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Abstract 

After years of continuous growth, India is, today, the world’s fastest growing economy and 

the country is receiving increasing attention. At the same time, the growing outsourcing of 

value chain activities has given an improved dimension to foreign subsidiaries. The paper 

aims at studying the HQ-subsidiary relationship. In doing so it presents four case studies of 

Danish MNCs with subsidiaries in India and provides insights on what constitutes their 

strategic objective, finding it out in providing components and service for the HQ itself.   

Introduction 

In recent decades an increasing number of value adding activities take place in developing 

countries. Waves of market liberalization, rapid growth, growing levels of education, 

workforce’s skills improvements and institutional and political changes are all factors 

attracting companies into emerging markets. Accordingly, foreign subsidiaries have gained 

new power and importance. The existence and development of MNCs in these markets are 

depending on subsidiaries’ success. 

 

With over one billion people and years of steady development and growth, the Indian market 

has been gathering more and more attention from both academic and practitioners. 

The following study, through the collection of four cases, aims at picturing and understanding 

the current situation of Danish MNCs which are present in the Indian market. Considering the 

complexity of the Asian country’s culture and business environment, of a great interest is the 

relationship between HQ and subsidiary. This, in order to see: what is the strategic objective 

of setting up a subsidiary in India and what is the role that the foreign business unit has within 

the company’s network. Also, the paper gives hints on the potential future evolution of the 

subsidiary, giving the dynamic nature of the local Indian context.  

 

Firstly, a brief review of the literature is given in order to give a theoretical background to the 

study in hand and highlight various dimensions characterizing the headquarters-subsidiary 

relationship. A brief reminder of recent researches on the particular issue of Danish 

companies in India is also provided. The paper proceeds with the explanation of the approach 
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chosen for the investigation of the problem and expresses the method used for collecting the 

data. Consequently, a single structure was selected for the presentation of the results collected 

from the different companies. Each case provides insights to specific reality of the company 

considered and a brief analysis related to the research objective. A short final section is 

offered to draw conclusions.  

1. Literature Review 

1.1 Subsidiary evolution 

There is an extensive body of literature concerned with numerous aspects of managing a 

multinational subsidiary (see Jarillo & Martinez, 1990 and Birkinshaw & Morrison, 1995). In 

the past decade the focus has been centered on the roles engaged by subsidiaries (e.g., White 

& Poynter, 1984, Bartlett & Ghoshal, 1986, Gupta & Govindarajan, 1991, 1994). 

According to Birkinshaw and Hood, 1998, the assumption is that the role of the subsidiary is 

taken and not given. The parent company assigns a specific role to the foreign business unit, 

giving the subsidiary’s perceived capabilities and the strategic importance (to the 

headquarters) of the local market. This is known as “head-office assignment of roles”
1
. 

Such view is considered a crucial determinant of subsidiary evolution, but the within the vast 

literature, that is only one of three general mechanisms that drive the evolution process. 

The second mechanism is known as “subsidiary choice”, where the subsidiary itself takes 

decisions in order to delineate its own role (Child, 1972). The third mechanism, known as 

“local environment determinism”, links more closely the role of the subsidiary to the local 

market through opportunities and constraints given by that environment.   

Ultimately, it is the interaction of these three mechanisms to determine the role of the 

subsidiary (see Figure 1.1). Once chosen, the subsidiary’s role affects the decision taken by 

the HQ, those taken by subsidiary managers and the position of the subsidiary in the local 

context. This continuous interaction creates, over time, the evolution process of the 

subsidiary’s role. 

                                                             
1
 This is also consistent with the Product Cycle Theory (Vernon, 1966); the MNC would first expand in the 

proximities of the home country. As the product matures, other subsidiaries would be set up in developing 

countries to exploit lower labor costs 
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Amit and Schoemaker (1993) define resources as “the available stock of factors controlled or 

owned by the subsidiary” and they define capabilities as “the capacity of the subsidiary to 

make use of its resources through organizational processes, in order to reach a certain 

outcome”. Such capabilities can be broad (e.g. systems integration, innovation, government 

relations) or they can be function-specific (e.g. logistics management, research, flexible 

production). Therefore, subsidiary evolution can be seen as the result of the use and collection 

of capabilities, over time. 

Figure 1.1 – Subsidiary Evolution Framework 
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responsibility within the MNC”. Markets, functional areas, technologies, products, or any 

combination of these elements can be used to outline the subsidiary’s charter. 

In short, Birkinshaw and Hood (1998), describe subsidiary evolution in terms of 

improvement/deterioration of capabilities, on one side, and creation/loss of the corresponding 

charter, on the other. In this way, an improvement in capabilities and a creation of charter lead 

to a subsidiary development, while the deterioration of capabilities and the loss of charter lead 

to a subsidiary decline. 

One of the major contributions of the 1998 paper by Birkinshaw and Hood is the definition of 

five generic processes of subsidiary evolution. In Figure 1.2 are shown the possible 

combination of capability and charter change. 

Figure 1.2 – Subsidiary Evolution in terms of capability and charter change2 

 

 

                                     

 

1. PDI parent-driven investment: subsidiary’s charter is assigned by the parent company 

and capabilities do not exist yet. The development of approprite capabilities begins once the 

                                                             
2
 Adapted from Birkinshaw and Hood, 1998 
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subsidiary has “won” the competition of its sister units to obtain the charter. An expansion of 

the charter boosts the capability profile of the subsidiary; 

2. SDE  subsidiary-driven charter extension: subsidiary’s managers see a chance to obtain 

a new charter (they need to prove the subsidiary has the capabilities for it). An improvement 

of the capabilities profile directs toward the expansion of the charter; 

3. SDR  subsidiary charter reinforcement: subsidiary’s managers seek to hold on to the 

charter and strenghten the subsidiary’s current capabilities. 

4. PDD  parent-driven divestment: the parent company decides to deprive the subsidiary of 

a certain charter which, in turn, leads to the deterioration of the corresponding subsidiary’s 

capabilities; 

5. ASN  atrophy through subsidiary neglect: over time the subsidiary’s capabilities may 

become weaker, if this affect the subsidiary’s performance negatively, then the parent 

company may erase the charter from the subsidiary’s responsibilities. 

As the authors point out, these five processes are “comprehensive and mutually exclusive” so  

that, at any point in time, the evolution stage of the subsidiary can be categorized into one of 

them. Different factors can then lead to a more/less favorable position of the subsidiary
3
. 

Among these, a competitive internal resource allocation
4
 has been seen as a tool for 

subsidiary’s managers to use in order to stimulate the capabilities improvement which, in 

turn, helps the subsidiary “winning” new charters over other units or hold on to the existing 

one (White and Poynter, 1984; Galunic and Eisenhardt, 1996). When such system is not in 

place, the headquarters decides upon resource allocation, which can deteriorate the 

subsidiary’s autonomy.   

On a subsidiary level, performance is unquestionably the central factor moving the subsidiary 

from one evolution process to another. Given the uncertainty of every business decision, the 

parent company would be more willing to direct investment toward a unit that has been 

proven successful, rather than to a poor performing one. Also, the quality of HQ-subsidiary 

relationships can effectively shape the evolution of the subsidiary. Expatriates or subsidiary 

managers who trained at the HQ can exploit their personal network to get the parent 

                                                             
3
 From the subsidiary point of view 

4
 A corporate level system which encourages internal competition 
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company’s attention and get things done. On the other hand, the parent company can use this 

social control system to tie together the whole network of the MNC (Barlett and Ghoshal, 

1989). 

Last, but not least, the host-country itself presents factors affecting the subsidiary’s evolution 

process. The dynamism of the local business environment, for instance, can further promote 

the accumulation, by the subsidiary, of useful capabilities.  

 

1.2 Subsidiary’s initiatives 

The concept of subsidiary entrepreneurship (Birkinshaw et al. 1998) encloses all the possible 

subsidiary’s initiatives into three major “types”: 

- Bids for corporate investments in the subsidiary’s country; 

- Subsidiary management-driven acquisitions in the subsidiary’s country; 

- New corporate investment in R&D and/or manufacturing. 

From the point of view of resource-dependence theory, subsidiary’s strategic initiatives can 

be seen as a gain of local managers’ bargaining power (Pfeffer and Salancik, 1977), in the 

way that, such initiatives, can affect control over assets and capabilities, reducing the 

subsidiary’s dependence on headquarters (Ambos et al. 2008). This, in turn, would result in an 

increase in subsidiary’s autonomy (Roth and Nigh, 1992) which is a crucial determinant of 

the unit’s position within the network of the parent company (Taggart, 1997, Jarillo and 

Martinez, 1990). Also, inter-unit power
5
 could support the subsidiary’s own agenda (Forsgren 

et al., 1999) and play an important role in the “race” for charter change (Birkinshaw and 

Lingblad, 2005). 

On the other hand, the headquarters, being the director of company’s operations, focuses on 

“efficient allocation of resources that allows the corporation to exploit local opportunities 

while maintaining a global focus” (Ambos et al. 2008). The increase in subsidiary’s 

bargaining power leads to an extension of its area of competence, which is strategically given 

and bounded by the HQ, and generates a certain degree of attention from home (Birkinshaw 

                                                             
5
 It refers to the set of horizontal, or lateral, relationships between sister units 
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and Fry, 1998). This attention would either translate into a more stringent monitoring by the 

headquarters, in an effort to reduce subsidiary’s autonomy (Eisenhardt, 1989), or into a more 

supportive role of the parent company (Bouquet and Birkinshaw, 2008), which allows itself to 

depend more on the business unit overseas. 

 

1.3 Parent-subsidiary links 

The relationships between HQ and subsidiary are not only important for the two units 

themselves, but for the growth of the MNC as a whole, especially in a context of an emerging 

markets. That is because those relationships help shape, on one hand, the way the MNC 

organizes its global activities within its network and, on the other hand, they help the 

subsidiary facing its numerous challenges in the foreign market (Luo, 2003). 

According to the resource dependence theory, the foreign business environment offers a set of 

resources which are scarce (buy their own nature)
6
 and which many different MNCs compete 

for. In such context, when a company relies on local economic actors to acquire unique 

resources, it creates a state of dependency (Pfeffer and Salancik, 1978). In order to reduce this 

dependency, both HQ and subsidiary need to improve the quality of their relationships on a 

variety of issues, more importantly on resource support and on information flows
7
. 

