workplace. Thus, LEO Pharma can enable individuals to 

break out of their pre-defined gender roles, and become agents of change, by loosening these 

structures. In the recontextualization of the corporate culture and the headquarter’s 

understanding of gender diversity, the Japanese subsidiary is consciously encoding ‘signs’ in 

a way that avoids misunderstandings when they are decoded by the Japanese employees. In 

this way, LEO Pharma creates an environment that allows for a high degree of gender 

diversity in its Japanese subsidiary. LEO Pharma seems to have learned from the dynamics 

in conflicts and misunderstandings, that arise in the meeting with differences, and although 

the organization manages certain conditions in the Japanese context, it does respect and 

allow for the ‘otherness’ and the differences of contexts.  

 

Thirdly, to understand how LEO Pharma has achieved a high degree of gender diversity, we 

wanted to get an understanding of LEO Pharma’s strategy for ensuring gender diversity. As 

it turned out, LEO Pharma does not have official strategies and policies in place. It seems that 

LEO Pharma has achieved a high degree of gender diversity in its two subsidiaries in Morocco 

and Japan by having a shared and unspoken tacit knowledge, naturally ensuring equal 

opportunities between men and women. If LEO Pharma adopts an explicit strategy or 

policies for achieving gender diversity, it might change the dynamics and the shared tacit 

knowledge in the organization, and thus remove its natural way of ‘managing’ gender 

diversity. It seems that the unconscious and tacit knowledge, rather than an institutionalized 
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knowledge, has worked for LEO Pharma, since it, without official policies, has obtained a high 

degree of gender diversity in its two subsidiaries in Morocco and Japan.  

 

Therefore, our findings indicate that tacit knowledge works better than explicit knowledge 

when it comes to managing gender diversity. Our findings indicate that gender diversity can 

be achieved through the ‘right’ corporate culture and not necessarily through explicit 

policies. Additionally, LEO Pharma seems to manage contextual differences allowing for 

gender diversity.  The Moroccan and the Japanese contexts are significantly different, and 

thus should be managed differently with regards to gender diversity. This case-study, 

examining two specific contexts, shows how contexts are always different and how 

knowledge regarding these differences allow companies to appropriately manage its 

subsidiaries. LEO Pharma seems to, in fact, use its understanding of differences to allow for 

gender diversity in the Moroccan and Japanese subsidiary. 

 

 

9   RECOMMENDATIONS 

 

Based on our findings from interviews with individuals in the Moroccan and Japanese 

subsidiaries, LEO Pharma is doing well with regards to gender diversity, even without an 

overall policy. Our findings suggest that LEO Pharma is made up by individuals with certain 

perceptions and values, that fit with those of the headquarter. These individuals seem to 

unconsciously share a tacit knowledge, enabling LEO Pharma to achieve gender diversity in 

a natural way. Thus, these individuals and the shared tacit knowledge in the organizations 

are important resources, making up a competitive advantage for LEO Pharma with regards 

to gender diversity. 

 

Diversity management usually emphasizes written policies, goals and statements. However, 

we believe that policies should only be implemented in organizations, who face challenges 
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with regards to gender diversity and equal opportunities. Thus, we do not recommend LEO 

Pharma to implement any overall goals or policies to improve gender diversity in the 

organization. Furthermore, it is important to be aware of contextual factors, such as norms 

and traditions, in order for the organization to appropriately manage its subsidiaries. 

Contexts are different and thus need to be managed differently. Therefore, we argue that LEO 

Pharma should continue managing contextual differences that allows for gender equality 

and diversity.   

 

 

10   FURTHER PERSPECTIVES 

 

A further perspective for our research could be to examine whether or not LEO Pharma can 

create conditions that allow for knowledge creation. As the concept of ‘ba’ (Nonaka & Konno, 

1998) proposes, it might be interesting to examine if LEO Pharma creates a ‘shared space’, 

in which tacit knowledge can be shared throughout the organization. While our research has 

been situated in two specific contexts, another research could examine the organization as a 

whole, to see if the tacit knowledge regarding gender diversity is shared throughout the 

whole organization. Since we see the tacit knowledge regarding gender diversity and the 

organizational culture within LEO Pharma, including the individuals that LEO Pharma is 

made up of, as valuable intangible resources, and thus important assets for sustained 

competitive advantage, LEO Pharma might be able to manage them. Since the tacit 

knowledge regarding gender diversity is intangible knowledge, instead of tangible and 

explicit knowledge, it could be interesting to examine how LEO Pharma might create 

frameworks and conditions for it to be managed and shared. How can LEO Pharma manage 

something that is invisible and unspoken?  
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Even though our study is situated in two specific contexts with distinct institutional setups, 

our findings regarding LEO Pharma’s way of handling gender diversity, and the shared tacit 

knowledge that is present in the organization, might in fact constitute frameworks that can 

be applicable to other subsidiaries of LEO Pharma. Although contextual factors are crucial to 

take into account, to manage different subsidiaries, ways of acting and thinking about gender 

diversity might be general processes that can be applied throughout the organization.   

 

A second perspective that might prove interesting to examine is whether or not change with 

regards to pre-defined gender roles and gender diversity is easier to achieve in a developed 

or a developing economy. Institutions are not static, since individuals can in fact detach 

themselves from established and widely shared norms and belief systems and be agents of 

change in their own contexts. Might change in fact be more easily achieved in developing 

societies, such as Morocco, which are already in ‘transit’ and in the process of changing 

societal structures and institutions, as opposed to developed societies, such as Japan, in 

which societal structures and institutions are more static and ‘set in their ways’? 
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