The resource dependence theory also states that the reduction of the effect caused by the 

dependency is in inverse correlation to the increase of the interdependence between the parent 

company and its subsidiary
8
 (Pfeffer and Salancik, 1978). If the MNC wants to better exploit 

the opportunities given by the emerging market, it has to give power (and, to a certain extent, 

autonomy) to the subsidiary which can give the HQ more flexibility to its foreign activities 

(Barlett and Ghoshal, 1989). Indeed, the dynamic capability theory states that the 

development and the allocation of resources have to “make sense” for the needs of the overall 

company, but cannot be separated from the need deriving from the local business environment 

(Teece et al. 1997). 

                                                             
6
 This is true for all resources, as the fundamental laws of economics say 

7
 Also known as intra-network information flow 

8
 Therefore, as the interdependence between the two units increases, the “dependency effect” is mitigated 
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In this view, local adaptation and control flexibility are extremely useful strategic tools. If 

these are inherent to the HQ-subsidiary relationships, they can sustain the exploitation of 

existing capabilities, and they can also boost the building of new ones (Luo, 2003). At this 

stage it can be beneficial to present some of the most common parent-subsidiary links and 

their relation to subsidiary performance. 

1.3.1 Resource commitment and information flow  

It can be argued that, generally speaking, emerging markets lack in providing foreign 

businesses for all the resources necessary to compete in the local market. Support from the 

HQ
9
 can help the subsidiary filling in the gap by moderating the use of local inputs (e.g. 

capital, raw materials, parts or incomplete products) and by giving the foreign unit a 

competitive advantage towards local competition. This holds true to a certain level, as the 

transaction cost theory reminds about diseconomies of scale. The greater the resource 

commitment, the smaller its net contribution is, and an “over-commitment” would increase 

the subsidiary’s exposure to market uncertainties (Oxley, 1997). In the context of an emerging 

market, where institutions are weak and political uncertainty is high (usually), resource over-

commitment leads to higher sunk costs. 

In the same way, information flow
10

 supports the subsidiary’s existing capabilities and sparks 

new initiatives (Birkinshaw and Morrison, 1995), but if the information are not exchanged in 

an effective/efficient way, both searching and coordinating costs would arise (Doz and 

Prahalad, 1984) diminishing their contribution to the performance of the subsidiary.      

1.3.2 Local responsiveness and control flexibility 

These two dimensions pertain to the level which HQ understands, through the knowledge of 

the subsidiary, the local market conditions (namely, business culture, regulations, competition 

and demand). In order to support subsidiary’s performance, it can be argued that the parent 

company and the foreign business unit have to reduce the information asymmetry between 

them so that the strategic choices made in the home country can better align the subsidiary 

needs. This would give the subsidiary more flexibility to its scope and actions which, in turn, 

would lead to a better adaption (to the local demands) its products and services (Kogut, 1985, 

Tallman, 1992, Luo, 2002). 

                                                             
9
 In term of resource commitment  

10
 From and to the headquarters  
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On the administrative level, parental control
11

 is important in aligning structure and strategy 

of the MNC. The more flexible this control over the subsidiary is, the better the outcome of 

harmonizing global integration and local responsiveness (Gupta 1987, Egelhoff 1988). 

Control flexibility is a more systematic way that the HQ can exploit to keep the subsidiary 

under control and direct foreign managers’ actions (Cray, 1984). 

1.3.3 Market opportunities 

Keeping all the above in mind, is reasonable to say that HQ-subsidiary links would positively 

affect subsidiary’s performance, even more so, when the local business environment presents 

favorable market opportunities (e.g., higher market growth, lower government regulation, 

lower structural uncertainty) (Oliver, 1991). Needless to say, such favorable market 

conditions can vary widely across industries and, therefore, it can be argued that, if the 

subsidiary operates within a focal industry, it will gain more from effective HQ-subsidiary 

links (Meyer, 1998). 

 

1.4 Executive attention 

As any other resource, executive attention is limited. Subsidiary’s managers have to find a 

way to attract more attention from the parent company, while executives at HQ have to find a 

way to give attention to the “right” subsidiary. Birkinshaw, Bouquet and Ambos (2007) have 

theorized three components of executive attention: 

1. Support (how HQ cooperates with subsidiary’s manager to achieve their goals); 

2. Visibility (the amount of public announcements, made by the HQ, about the work of the 

subsidiary); 

3. Relative standing (where the subsidiary feels to be positioned in comparison to its sister 

units). 

                                                             
11

 It can be used as a proxy for subsidiary’s autonomy 
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The authors then, identify four markets, depending on how HQ executives receive 

information
12

 about the overseas operations and, in turn, on what level of attention is given to 

those operations (see Figure 1.3). 

Moreover, they suggest two approaches the subsidiary’s managers can use to draw attention 

from the parent company: 

- Through “weight”: it represents, not only, the size of the subsidiary, but also the 

importance it has within the global network of the MNC. Global R&D centers and 

technological hubs are examples of foreign business units with considerable weight; 

- Through “voice”: if the subsidiary does not have a visible weight to leverage on, local 

managers can either “take initiative” (set of actions that can boost growth, such as, 

generating new idea, products, processes) or “build a profile” (producing a relevant track 

record, supporting HQ goals, building relationships beyond the MNC’s network). 

 

Figure 1.3 - Subsidiary’s categories in terms of attention

 

                                                             
12
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Ultimately, the actions the HQ can take to get the most out of its foreign operations, are 

numerous and diversified. What is important is to give local managers an opportunity to 

contribute on a broader level. Visibility of high-performance subsidiaries has to be risen and, 

for those, home-country executives have to look beyond financial parameters as those units 

can also generate new knowledge and innovation for the whole company. 

 

1.5 Parental control, subsidiary performance and strategies 

On this issue, many researchers (e.g. Calantone et al., 2002, Yan and Gray, 2001) have been 

in favor of a centralized HQ control, based on the suggestions of the transaction cost theory. 

Williamson (1985), for instance, showed the parent company’s tendency of exercising more 

control, over the subsidiary, as firm’s specific advantages become more relevant, in order to 

prevent a spill-over effect outside the company’s network. 

On the other hand, Beamish (1985) was the pioneer of the decentralized HQ control view. 

The sample of international enterprises in emerging markets used in his paper, presented a 

strong relation between centralized HQ control and poor subsidiary performance. This can be 

explained by the fact that the subsidiary (with its local knowledge) can draw country-specific 

advantages more directly and are, therefore, better off with higher level of autonomy. Yan and 

Grey (1997) strengthen this view, showing a negative relation between centralized control and 

subsidiary performance. 

Moreover, the literature has presented different typologies of subsidiary strategies and roles. 

Prahalad and Doz (1987) “divided” the international environment in two opposite forces; a 

pressure for global integration, on one hand, and a pressure for local responsiveness, on the 

other. In this context, subsidiaries can enforce one of the following three strategies: (1) Global 

integration, (2) Multifocal, (3) Local responsiveness. Figure 1.4 shows the relation between 

the two dimension and the relative strategies. 
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Figure 1.4 – Subsidiary strategies by Prahalad and Doz, 1987 
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Figure 1.5 – Subsidiary strategies by Gupta and Govindarajan, 1991 
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Evaluation, within the control process, is only one three different elements: 

- Monitoring, representing the collection of information about performance (O’Donnell, 

2000); 

- Evaluation, representing the comparison between the state of the subsidiary, at a 

certain point time, and the pre-set goals (Grüning, 2002). It is a documentation of what 

has been achieved and what it still need to be done; 

-  Feedback, representing the rewards of good performance and the sanctions of poor 

one (Hrebiniak and Joyce, 1984). 

Furthermore, control mechanisms generally focus on three different objects: (1) Output, the 

end result is the driver and not the strategies used to achieve that result, (2) Behavior, exactly 

the opposite of output control and (3) Input, centers the attention to the production factors 

(e.g., raw material, components, services, HR). 

Being contextual to a given company, performance can be measured in many different ways, 

but these can be broadly categorized into quantitative and qualitative measures. Quantitative 

measures relate to financial and accounting data such as, ROI, EVA, EBIT, while qualitative 

measures use criteria like, employee satisfaction and customer loyalty. 

 

1.7 Human resource management 

Researches on the issue have usually studied HRM practices in relation to the level of 

“standardization” and “local adaptation” of the MNC and its foreign units (Rosenzweig, 

2006). Not to exclude is the situation of the multifocal subsidiary (described previously) 

where the organization combines a given degree of global standardization with a similar 

degree of local responsiveness. 

Cultural, normative and institutional processes all play a relevant role in shaping HRM 

practices (Scott, 2001), but in the local environment, labor laws and regulations, especially, 

confine the variety of such practices. Following this argument, it can be argued that 

subsidiaries based on countries which are close to the home market, will show more 

standardized HRM practices.  
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The case of foreign-owned subsidiary arguably offers the best example where HRM has to 

find balance and efficiency among local institutional factors, international standardized 

processes and powerful pressure by the parent company (Budhwar et al. 2008). The latter can 

also create a spillover effect of taken-for-granted practices from the HQ to the subsidiary 

(Westney, 1993) which would increase uncertainty and cultural differences between the units. 

It has been shown that, in the case of foreign subsidiaries (Rosenzweig and Nohria 1994) and 

in the case of joint ventures (Björkman and Lu, 2001), a higher degree of localization of HRM 

practices is associated with those organizations that take over existing operations. Also, 

compared to wholly-owned subsidiaries, in a joint-venture there are two established sets of 

practices clashing together. In order to tackle local institutional pressures more effectively, it 

is more likely to see a tendency towards local adaptation of HRM practices (Smale et al. 

2008). 

Same outcome seems to hold when the subsidiary hires an HR manager, locally (Shenkar and 

Zeira, 1987). His/her background is rooted in the local culture and the greater the number of 

local managers, the more likely well-know (local) practices are to be spread to the subsidiary. 

Conversely, it can be argued that a greater use of expatriates managers would lead to HRM 

practices that resembles those of the headquarters.  

 

1.8 Knowledge creation and innovation 

On a theoretical level, subsidiaries can create knowledge on their own (this can be a great 

capability and can also be used as leverage for HQ attention, ultimately giving the foreign unit 

a more relevant position in the MNC’s network) (Mudambi and Navarra, 2004), with active 

and supportive actions from the parent company or together with sister subsidiaries
13

. 

Consequently, the literature has identified three subsidiary roles regarding knowledge 

creation: 

- Autonomous; the subsidiary is neither linked with the HQ nor with other subsidiaries. 

Innovation takes place locally and, in terms of R&D, there is no central R&D center 

and therefore directors exchange information directly with the local management 

(O’Donnell 2000, Harzing, 2000). In this context, the subsidiary needs to be closely 
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linked to the local environment to draw upon local capabilities and innovation 

systems, and autonomy seems to support such linkages (Foss and Pedersen, 2002, 

Almeida and Phene, 2004);  

 

- Dependent; the subsidiary is tight to the HQ. It does not create knowledge for itself, 

but it rather supports the parent company on certain issues. Instead of innovating 

products and processes, the subsidiary focuses more on adapting to local needs what 

already exists. R&D is centralized and in the hand of a global R&D center (Gassmann 

and Von Zedtwitz, 1999). 

 

- Interdependent; the subsidiary is either linked to its sisters or, in addition to that, it is 

linked to the HQ, also. The foreign unit, therefore, both provides and receives 

knowledge which is spread to the entire MNC (Gupta and  Govindarajan,1991). This 

role has been associated with the concept known as center of excellence, indicating a 

business units that either has strategic importance to the parent-company or holds 

unique knowledge levels on given issues.      

Empirical evidence has shown how India became one of the most attractive destinations for 

R&D projects (Jaruzelski and Dehoff, 2008) giving further value to the development of the 

country and its shift from a resource-based economy to a more specialized one (as stated 

earlier in the paper). A recent study of foreign-owned subsidiary in India, in particular 

(Klement, 2013), revealed the predominance of the dependent subsidiary in the creation of 

new patents (in collaboration with local Indian actors), with roughly half of the sample taken 

into consideration. This is due to the reliance, of the big majority of Indian investors, on 

professionals from the country where the parent company belong to. This, in turn, boosts 

subsidiary’s dependence on HQ. 

 

1.9 Danish MNCs in India 

Following a subsidiary mandate change perspective, Luo (2003) theorized three factors 

affecting HQ-subsidiary relationships, which are peculiar to emerging markets
14

. Later on, 
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Hansen (2006) presented his EM characteristics and showed their implication to the Danish 

MNCs present in the Indian market, at the time (see Figure 1.6). 

 

The categorization of EM factors made by Luo is the following: 

 

1. Market development/growth; fast economic growth, in terms of GDP, non-

segmentation of markets and low brand loyalty (Arnold and Quelch, 1998, Dawar et 

al, 2003) are all characteristics of an emerging market development. The growth of the 

local market gives more power to the subsidiary as it requires more autonomy to tap in 

the un-segmented market with ad hoc marketing and sales strategies (Peng, 2000). 

 

2. Institutional change; the uncertainty given by the continuous transformation of norms 

and regulations can also increase subsidiary’s autonomy. On one hand, subsidiary’s 

charter can gain from a reduction of government intervention and policy ambiguity, 

and from the improvement of the legal setting (Peng and Zhou, 2005). On the other, 

all these changes can prevent the parent company from investing more resources 

abroad, as an effective integration of the subsidiary within the global strategy can 

increase transaction and coordination costs (Luo, 2003). 

 

3. Structural industry-related change; in their development, emerging markets move, 

from being resource-based economies (e.g. large pools of natural resources and low 

cost unskilled labor), to a more complex economies where labor is skilled and 

infrastructures are modernized. This can evolve subsidiary’s mandate from low to high 

(resource) commitment and from market to efficiency and asset seeking (Dunning and 

Narula, 2004). Also, instead of being solely a center of competence exploitation, the 

subsidiary can become a center of competence creation (Cantwell and Mudambi, 

2005). 
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Figure 1.6 – Emerging market factors and their implications
15
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On the unique issue of Danish MNCs in India, Hansen et al. (2011) carried on similar 

previous studies (Hansen, 2006). The authors conducted a survey of Danish subsidiaries in 

India and studied their mandates and evolution. 

According to the 2008 survey, three were the main strategic scopes of Danish subsidiaries: (1) 

entering the Indian market; foreign units started to address local BtB markets and, some 

companies, looked at the local Indian consumers (e.g. Carlsberg), (2) sourcing service 

activities; roughly 25% of the respondents worked to serve other units of the MNC’s network, 

(3) conducting R&D; subsidiaries were carrying out R&D activities for global operations. 

In retrospective to what had been shown in Hansen (2006), Danish subsidiaries displayed a 

shift in their operations, from being minor and supplementary to the global strategy to become 

large and substantial in order to exploit the relevant Indian market growth. This in particular, 

seemed to have been the major driver of mandate evolution. The improvement in quality and 

capacity of the Indian industries allowed for an increase in local competencies which, in turn, 

gave the subsidiaries more power towards their relative HQ. Of special relevance was the 

structural development of the Indian IT industry, which led to country to be a leader in 

business process outsourcing (BPO) activities (see also Krishnan, 2005). In the manufacturing 

industry, instead, local sourcing started to be important in keeping costs low and improve 

delivery time. Ultimately, from 2001 to 2008, Danish subsidiaries improved their capabilities 

considerably, but the institutional environment and the state of the infrastructure system still 

remained major drawbacks. 

 

2. Research approach and data collection 

The paper follows a qualitative approach which allows grasping the complexity of the 

research study better and it is an approach closer to reality. In addition, since the relationship 

between headquarters and subsidiary is a relatively new issue in International Business (IB) 

literature, there are no real detailed hypotheses that can be tested. Further advantage of the 

qualitative approach is that it can lead to additional discoveries and insights. 
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In relation to the qualitative approach, the study involves an inductive approach. This reveals 

itself beneficial as it is more open-ended and exploratory. Here the researcher moves from 

real particular observations to broader generalizations. From the inductive method 

perspective, the specific observations and measures are the starting point. Then, it is possible 

to identify patterns and regularities which are at the base of the formulation of some faltering 

hypothesis. Once explored, it is possible to develop general conclusions.  

For the collection of the data, a questionnaire was built (see Appendix I). This tool was 

chosen for its practical nature and because it can be analyzed objectively. Moreover, it allows 

the collection of large amounts of information from a large amount of people. Major 

drawbacks are the inability to measure how honest and thoughtful respondents are and the 

level of researcher imposition, which implicates that some important questions may be left 

out. Once terminated, the questionnaire was sent out digitally to a specific target: MNCs 

headquartered in Denmark that have a subsidiary in India. The delimited target consisted of 

over 100 companies, scattered in all sorts of industries and sectors. Of those companies, only 

a very small number contributed to the research, forcing the research to be case based. In 

addition, once the few positive responses to the questionnaire were collected, companies were 

no longer available in collaborating any further. Therefore, this generated the impossibility in 

generating more depth to the research.  

The questionnaire is divided into eleven sections and includes thirty-eight questions in total. 

The first section is simply introductive, the respondent was mainly asked to give information 

about the year of establishment of the Indian subsidiary, the entry strategy chosen, the level of 

employment and the internal/external customers. 

The following section is indicative of the strategic role of the subsidiary. The respondent was 

given a series of strategic objectives and was asked to assess the value of importance, of each 

objective, to subsidiary’s strategy. The scale of values ranged from 1 (not important) to 10 

(very important).   

The next six sections are helpful in determine subsidiary roles, in relation to Bartlett & 

Ghoshal (1986) and Gupta & Govindarajan (1991) theoretical frames. For this reason, the 

different headquarters’ views on the strategic importance of the market, the competence of the 

local organization and the knowledge in/outflow were collected. 
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On the strategic importance of the market, the respondent was asked to give estimations on 

total revenue volume, intensity of the competition, intensity of customers’ demands and level 

of innovation. To sum up, it was asked to give a numerical value to the overall strategic 

importance of the market. The scale of values ranged from 1 (not important at all) to 10 

(highly important).  

On the competence of the local organization, the respondent was given a range of value chain 

activities (all the main ones were taken into consideration) and was asked to indicate whether 

the subsidiary was active or not in each activity. In addition, given the same range of 

activities, the respondent was asked to give a value to the level of competence (in each 

activity) of the Indian subsidiary, compared to other subsidiaries of the company’s network. 

The scale of values ranged from 1 (not competent at all) to 10 (highly competent). To sum up, 

it was asked to give a numerical value to the overall level of competence of the subsidiary, on 

the same scale of values described above. 

On the knowledge inflow, the respondent was given a range of knowledge types (all the major 

ones were taken into consideration) and was asked to evaluate, for every type, to what extent 

the HQ received knowledge from the Indian subsidiary.  The scale of values ranged from 1 

(not at all) to 10 (to a very high extent). To sum up, it was asked to give a numerical value to 

the overall knowledge inflow from the subsidiary, on a scale from 1 (very low) to 10 (very 

high). 

On the knowledge outflow, similar question were presented.                      

The successive three sections refer to the control mix – separated into three elements, 

specifically input, behavior and output control – in an effort to understand the role of 

performance evaluation and to have insights on the potential presence of 

coordination/cooperation activities between the two business units.      

On the input control, the respondent was asked to give information about what control 

mechanisms the HQ uses, to what level HQ uses expatriates to control the subsidiary, the 

level of HQ involvement in the subsidiary hiring process and whether or not the HQ provides 

training for subsidiary managers. 
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On the behavior control, the respondent was asked to give information about the level of 

behavior vigilance, who determines subsidiary procedures and the extent of subsidiary 

managers’ accountability.  

On the output control, the respondent was asked to give information about the extent and the 

types of financial measurement in subsidiary performance evaluation, the extent and the types 

of non-financial measurement in subsidiary performance evaluation, whether subsidiary 

managers are evaluated in relation to pre-defined targets and the extent of the link between 

subsidiary managers’ pay and subsidiary performance. To sum up, it was asked to give a 

numerical value to the overall level of control applied by the headquarters. The scale of values 

ranged from 1 (very low) to 10 (very high). 

The subsequent section deals with the local context in order to understand which variables 

affect subsidiary’s evolution, from the headquarters perspective. The respondent was given a 

range of local factors (all the main ones were taken into account) and was asked to estimate to 

what extent each factor is considered to prevent/support the evolution of the Indian 

subsidiary. The scale of values ranged from 1 (not at all preventing/supporting) to 10 (highly 

preventing/supportive). 

Finally, the last section offers a brief outlook on the future of the subsidiary, which gives an 

idea on what direction the headquarters can take within the Indian market. The respondent 

was asked to assess the likelihood of short-term changes in the current situation of the 

subsidiary and to express if and what activities the subsidiary is expected to expand. In 

addition, the respondent was given space for any other relevant comment.      

 

3. Empirical findings 

The following section shows the results collected from the questionnaire. Four companies 

have collaborated to the study and no particular order has been followed for the presentation 

of the cases. Each case contains a brief analysis. First, the case of COWI India is offered, then 

the case of Kosan Crisplant India. Follows, the case of Nilpeter Indian and the case of 

Rmaboll India closes the section.  
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3.1COWI India  

The following section presents and briefly analyzes the case of COWI India. First, a short introduction 

and overview of the company’s activities are given. Secondly, the role of the subsidiary is assessed, 

using Bartlett & Ghoshals (1986) and Gupta & Govindarajan (1991) as theoretical frames. Thirdly, the 

control mix used by the headquarters is divided into three dimensions (input, behavior, output) and 

described. Finally, HQ’s opinions on the local Indian context are summarized
16

. 

3.1.1 Introduction 

COWI A/S is a Danish engineering consulting group based in Lyngby, Denmark, and established by 

civil engineer Christen Ostenfeld in 1930. In order to understand the Group’s involvement in India, 

introducing another company is importan, and that is Kampsax. Kampsax was a Danish engineering 

firm which was established by three Danish engineers in 1917: Kampmann, Kierulff, and Saxild. At 

the time of its conception, Kampsax worked on engineering assignments in Denmark, but soon began 

to take on large international assignments, for instance, the Trans-Iranian railroad in the 1930’s. As the 

number of international assignments grew, Kampsax decided to establish a Geoplan in 1962, to 

expand their production facilities internationally by mapping out their geographical activities.  

Kampsax India was established as a subsidiary in 1992-1994 (see Appendix II, Q2) via acquisition, as 

entry strategy (see Appendix II, Q3). In 2002, Kampsax India joined forces with COWI and by 2009 

Kampsax India had changed its name to COWI India, to reflect the company’s new position with 

COWI A/S Denmark. From 1994-2001, Kampsax India was successful in accomplishing a number of 

projects related to designs and construction. In fact, they were involved in pioneering projects, such as 

the Delhi Noida Toll Bridge, and they were providing supervision consultancy for other projects, 

particularly within the “Built Operate Transfer” category.  

The success of their performance during this time provided them with the opportunity to expand and 

diversify their activities to include services within digital mapping. Said mapping activities grew 

significantly, resulting in a halt in their engineering activities in 2001, allowing Kampsax India to 

pinpoint the international mapping markets. By 2002, when Kampsax India joined COWI, they had 

collectively carried out a wide range of mapping production, providing clients with 2D and 3D 

mapping and engineering (see Appendix II, Q6).   

As a member of COWI A/S, COWI India’s main customer is the COWI Group itself (see Appendix II, 

Q7) which reflects in the subsidiary receiving support from the headquarters in Denmark, to assist to 

the extent necessary for a high quality performance.  Today, COWI India’s team consists of 650 
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employees (see Appendix II, Q5), including high profile experts in the field of aerial photography, 

surveying, LiDAR, photogrammetric, and Orthophoto production. COWI India’s engineering group 

has seen a fast and stable growth in domestic and international markets, and has taken on several 

projects, including: buildings, airports, roads and rails, bridges, tunnel and underground structures, and 

marine and wet utilities.   

3.1.2 The role of COWI India 

As pointed out above, the COWI Group is the main subsidiary’s customer and, therefore, COWI India 

focuses mainly on providing services for the global operations of the headquarters (see Appendix II, 

Q9). All the other objectives have low weight, especially serving the Indian market, which is not 

significant within the subsidiary’s strategy. Figure 3.1 summarizes the relative importance of COWI 

India’s main strategic objective. 

 

Figure 3.1 – The main objective of COWI India 

 

 

As summarized in Figure 3.2, COWI India is only active in production (see Appendix II, Q15) and, 

compared to the other subsidiaries within the Group, it has a medium-high level of competence in such 

activity. Also, neither new products nor new processes were generated in 2016 (see Appendix II, 

Q13). In that year, the subsidiary was able to produce 50 million USD in total revenue volume (see 

Appendix II, Q10), attributed to the fact that it had to face no further competition than what the Group 
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as a whole usually faces and to a normal intensity of customers’ demands (see Appendix II, Q11, 

Q12). 

Figure 3.2 – The strategic importance of the market and level of competence of COWI India 

Factor Indicator Value Appendix II 

Strategic importance of 

the local market 

Total revenue volume Medium-high Q10 

Level of competition Medium Q11 

Level of customer 

demands 

Medium Q12 

Level of innovation Very low Q13 

Level of local 

competence 

In production Medium-high Q16 

   

According to Bartlett and Ghoshal’s (1986) subsidiary role typologies, the information above – 

together with the response from the HQ (see Appendix II, Q14, Q17) - place COWI India somewhere 

in-between the Contributor and the Strategic Leader. On the other hand, according to Gupta and 

Govindarajan’s (1991) typologies, the subsidiary would be considered an Integrated Player. This is 

due to high overall levels of both knowledge inflow and outflow (see Appendix II, Q18, Q21). 

Interesting is the complete dominance of distribution know-how as the type of knowledge exchanged 

between the headquarters and the subsidiary, with the former receiving slightly more than what it 

provides, as shown in Figure 3.3. 

Figure 3.3 – Knowledge flows of COWI India 

 

0
1
2
3
4
5
6
7
8
9

10

V
a
lu

e 

Type of knowledge 

Inflow

Outflow



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

28 
 

3.1.3 The control mix used by COWI India headquarters 

Input control  it is argued to be low: 

- More formal control due to the use of written company manuals and performance reports (see 

Appendix II, Q22); 

- No expatriates are appointed to control the activities of the subsidiary (see Appendix II, Q23); 

- The impact of the headquarters within the hiring process of subsidiary managers is limited 

(see Appendix II, Q24); 

- The headquarters provides subsidiary managers training, which is global (see Appendix II, 

Q25). 

 

Behavior control  it is argued to be medium: 

- The level of behavior vigilance by the HQ is low (see Appendix II, Q26); 

- Procedures are determined by the Indian managers (see Appendix II, Q27); 

- Subsidiary managers are therefore held accountable for their activities to a high extent (see 

Appendix II, Q28). 

 

Output control  it is argued to be medium-high: 

- Indian managers are evaluated in relation to pre-defined targets (see Appendix II, Q31); 

- Although, only 20% of subsidiary managers’ pay is linked to subsidiary’s performance (see 

Appendix II, Q32); 

- As for the content of the performance evaluation, HQ uses both financial measure, namely, 

EBIT and bill ratios (see Appendix II, Q29); 

- And non-financial measures like, attrition rate and overall quality (see Appendix II, Q30). 

 

In sum, the overall level of control is considered to be medium (see Appendix II, Q33). It is reasonable 

to believe that, as in “isolated” subsidiary (very few knowledge flows have been registered) with the 

main objective of providing services for the headquarters’ operations, a higher level of control would 

be beneficial in aligning HQ’s objectives and subsidiary’s achievements. There is a gap between 

subsidiary role and current relationship between the two units. While COWI India works as a partner 

of the HQ (characteristic of the Strategic Leader), it has not been able to build a distinctive capability, 

yet (characteristic of the Contributor).   
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3.1.4 COWI India headquarters’ perspective on the local context 

Lastly, the local context has been taken into consideration in order to better understand, from the 

headquarters’ perspective, which are the factors limiting the evolution of the subsidiary and, in turn, its 

success. Some of those factors, though (e.g. production costs level, access to skilled labor, market 

growth and infrastructures, in terms of their improvement), can be seen as opportunities the foreign 

business unit can leverage on, in the future, as the market develops.  

Figure 3.4 shows how all the typical characteristics of an emerging market, weak legislative and 

regulative frames, poor infrastructures and corruption, to name a few, still remain the major 

constraints to subsidiary’s evolution. On the other hand, low level of production costs and the on-

going market growth are seen as positive prospects. COWI India is set to keep on growing, in the short 

term, and all the activities are expected to be expanded (see Appendix II, Q36, Q37). This would 

hopefully increase knowledge creation/exchange, reduce the gap previously mentioned and create 

space for the capability building of the subsidiary. 

 

Figure 3.4 – Local factors preventing/supporting the evolution of COWI India 
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3.2 Kosan Crisplant India 

The following section presents and briefly analyzes the case of Kosan Crisplant India. First, a short 

introduction and overview of the company’s activities are given. Secondly, the role of the subsidiary is 

assessed, using Bartlett & Ghoshals (1986) and Gupta & Govindarajan (1991) as theoretical frames. 

Thirdly, the control mix used by the headquarters is divided into three dimensions (input, behavior, 

output) and described. Finally, HQ’s opinions on the local Indian context are summarized
17

.  

3.2.1Introduction  

Kosan Crisplant was founded in Denmark in 1951 and was one of the main players in establishing the 

LP gas cylinder filling business worldwide (Kosan Crisplant Inc., 2014). Today, the company designs, 

manufactures and supplies Liquefied Petroleum Gas (LPG) cylinders. They additionally supply the 

equipment and systems for filling and maintaining the LPG cylinders, and have become a leading 

corporation in its field on a global scale. Since its conception, Kosan Crisplant has grown to the 

capacity of 2650 plants in 128 countries worldwide. 

Kosan Crisplant first moved in India in 2000 (see Appendix III, Q2), but then opened a Private 

Limited subsidiary on 14 September 2006 and is now involved in manufacturing refined petroleum 

products, process equipment and facility management for LPG (see Appendix III, Q6). The subsidiary 

employs, today, approximately 250 people (see Appendix III, Q5) and it deals on a daily basis with the 

most important local players of the sector such as, Indian Oil Corporation Limited (IOCL), Hindustan 

Petroleum Corporation Limited (HPCL) and Bharat Petroleum Corporation Limited (BPCL) (see 

Appendix III, Q8). In 2016, Kosan Crisplant India’s paid up capital was 5.5 million Rupees (roughly 

567.400 DKK) (Zauba Technologies, 2016). 

3.2.2 The role of Kosan Crisplant India 

Being part of a sector leading company’s network, Kosan Crisplant India has many different 

objectives. Figure 3.5, shows how there is a marginal major weight in objectives that involve other 

company’s business units, the headquarters and its operations (see Appendix III, Q9). 

 

Besides R&D, the subsidiary is active in all the main value chain activities (see Appendix III, Q15). 

Figure 3.6, summarizes that and it represents also the level of competence that Kosan Crisplant India 

has, in comparison to its sister units (from the HQ perspective). If the subsidiary’s competence in 

purchasing and production remains at a medium level, the company does a better job in logistics, 
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HRM and general management. Ultimately, one of Kosan Crisplant India’s advantages seem to lay on 

marketing and sales (see Appendix III, Q16). 

 

Figure 3.5 – The main objective of Kosan Crisplant India 

 

 

Figure 3.6 – The local competence of Kosan Crisplant India 
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Kosan Crisplant India was able, in 2016, to produce 25 million EUR in total revenue volume (see 

Appendix III, Q10), despite fierce competition with two other industry players (see Appendix III, 

Q11). The level of innovation, in the industry, remains still low with only one new product and one 

new process generated, in 2016 (see Appendix III, Q13).  

As shown in Figure 3.7, Kosan Crisplant India can be considered a Strategic Leader, following Bartlett 

and Ghoshal (1986), due to a very high overall strategic importance of the local market (see Appendix 

III, Q14) and a medium-high overall level of local competence (see Appendix III, Q17). 

 

Figure 3.7 – The strategic importance of the market and the level of competence of Kosan Crisplant 

India 

Factor Indicator Value Appendix III 

Strategic importance of 

the local market
18

 

Total revenue volume Medium-

high 

Q10 

Level of competition High Q11 

Level of innovation Low Q13 

Level of local 

competence
19

 

In production Medium Q16 

In purchasing Medium 

In logistics and 

distribution 

High 

In HRM High 

In general management High 

In marketing and sales Very high 

   

Following Gupta and Govindarajan (1991), Kosan Crisplant India, it is labeled as an Integrated Player, 

due to medium-high levels of knowledge inflow and outflow (see Appendix III, Q19, Q21). More in 

detail (see Figure 3.8) the HQ receives from the Indian subsidiary a very high level of data on 

customers. It follows a great deal of knowledge on competitors, marketing and distribution know-how. 

There is slightly less volume of information that is found on management systems and practices, while 

process design and purchasing know-how only involve a medium level of knowledge inflow. What the 
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subsidiary does not contribute to, is giving knowledge on product design (see Appendix III, Q18), 

which, instead, is taken from the headquarters (see Appendix III, Q20). 

The parent company, on its behalf, supports the Indian subsidiary with its own knowledge on 

management systems and practices, process design and data on competitors. The other types of 

information follow behind (see Appendix III, Q20).  

 

Figure 3.8 – The knowledge flows of Kosan Crisplant India 
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- The HQ uses both formal mechanisms, in terms of written company manuals and performance 
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- No expatriates are appointed to control the activities of the subsidiary (see Appendix III, 
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Behavior control  it is argued to be medium: 

- The level of behavior vigilance by the HQ is low (see Appendix III, Q26); 

- Procedures are not really determined by the headquarters (see Appendix III, Q27); 

- This translates into high accountability of Indian managers (see Appendix III, Q28).   

 

Output control  it is argued to be medium: 

- Subsidiary managers are evaluated in relation to pre-defined targets (see Appendix III, Q31); 

- But there is no significant relation between their pay and subsidiary’s performance (see 

Appendix III, Q32); 

- The performance evaluation contains the EBIT as financial measures (see Appendix III, Q29); 

- The non-financial ones find more space with market share and customer service satisfaction 

taken into account (see Appendix III, Q30). 

 

In short, the HQ believes to apply a medium-high level of control (see Appendix III, Q33). This is 

consistent with the main objective of the Indian subsidiary (providing components and services for the 

company as a whole) and with the dynamic flows of information. The two business units seem to 

cooperate and coordinate successfully. True to its role of Strategic Leader, the Indian subsidiary 

functions as a partner of the headquarters in developing and implementing strategy. 

 

3.2.4 Kosan Crisplant India headquarters’ perspective on the local context  

As in the case of COWI India (where most of the local factors take into consideration were considered, 

by the HQ, to be constraints
20

), the high uncertainty embedded within the emerging market presents 

several threats and challenges. Above all the company’s headquarters place the level of tariffs and 

taxes as the main obstacle to subsidiary’s evolution (see Appendix III, Q34). The other factors follow 

with equal very high levels. Once again what constitutes the main opportunity to subsidiary’s 

devolvement in India is the market growth - the company has projected a 15% annual growth of 

market demand in its business area for the “next many years” (see Appendix III, Q38) - followed by 

the level of production costs and the accessibility of skilled labor (see Appendix III, Q35). Figure 3.9, 

summarizes headquarters’ perspective on the local Indian context. 

                                                             
20

 In detail, the headquarters believes those constraints to be related with legislation and regulation, 

infrastructures, level of tariffs and taxes, corruption, IPRs and access to skilled labor   
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Regarding the short term outlook for its Indian subsidiary, the HQ expects a large increase in turnover 

and labor (see Appendix III, Q36) and the foreign business unit is expected to increase its activities in 

facility management (see Appendix III, Q37). 

 

Figure 3.9 – Local factors preventing/supporting the evolution of Kosan Crisplant India 
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3.3 Nilpeter India 

The following section presents and briefly analyzes the case of Nilpeter India. First, a short 

introduction and overview of the company’s activities are given. Secondly, the role of the subsidiary is 

assessed, using Bartlett & Ghoshals (1986) and Gupta & Govindarajan (1991) as theoretical frames. 

Thirdly, the control mix used by the headquarters is divided into three dimensions (input, behavior, 

output) and described. Finally, HQ’s opinions on the local Indian context are summarized
21

. 

3.3.1 Introduction  

Originally named C.A. Nielsen & Petersens Maskinfabriker A/S when it was founded in 1919, the 

engineering company quickly changed its name to Nilpeter. The Danish company offers innovative 

solutions for printing and label making to businesses and private customers and has been a pioneer in 

the field of narrow-web presses for almost 100 years. From its beginning in 1919, Nilpeter was 

established as a local press manufacture and grew into a company that provides printing solutions with 

an impactful global reach. Innovations such as development of UV-flexo printing, drop-in rotative 

screen-printing, and the first true platform based offset press, and using sleeves in the offset press, 

gained them notoriety in the industry. 

Their success led them to open production facilities in both Europe and USA, together with 

subsidiaries, branch offices, and agents in 65 countries. In 2008, Nilpeter introduces the Joint Venture 

Company Nilpeter India Pvt. Ltd. (see Appendix IV, Q2) – the first manufacturing base for Nilpeter 

outside of Europe and North and South Amercia and in 2013 Nilpeter opened the Technology Center 

in Chennai, India, as a part of Nilpeter’s global development team (Nilpeter Inc., 2014). 

Since their genesis in 2008, Nilpeter India annually present their innovative local manufactured 

products at the region’s largest event for the label and printing industry, LabelExpo. Amongst their 

products that are presented, are the flexo presses with optional in-line stations for other printing 

processes and cold and hot foil stamping (Print-Publishing, 2016). In their factory in India – which 

employs 40 people (see Appendix IV, Q5) - they manufacture label printing machines ranging from 2-

12 stations (see Appendix IV, Q6). The machines to print labels operate at a speed of 225 meter per 

minute. Their machines are then distributed to their clients (see Appendix IV, Q7,Q8), amongst them 

are; USPL, Diadem Enterprise, Procam Graphics, Synergy Packaging, Ajanta Packaging, Sai 

Comcodes to name a few, while simultaneously exporting machines to the Middle East, with hopes to 

expand their export shares. In the technology centers, they train the operators on the machine and have 

been known to sell a machine with an operator. 

                                                             
21

 The same structure is used in the presentation of the other cases 
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3.3.2 The role of Nilpeter India 

True to the entry strategy chosen in 2008, which was local manufacturing, sales and services (see 

Appendix IV, Q3), Nilpeter India mainly focuses on serving the Indian market (see Appendix IV, Q9). 

Providing components and services for the headquarters operations also have significant importance. 

The other objectives taken into account still have a medium weight within the subsidiary’s strategy 

(see Figure 3.10).    

 

Figure 3.10 – The main objective of Nilpeter India 

 

 

Nilpeter India is a very active subsidiary and takes part in all value chain activities (see Appendix IV, 

Q15). Production, marketing and sales, and R&D seem to have a higher relevance which is reflected in 

greater level of competence (in these areas) compared to other units of the company’s network (see 

Appendix IV, Q16), as Figure 3.11 shows.  

In 2016, the subsidiary had to confront an intense competition, fighting for its space among other 10 

competitors (see Appendix IV, Q11), and a high intensity of customers’ demands see Appendix IV, 

(Q12). Moreover, the local industry revealed itself to be quite dynamic with 20 new products and 

processes generated (see Appendix IV, Q13). Nonetheless, Nilpeter India has been able to generate 4 

million USD in total revenue volume (see Appendix IV, Q10). In Figure 3.12 it is possible to see a 
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sum up of the headquarters’ perspective on the strategic importance of the Indian market and the level 

of the Indian subsidiary’s competence.  

 

Figure 3.11 – The local competence of Nilpeter India 

 

 

Figure 3.12 – The strategic importance of the market and the level of competence of Nilpeter India 
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In Purchasing Medium 

In Logistics and 

distribution 

Medium 

In Marketing and Sales Medium-

high 

In HRM Medium 

In general management Medium  

 

According to the medium overall strategic importance of the market and the medium to high overall 

level of local competence, assessed by the headquarters (see Appendix IV, Q14, Q17), it is possible to 

place Nilpeter India in a position between the Contributor and the Strategic Leader, within Bartlett and 

Ghoshal’s (1986) frame. 

Similar patterns are found regarding the exchange of knowledge between Nilpeter HQ and the foreign 

subsidiary, where a medium to high level of knowledge inflow is supported by a medium level of 

knowledge outflow (see Appendix IV, Q19, Q21). Gupta and Govindarajan (1991) place Nilpeter 

India in a position between the Integrated Player and the Implementor role. Figure 3.13 illustrates the 

types of knowledge that are exchanged between the two business units and their relative weights.  

Figure 3.13 – Knowledge flows of Nilpeter India 
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3.3.3 The control mix used by Nilpeter India headquarters  

Input control  it is argued to be medium-low: 

- Both formal and personal control mechanisms are used by the HQ, specifically 

performance reports and meeting (see Appendix IV, Q22); 

- There is no involvement of expatriates in controlling the activities of the subsidiary (see 

Appendix IV, Q23); 

- And there is no impact of HQ in the subsidiary’s hiring process (see Appendix IV, Q24); 

- The subsidiary managers receive training which is particularly focused on product (see 

Appendix IV, Q25). 

 

Behavior control  it is argued to be medium-high: 

- The level of behavior vigilance executed by the headquarters is medium (see Appendix 

IV, Q26); 

- Procedure are determined by subsidiary managers (see Appendix IV, Q27); 

- And they are held highly accountable for their activities (see Appendix IV, Q28). 

 

Output control  it is argued to be medium: 

- Indian managers are not evaluated through pre-defined targets (see Appendix IV, Q31); 

- Indeed there is a low relation between subsidiary’s performance and subsidiary managers’ 

pay (see Appendix IV, Q32); 

- In the performance evaluation is possible to find financial measures like EBIT (see 

Appendix IV, Q29); 

- But also non-financial ones as the customer satisfaction (see Appendix IV, Q30). 

 

The overall level of control is, therefore, considered to be medium from the headquarters point of view 

(see Appendix IV, Q33). This is believed to be beneficial to the success of the subsidiary. Although, 

mainly focused on manufacturing, the Indian unit is highly competence in other activities, it provides a 

great deal of knowledge and it can sensors signals of change and develop responses (Strategic Leader). 

At the same time, as Contributor, it holds unique capabilities (e.g. Chennai Technology Center).   
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3.3.4 Nilpeter India headquarters’ perspective on the local context 

The assessment of the local Indian context is somewhat different from both the cases of COWI India 

and Kosan Crisplant India, where the majority of the local factors taken into account in the 

questionnaire, were seen by both HQs as great obstacles only. Nilpeter headquarters believes that, 

those same factors have equal influence towards subsidiary’s evolution, either if seen in terms of 

constraints that if seen in terms of opportunities (see Appendix IV, Q34, Q35). Only the current status 

of the local infrastructure is perceived to be more of an obstacle, while the level of production costs is 

viewed more as an opportunity (see Figure 3.14). 

For the upcoming future, it is not clear how the present situation of Nilpeter India’s is likely to change 

(see Appendix IV, Q36), but the subsidiary is committed to increase its manufacturing activity (see 

Appendix IV, Q37). 

 

Figure 3.14 – Local factors preventing/supporting the evolution of Nilpeter India 
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3.4 Ramboll 

The following section presents and briefly analyzes the case of Ramboll India. First, a short 

introduction and overview of the company’s activities are given. Secondly, the role of the subsidiary is 

assessed, using Bartlett & Ghoshals (1986) and Gupta & Govindarajan (1991) as theoretical frames. 

Thirdly, the control mix used by the headquarters is divided into three dimensions (input, behavior, 

output) and described. Finally, HQ’s opinions on the local Indian context are summarized
22

. 

3.4.1 Introduction  

Ramboll is a Danish consulting company that focuses its initiatives in the engineering industry. The 

business works across the industry providing solutions for buildings, transport, planning and urban 

design, water, environment and health, energy, oil and gas. Ramboll was founded in Copenhagen, 

Denmark in 1945 and has since expanded to a large international corporation that employs over 13,000 

people in almost 300 offices in 35 countries worldwide.  

Ramboll India is one of Ramboll’s more significant subsidiaries today, with 5 offices in Gurgaon (the 

head office), Hyderabad, Mumbai, Chennai, and Bengaluru, with a total of 800 employees (see 

Appendix V, Q5). In 1997, Ramboll expanded into India as part of a joint venture (see Appendix V, 

Q3) with Larsen & Toubro (LTD) to lead the Indian market in telecommunications, provide services 

in tower engineering and tower design. They have now expanded their capabilities to oil and gas, and 

buildings (Ramboll India Inc., 2015). In 2007 and 2011, Ramboll India had a series of additional 

acquisitions, which in turn served to strengthen Ramboll India’s work with buildings, infrastructure, 

and transport markets, while broadening their geographical coverage.   

In July 2014, the company’s Engineering Centre was merged with the head office in Gurgaon to 

facilitate cooperation among business units in India, Europe and in the Middle East, specifically 

regarding the Buildings and Transport sectors. In September 2014, Ramboll sold their shares to their 

venture partner, Larsen & Toubro Ltd. The sale provided Ramboll with the opportunity to strengthen 

its presence in India and it is currently working for building up its fully-owned business there (see 

Appendix V, Q4). Today Ramboll India finds its internal customers in the Ramboll Nordic business 

units (see Appendix V, Q7), while, externally, it serves the Indian telecom network companies (see 

Appendix V, Q8). In addition, the subsidiary collaborates with other large clients, among them 

Reliance, Indus Towers, Bharti Infratel, Hindustan Construction Company (HCC), Scania and 

Amazon.  
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 The same structure is  used in the presentation of the other cases 



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

43 
 

3.4.2 The role of Ramboll India 

As shown in Figure 3.15, today Ramboll India directs most of its efforts to serve the Indian market and 

to provide services for the global and regional operation of the headquarters. Also providing 

components for the company, as a whole, has a high importance, while R&D and serving regional 

markets are not part of the strategy (see Appendix V, Q9). 

Figure 3.15 – The main objective of Ramboll India 

 

 

Figure 3.16 indicates how the subsidiary is only active in production (see Appendix V, Q15). 

However, Ramboll India collected 1 billion DKK in total revenue volume, in 2016 (see Appendix V, 

Q10), winning over the very intense competition created by hundreds of competitiors (see Appendix 

V, Q11). 

 

Figure 3.16 – The strategic importance of the market and the level of competence of Ramboll India  

Factor Indicator Value Appendix V 

Strategic importance of 

the local market 

Total revenue volume Very high Q10 

Level of competition Very high Q11 

0

1

2

3

4

5

6

7

8

9

10

Serving the
Indian market

Serving regional
markets (e.g.
Asia, Africa,

etc.)

Being an R&D
center for the

HQ

Providing
components for

the HQ

Providing
components for

other units of
the company

Providing
services for the
global/regional
HQ operations

Im
p

o
rt

a
n

ce
 

Strategic objective 



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

44 
 

Level of customer 

demands 

Medium-low Q12 

Level of innovation Very low Q13 

Level of local 

competence
23

 

In production Medium-

high  

Q16 

 

Since the HQ perceives both the strategic importance of the Indian market and the level of local 

competence to be medium (see Appendix V, Q14, Q17), following Bartlett and Ghoshal (1986), 

Ramboll India is some sort of hybrid of all four subsidiary role typologies. 

This creates a hole in the theory of reference. The case of Ramboll India, in this sense, provides a new 

type of subsidiary role that can’t be categorized, at this stage. Ramboll India represents a business unit 

that is comparatively more capable than other, in a given activity - meaning that cannot fully assume 

the role of the Implementor - but such capability has not a distinctive nature and, therefore, cannot 

place the subsidiary in a Contributor position.  

On the other hand, the market is too big and important, and a strong local presence in it is vital to keep 

the parent company’s global position. Ramboll India is able to make an impact operating in such 

market (1 billion DKK in total revenue volume, in 2016), which is not the case for Black Holes. At the 

same time, other markets are seen equally important, strategically, which impedes the categorization 

of the subsidiary as a Strategic Leader.    

Further investigations would be beneficial in finding an explanatory framework or even creating a new 

paradigm, but this exceeds the scope of this study.   

Considering Gupta and Govindarajan’s (1991) framework, Ramboll India is position in-between the 

Global Innovator and the Local Innovator. This is due to a very low level of knowledge inflow (see 

Appendix V, Q19) and a medium level of knowledge outflow (see Appendix V, Q21). 

Figure 3.17 summarizes the knowledge flows of Ramboll India and indicates that only three types of 

knowledge are relevant for the headquarters; product design, process design and management systems 

and practices. In fact, the foreign business unit receives information and support on product design, 

process design and management systems and practices (see Appendix V, Q20). 
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Figure 3.17 – The knowledge flows of Ramboll India 

 

 

3.4.3 The control mix used by Ramboll India headquarters 

Input control  it is argued to be high: 

- More formal control due to the use of performance reports (see Appendix V, Q22); 

- Expatriates are highly used in controlling the activities of the subsidiary (see Appendix V, 

Q23); 

- There is also the involvement of headquarters in the hiring process of subsidiary managers 

(see Appendix V, Q24); 

- Training at the HQ is provided (see Appendix V, Q25). 

 

Behavior control  it is argued to be low: 

- Low level of behavior vigilance (see Appendix V, Q26); 

- Both the headquarters and the subsidiary managers determine the procedures to follow 

(see Appendix V, Q27); 

0

1

2

3

4

5

6

7

8

9

10

V
a
lu

e 

Type of knowledge 

Inflow

Outflow



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

46 
 

- Subsidiary managers are then held accountable to a medium extent (see Appendix V, 

Q28). 

 

Output control  it is argued to be high: 

- Subsidiary managers are evaluated with regards to pre-defined targets (see Appendix V, 

Q31); 

- A bonus pay scheme is present, where 20% - 40% of subsidiary managers’ pay is related 

to the performance of the subsidiary (see Appendix V, Q32); 

- Financial measures are used extensively for the subsidiary performance evaluation (see 

Appendix V, Q29); 

- Non- financial measures, instead, find limited space (see Appendix V, Q30). 

 

Overall, Ramboll HQ considers generating a medium level of control over its Indian subsidiary (see 

Appendix V, Q33). Given the unclear role of the subsidiary, it is hard say to what extent such level of 

control is beneficial or harmful to the relationship between the two units. A greater deal of support and 

resource commitment, by the headquarters, would surely give Ramboll India more opportunities for 

capability building.  

 

3.4.4 Ramboll India headquarters’ perspective on the local context 

As Figure 3.18 shows, there is arguably only one major constraint to subsidiary evolution, namely 

corruption, since the view on the access to skilled labor as constraint, is mitigated by a close-to-equal 

view of such factor as opportunity (see Appendix V, Q34). Opportunities, on the other hand, are 

several and include market growth, production costs and infrastructure, above all (see Appendix V, 

Q35). 

In the short term, Ramboll India is projected to grow as the market it operates in is maturing (see 

Appendix V, Q36) and all value chain activities will be expanded (see Appendix V, Q37). 
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Figure 3.18 – Local factors preventing/supporting the evolution of Ramboll India 

 

 

4. Conclusions 

In an effort to extrapolate some patterns from the individual case studies, the following 

section offers some conclusive remarks about Danish MNCs in India. 

Given general low level of costs and a vast pool of labor, Indian subsidiaries are active in 

production, for the most part. Some have high capability levels in other activities of the value 

chain, among these, marketing and sales which reflect the importance of local adaptation even 

in a world that is more global than ever. Being closer to the customers and sharing their same 

values and norms, the local units can develop better strategies and implement them properly. 

An interesting aspect here is that, Indian subsidiaries seem to fall short of creating unique 

capabilities that would give them greater competence – compared to other subsidiaries – in 

the realm of innovation. This is somehow contradictory to initial expectations, as it was 

believed that in a country known for the Jugaad innovation (Jugaad in Hindi means 

innovative fix, resourceful) MNCs could find a fertile environment for outsourcing activities 

like research and development.      
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On the other hand, Indian subsidiaries are largely perceived to be highly resourceful in the 

creation and exchange of knowledge. Reasonably, MNCs that seek more global integration 

limit the stream of information coming from the foreign unit, but companies that pursue an 

increasing rate of local adaptation rely greatly on subsidiary’s knowledge. This is true 

particularly for information referring to the local market (e.g. data collection on 

customers/competitors, marketing/distribution know-how), while headquarters play a more 

supportive role when it comes to process design and management practice, for instance. 

Same supportive role of HQ is believed to hold when looking at control levels, which range 

from medium to medium-high. As control is a useful managerial mechanism, MNCs have to 

exercise a certain level of it, to make sure that their objectives and expectations are aligned 

with subsidiaries’ achievements. Given the highly changing environment though, control 

mechanism seem not be extremely stringent, leaving subsidiary managers able to adapt more 

to market changes and determine the procedures to be followed. 

Being the world’s fastest growing economy, India still faces great and numerous challenges 

and this is reflected in HQs’ opinion of the market as being still quite constraining to 

subsidiary evolution. Poor infrastructures, legislative and regulatory issues, and corruption are 

the major obstacles. 

Taken all the above into consideration, Danish MNCs find their main strategic objective of 

setting up a subsidiary in India in activities directly relating the HQ and the parent company, 

specifically providing components and services to the home country. The other most common 

objective is serving the Indian market itself.             
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5. Appendix 

5.1 Appendix I: Questionnaire  

Section 1 – Introduction 

Q1. Name of the company. 

Q2. When was the Indian subsidiary set up? 

Q3. What entry strategy was chosen? 

Q4. What is the current situation in terms of strategic role? 

Q5. How many people does the Indian subsidiary employ? 

Q6. Which are the main businesses/product lines of the Indian subsidiary? 

Q7. Who are the main internal customers? 

Q8. Who are the main external customers? 

 

Section 2 – Subsidiary strategic role 

Q9. What is the main objective of the Indian subsidiary? (Please give a value to each 

objective). 

On a scale from 1 (not important) to 10 (very important) where the objectives are: 

- Serving the Indian market; 

- Serving regional markets (e.g. Asia, Africa, etc.); 

- Providing services for the global/regional HQ operations; 

- Being an R&D center for the HQ; 

- Providing components for other units of the company; 

- Other (please specify). 
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Section 3 – The strategic importance of the market 

Q10. Give an estimation of the total revenue volume from the market/markets that the Indian 

subsidiary serves. 

Q11. How many competitors are in the market/markets that the Indian subsidiary operates in? 

What is the intensity of the competition? 

Q12. Give an estimation of the intensity of customers’ demands. 

Q13. Give an estimation of the number of new products/processes generated last year in the 

market/markets the Indian subsidiary operates in. What is the level of innovation in those 

markets? 

Q14. What is the overall strategic importance of the market? 

Asses your estimation on a scale from 1 (not important at all) to 10 (highly important). 

 

Section 4 – The competence of the local organization 

Q15. What are the functions the Indian subsidiary is active in? 

Answer yes or no where the functions are: 

- R&D; 

- Purchasing; 

- Logistics and distribution; 

- Production; 

- Marketing and sales; 

- HRM; 

- General management. 

Q16. What is the Indian subsidiary’s competence level in each function, compared to other 

subsidiaries? (Please give a value to each function). 

On a scale from 1 (not competent at all) to 10 (highly competent) where the functions are: 

- R&D; 
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- Purchasing; 

- Logistics and distribution; 

- Production; 

- Marketing and sales; 

- HRM; 

- General management. 

Q17. What is the overall level of competence of the Indian subsidiary? 

Assess your estimation on a scale from 1 (not competent at all) to 10 (highly competent). 

 

Section 5 – The knowledge inflow 

Q18. To what extent the HQ receives knowledge from the Indian subsidiary? (Please give a 

value to each type of knowledge). 

On a scale from 1 (not at all) to 10 (to a very extent) where the types of knowledge are: 

- Market data on customers; 

- Market data on competitors; 

- Product design; 

- Process design; 

- Marketing know-how; 

- Distribution know-how; 

- Purchasing know-how; 

- Management systems and practices. 

Q19. What is the overall level of knowledge inflow from the Indian subsidiary? 

Assess your estimation on a scale from 1 (very low) to 10 (very high). 
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Section 6 – The knowledge outflow 

Q20. To what extent the HQ provides knowledge to the Indian subsidiary? (Please give a 

value to each type of knowledge). 

On a scale from 1 (not at all) to 10 (to a very extent) where the types of knowledge are: 

- Market data on customers; 

- Market data on competitors; 

- Product design; 

- Process design; 

- Marketing know-how; 

- Distribution know-how; 

- Purchasing know-how; 

- Management systems and practices. 

Q21. What is the overall level of knowledge outflow towards the Indian subsidiary? 

Assess your estimation on a scale from 1 (very low) to 10 (very high). 

 

Section 7 – Control mechanism/input control 

Q22. What control mechanism the HQ uses towards the Indian subsidiary? 

The mechanisms being: 

- Written company manuals; 

- Subsidiary managers training at the HQ; 

- Performance report; 

- Other (please specify). 

Q23. Assess the level to which HQ uses expatriates to control operations/activities of the 

Indian subsidiary. 

Q24. What is the impact that HQ has on the hiring process for the subsidiary? 
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Q25. Does the HQ provide training for the managers of the Indian subsidiary? If yes, briefly 

describe the actions taken. 

Section 8 – Behavior control 

Q26. Assess the level of behavior vigilance by the HQ towards the Indian subsidiary. 

Q27. Are procedures determined by the HQ or managers of the Indian subsidiary can choose 

how to reach certain goals? 

Q28. To what extent the HQ holds managers of the Indian subsidiary accountable for their 

behavior/activities, regardless of the results reached? 

 

Section 9 – Output control 

Q29. To what extent HQ judges the performance of the Indian subsidiary using financial 

measures (e.g. EBIT, ROI, cost per unit, EVA)? Which ones are the most relevant? 

Q30. To what extent HQ judges the performance of the Indian subsidiary using non-financial 

measures (e.g. market share, labor turnover, production volume, customer service, employee 

safety)? Which ones are the most relevant? 

Q31. Are pre-defined targets used for the evaluation of the managers of the Indian subsidiary? 

Q32. To what extent the pay of the managers of the Indian subsidiary is related to the overall 

performance of the subsidiary? 

Q33. What is the overall level of control of the Indian subsidiary by the HQ? 

Assess your estimation on a scale from 1 (very low) to 10 (very high). 

 

Section 10 – Local context 

Q34. Which ones are the main local difficulties/constraints that the Indian subsidiary has to 

face? How much these factors prevent the Indian subsidiary from developing? (Please give a 

value to each factor). 
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On a scale from 1 (not at all) to 10 (highly preventing) where the factors are: 

- Legislation and regulation; 

- Infrastructures; 

- Level of tariffs and taxes; 

- Corruption; 

- IPRs; 

- Access to skilled labor; 

- Production costs; 

- Market growth; 

- Other (please specify). 

Q35. Which ones are the main local opportunities that the Indian subsidiary can leverage on? 

How much these factors help the evolution of the Indian subsidiary? (Please give a value to 

each factor). 

On a scale from 1 (not at all) to 10 (highly helpful) where the factors are: 

- Legislation and regulation; 

- Infrastructures; 

- Level of tariffs and taxes; 

- Corruption; 

- IPRs; 

- Access to skilled labor; 

- Production costs; 

- Market growth; 

- Other (please specify). 

 

 

Section 11 – Future outlook 

Q36. How is the current situation of the Indian subsidiary likely to change in the next 3-5 

years? 

Q37. Are there any activities which are expected to be expanded? If so, which ones? 
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Q38. Please add any other relevant comment. 

 

6.2 Appendix II: COWI Response 

Section 1 - Introduction 

Q1. COWI India 

Q2. 1992 

Q3. Acquisition 

Q4. Good  

Q5. 650 

Q6. Engineering and mapping 

Q7. The COWI group 

Q8. None 

Section 2 – Subsidiary strategic role 

Q9. Serving the Indian market: 1 

       Serving regional markets (e.g. Asia, Africa, etc.): 3 

       Being an R&D center for the HQ: 3 

       Providing components for the HQ: 4 

       Providing components for other units of the company: 4 

       Providing services for the global/regional HQ operations: 10 

Section 3 – The strategic importance of the market 

Q10. 50m USD 

Q11. The usual/same as for the group 



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

63 
 

Q12. Normal 

Q13. None 

Q14. 5  

Section 4 – The competence of the local organization 

Q15. R&D: No 

         Purchasing: No 

         Logistics and distribution: No 

         Production: Yes 

         Marketing and sales: No 

         HRM: No 

         General management: No 

Q16. Purchasing: 0 

         R&D: 0 

         Production: 7          

         Logistics and distribution: 0 

         HRM: 0 

         General management: 0 

         Marketing and sales: 0 

Q17. 7 

Section 5 – The knowledge inflow  

Q18. Product design: 0 

         Process design: 0 
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         Purchasing know-how: 0 

         Management systems and practices: 0 

         Market data on competitors: 0 

         Marketing know-how: 0 

         Distribution know-how: 7 

         Market data on customers: 0      

Q19. 9 

Section 6 – The knowledge outflow  

Q20. Product design: 0 

         Process design: 0 

         Purchasing know-how: 0 

         Management systems and practices: 0 

         Market data on competitors: 0 

         Marketing know-how: 0 

         Distribution know-how: 8 

         Market data on customers: 0    

Q21. 9 

Section 7 – Control mechanism/input control 

Q22. Written company manuals 

         Subsidiary managers training at the HQ 

         Performance report 

Q23. 0 
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Q24. Limited 

Q25. Yes, training is global 

Section 8 – Behavior control  

Q26. Low  

Q27. Procedures are determined by the Indian managers 

Q28. To a high extent 

Section 9 – Output control 

Q29. EBIT 

         Bill ratio 

Q30. Attrition 

         Quality 

Q31. Yes 

Q32. 20% 

Q33. 6 

Section 10 – Local context 

Q34. Production costs: 3  

         Market growth: 3  

         Legislation and regulation: 10 

         Infrastructures: 10 

         Level of tariffs and taxes: 10 

         Corruption: 10 

         IPRs: 10 
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         Access to skilled labor: 10 

Q35. Legislation and regulation: 1 

         Infrastructures: 1 

         Level of tariffs and taxes: 1 

         Corruption: 1 

         IPRs: 1 

         Market growth: 7  

         Access to skilled labor: 1  

         Production costs: 7 

Section 11 – Future outlook 

Q36. Growth 

Q37. All 

Q38. –  

 

5.3 Appendix III: Kosan Crisplant Response 

Section 1 - Introduction 

Q1. Kosan Crisplant 

Q2. 2000 

Q3. Importance of local presence 

Q4. We have a very strong position in our business area 

Q5. Approx. 250 

Q6. Process equipment for LPG and facility management of the same 
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Q7. I do not know 

Q8. IOCL, HPCL and BPCL 

Section 2 – Subsidiary strategic role 

Q9. Serving regional markets (e.g. Asia, Africa, etc.): 3 

       Providing services for the global/regional HQ operations: 5 

       Serving the Indian market: 3 

       Being an R&D center for the HQ: 0 

       Providing components for other units of the company: 5 

       Providing components for the HQ: 5 

Section 3 – The strategic importance of the market 

Q10. 25m EUR 

Q11. 2/fierce 

Q12. I do not know 

Q13. 1 new product and 1 new process 

Q14. 10 

Section 4 – The competence of the local organization 

Q15. R&D: No 

         Purchasing: Yes 

         Logistics and distribution: Yes 

         Production: Yes 

         Marketing and sales: Yes 

         HRM: Yes 
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         General management: Yes 

Q16. Purchasing: 5 

         R&D: 0 

         Production: 5          

         Logistics and distribution: 9 

         HRM: 9 

         General management: 9 

         Marketing and sales: 10        

Q17. 7 

Section 5 – The knowledge inflow  

Q18. Product design: 1 

         Process design: 5 

         Purchasing know-how: 5 

         Management systems and practices: 8 

         Market data on competitors: 9 

         Marketing know-how: 9 

         Distribution know-how: 9 

         Market data on customers: 10          

Q19. 7 

Section 6 – The knowledge outflow  

Q20. Market data on customers: 2 

         Distribution know-how: 2 
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         Marketing know-how: 5 

         Purchasing know-how: 7 

         Market data on competitors: 8 

         Product design: 9 

         Process design: 9 

         Management systems and practices: 9 

Q21. 8 

Section 7 – Control mechanism/input control 

Q22. Written company manuals  

         Subsidiary managers training at the HQ  

         Performance report 

         Internal audits 

Q23. 0 

Q24. High on hiring on management level 

Q25. Yes, training in Europe 

Section 8 – Behavior control  

Q26. Low 

Q27. Not really 

Q28. Highly accountable 

Section 9 – Output control 

Q29. EBIT 

Q30. Market share and customer service 
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Q31. Yes 

Q32. It is not significant 

Q33. 7 

Section 10 – Local context 

Q34. Market growth: 1 

         Production costs: 5 

         Access to skilled labor: 8 

         Legislation and regulation: 9 

         Infrastructures: 9 

         IPRs: 9 

         Corruption: 9         

         Level of tariffs and taxes: 10 

Q35. Level of tariffs and taxes: 1 

         Corruption: 2  

         IPRs: 2 

         Legislation and regulation: 2 

         Infrastructures: 2 

         Access to skilled labor: 5 

         Production costs: 5 

         Market growth: 10 

Section 11 – Future outlook 

Q36. Large increase in turnover and labor 
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Q37. Facility management 

Q38. Market demand in our business area is expected to grow by 15% annually in the next 

many years 

 

5.4 Appendix IV: Nilpeter Response 

Section 1 - Introduction 

Q1. Nilpeter 

Q2. 2008 

Q3. Local manufacturing, sales and service 

Q4. Expansion by adding capacity 

Q5. 40 

Q6. Label printing machines 

Q7. Label printers 

Q8. Label printers 

Section 2 – Subsidiary strategic role 

Q9. Serving regional markets (e.g. Asia, Africa, etc.): 6 

       Being an R&D center for the HQ: 6 

       Providing components for other units of the company: 6 

       Providing components for the HQ: 8 

       Providing services for the global/regional HQ operations: 8 

       Serving the Indian market: 10    

Section 3 – The strategic importance of the market 
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Q10. 4m USD 

Q11. 10 competitors/intense competition 

Q12. High 

Q13. 20 

Q14. 5 

Section 4 – The competence of the local organization 

Q15. R&D: Yes 

         Purchasing: Yes 

         Logistics and distribution: Yes 

         Production: Yes 

         Marketing and sales: Yes 

         HRM: Yes 

         General management: Yes 

Q16. R&D: 8 

         Purchasing: 5 

         Logistics and distribution: 5 

         Production: 8 

         Marketing and sales: 8 

         HRM: 5 

         General management: 5 

Q17. 8 

Section 5 – The knowledge inflow  



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

73 
 

Q18. Market data on customers: 8 

         Market data on competitors: 8 

         Product design: 8 

         Process design: 8 

         Marketing know-how: 8 

         Distribution know-how: 8 

         Purchasing know-how: 8 

         Management systems and practices: 8 

Q19. 8 

Section 6 – The knowledge outflow  

Q20. Market data on customers: 5 

         Market data on competitors: 5 

         Product design: 5 

         Process design: 5 

         Marketing know-how: 5 

         Distribution know-how: 5 

         Purchasing know-how: 5 

         Management systems and practices: 5 

Q21. 5 

Section 7 – Control mechanism/input control 

Q22. Performance report 

         Meetings  
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Q23. 0 

Q24. 0 

Q25. Yes, product training 

 

Section 8 – Behavior control  

Q26. 5 

Q27. By Indian managers 

Q28. High 

Section 9 – Output control 

Q29. EBIT 

Q30. Customer satisfaction 

Q31. No 

Q32. Low 

Q33. 5 

Section 10 – Local context 

Q34. Production costs: 3 

         Market growth: 5 

         Legislation and regulation: 5 

         Level of tariffs and taxes: 5 

         Corruption: 5 

         IPRs: 5 

         Access to skilled labor: 5 
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         Infrastructures: 7           

Q35. Legislation and regulation: 5 

         Infrastructures: 5 

         Level of tariffs and taxes: 5 

         Corruption: 5 

         IPRs: 5 

         Market growth: 5  

         Access to skilled labor: 5 

         Production costs: 5 

Section 11 – Future outlook 

Q36. To the better 

Q37. Manufacturing 

Q38. –  

 

5.5 Appendix V: Ramboll Response 

Section 1 - introduction 

Q1. Ramboll 

Q2. 1997 

Q3. Joint venture with local company 

Q4. We have split with our JV partner and we are building up our own business 

Q5. 800 

Q6. Buildings design, infrastructure design, telecom towers 
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Q7. Our Nordic business units 

Q8. The Indian telecom network companies 

Section 2 – Subsidiary strategic role 

Q9. Serving regional markets (e.g. Asia, Africa, etc.): 2 

       Being an R&D center for the HQ: 2 

       Providing components for other units of the company: 8 

       Providing components for the HQ: 8 

       Providing services for the global/regional HQ operations: 9 

       Serving the Indian market: 9 

Section 3 – The strategic importance of the market 

Q10. 1b DKK 

Q11. Hundreds/very intense competition 

Q12. Fair 

Q13. 0 

Q14. 5 

Section 4 – The competence of the local organization 

Q15. R&D: No 

         Purchasing: No 

         Logistics and distribution: No 

         Production: Yes 

         Marketing and sales: No 

         HRM: No 



 Mattia Riolo – Copenhagen Business School – MSc in Economics and Business Administration 
 

77 
 

         General management: No 

Q16. Purchasing: 0 

         Logistics and distribution: 0 

         Marketing and sales: 0 

         HRM: 0 

         General management: 0 

         R&D: 0 

         Production: 8          

Q17. 5 

Section 5 – The knowledge inflow  

Q18. Market data on customers: 2 

         Market data on competitors: 2 

         Product design: 2 

         Process design: 2 

         Marketing know-how: 2 

         Distribution know-how: 2 

         Purchasing know-how: 2 

         Management systems and practices: 2 

Q19. 2 

Section 6 – The knowledge outflow  

Q20. Market data on customers: 2 

         Market data on competitors: 2 
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         Marketing know-how: 2 

         Distribution know-how: 2 

         Purchasing know-how: 2 

         Product design: 8 

         Process design: 8 

         Management systems and practices: 8 

Q21. 5 

Section 7 – Control mechanism/input control 

Q22. Subsidiary managers training at the HQ  

         Performance report 

Q23. 8 

Q24. HQ is involved 

Q25. Yes, the Indian managers can take part in internal courses in the same way as everybody 

else 

 

Section 8 – Behavior control  

Q26. 2 

Q27. Both 

Q28. To some extent 

Section 9 – Output control 

Q29. To a very high extent 

Q30. To a low extent 
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Q31. Yes 

Q32. There is a bonus scheme; 20-40% of managers salary 

Q33. 5 

Section 10 – Local context 

Q34. Legislation and regulation: 3 

         Infrastructures: 3          

         Level of tariffs and taxes: 3 

         IPRs: 3 

         Production costs: 3 

         Market growth: 3 

         Access to skilled labor: 6 

         Corruption: 9         

Q35. Level of tariffs and taxes: 1 

         Corruption: 1  

         IPRs: 1 

         Legislation and regulation: 5 

         Access to skilled labor: 5 

         Infrastructures: 8 

         Market growth: 8 

         Production costs: 8 

Section 11 – Future outlook 

Q36. It will grow as the market is maturing 
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Q37. All 

Q38. –  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  


