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	Abstract

The present research focus on the identification of the determinant factors in the Transfer of Workforce Diversity Policies (TWDP) in multinational firms, considered as the level of centralization versus local adaptation applied. Four determinant factors have been identified on which the four hypotheses depend on: the institutional distance between the home and host country, the autonomy of the subsidiary, subsidiary power and the perception of competitive advantage. So as the subsidiary is our unit of analysis, a sample (response rate of 26.25%) of foreign subsidiaries operating in Spain was selected randomly. A personal interview based on a closed questionnaire was conducted and a structural equation model was run in order to contrast the hypothesis. The results allowed the validation of two hypotheses, the one was the negative influence on the TWDP derived from a higher grade of independence of the subsidiary and the second was the positive influence of the perception of the TWDP as a source of competitive advantage.  




‘Determining factors in the transfer of the workforce Diversity policy:  
An analysis of the foreign subsidiaries in Spain’

One of the main issues in theory and practice of international business is the transfer of policies and practices of multinational firms (MNC) to the different geographical regions in which they operate.  International transfer is a process whose specific complexity lies within the need for transmission between two institutional domains, which are different from each other in many aspects.  These differences go beyond what can be found within one country and raise questions about how the practices originated in a given country can be adopted in another, which is significantly different. The tension multinational firms suffer, with respect to the transfer of policies and practices, is subject to two opposing forces: the need to centralize and homogenize these policies due to the globalizing forces that are invading the economy and the require of the subsidiary to adapt these practices to the national idiosyncrasies due to the differences between the countries of origin and destination. In this complex scenario the strategic role of Human Resources (HR) gains a special dimension in the success or failure of international operations of companies (Quintanilla and Ferner, 2003; Björkman and Lervick, 2007; Lazarova, 2006; De Cieri, Cox and Fenwick 2007; Scullion, Collings and Gunnigle, 2007). 

On the other hand the progressive incentive, both in the academic and the business world, to study policies of diversity within Human Resources (Rijamampianina and Carmichael, 2005; Konrad et al., 2006; Bell, 2007; Homan et al., 2007; Kymlicka, 2007; Townley, 2008). According to an analysis done by Harrison and Klein (2007), the research on diversity has more than doubled in the last five years.  The reason behind this interest is the fact that companies turn more and more multicultural.  It has become quite common to hear that the world is increasingly heterogeneous, which is reflected in the multiculturalism of the staff of companies.  The existence of this diversity calls for the design of policies which translate into an adequate management of the same, enhancing its positive effects and diminishing the negative ones. 

Ferner et al., (2005: 24) highlighted that diversity is a useful issue through which to examine the question of how policy is transferred internationally within MNCs. When this policy is being internationalized, we can talk of the transfer of the WDP when the parent company of the MNC transfers the implementation of the policy to the different countries in which it operates. Even though diversity is a matter increasingly analyzed in the international context, the analysis of the transfer of these policies inside MNCs is still scarce. The studies done up to this point are based in qualitative case studies and for focused on USA MNCs. It remains to be demonstrated if the findings will generalize to other settings with different orientations toward work. Authors such as Nishii and Ozbilgin (2007) point towards the interest in the subject of the current paper; emphasizing the need for in-depth study of the tensions surrounding these policies, in terms of their centralization versus decentralization and their globalization versus local adaptation.   

The ground for this paper lies in the theoretical point of view regarding the convergence of both lines of research, the transfer of HR policy in multinational firms and the strategy of diversity management leading to the design of a policy and its international transfer. This convergence leads us to the analysis of the Transfer of the Workforce Diversity Policy (TWDP). Our research objective is to propose a specific theoretical model for identifying the determinant factors of the transfer of workforce diversity policy and contrast it by a quantitative methodology, using the data from the Spanish survey INTREPID, which have incorporated this specific issue. With this research we also try to contribute to the literature on HR diffusion in MNCs, which has overlooked the interdependences between multiple theories used by authors in the study of diffusing practices.

Diversity and Workforce Diversity Management

Diversity shall be broadly defined as all that which makes a person unique and different from the others.  Persons are different from each other in many ways, some visible and some not.  The main differences are age, gender, marital status, disability, sexual orientation
, religion, personality, ethnics and culture (Kossek, Lobel and Brown 2005).  A diverse workforce comprises different believes, knowledge, values and ways to see the world. Multicultural workforces are increasingly common in large corporations, especially in multinational ones. In this context, the study of diversity management is of special interest to MNCs. These firms operate in diverse geographic contexts, where geographical and functional mobility of employees is increasingly frequent. This creates the challenge for the MNC to manage and implement business strategies related to diversity in order to be able to compete in an increasingly globalized economic environment. We call Workforce Diversity Policy (WDP) the one which is designed to enhance the positive effects, in terms of enrichment, generated by the diverse characteristics of the individuals working in the companies; at the same time it intends to minimize the adverse effects and potential sources of conflict that these differences suppose.  
We propose that the implementation of these policies in MNCs have two sides.  In this sense we can speak on the one hand of the specific workforce diversity policy for managing diversity with actions designed explicitly for the purpose mentioned before, where corporations develop distinct initiatives, like those pointed out by Wentling (2004), referring to the subject of leadership, training and development, community relations, work-life balance and career development.  On the other hand, this policy holds a transversal dimension for the companies who adopt it and which affects all the other HR policies and practices developed by the firm.  In this sense, Shen et al., (2009) develop a critical analysis of HR practices from the perspective of diversity.  They study practices of recruitment and selection, evaluation of the effort, as well as retribution and training with the objective to remove the so-called glass ceiling and to eradicate resistance, as well as fake minority integration policies, at their roots.  These authors conclude that a correct management of diversity through HR practices leads to positive results and, to the contrary, that an inefficient management of the HR policies produces de-motivation, high rotation and low yield. During the last two decades, diversity and the implications of its efficient management have gained increasing importance (Duchatelet, 1998; Gilbert et al., 1999; Sawyerr, Strauss and Yan, 2005; Boone and Hendriks, 2009); and the global trends indicate that diversity management has begun to become a business imperative (Cox and Beale, 1997).
The Internationalization Process of WDP

Currently there is no consensus in literature on the way how diversity programs and policies should be transferred in MNCs. The diversity management policy (WDP) holds its roots in the domestic politics which influence its design. Hence, its adaptation to different business contexts is by itself conflicting (Ferner et al., 2005). Authors such as Agocs and Burr (1996) began to question the usefulness of adapting the North American diversity management practices in other national settings.

These arguments stem from a multidomestic approach and, according to the authors defending this idea, the policy on diversity should be defined on regional or local level and it should be at this level of the MNC where the diversity programs should be founded and implemented, respecting general guidelines given by the parent companies instead of being common ones (Egan and Bendick, 2003). In this sense, Schneider and Barsoux (2003) suggest that the diversity policies, in order to achieve effectiveness, should avoid any deviation from the HR management systems applied locally, and they should respect the culture of the country of destination. The idea at the core of the multi-domestic approaches is that the way in which diversity is managed in any given national context might result inappropriate in another. Sippola and Smale (2007) argue that the preference towards the multi-domestic approach is justified in order not to confuse the global management of diversity with a generalization of the policy applied by the parent company; as well as due to the complexity derived from the development and imposition of uniform diversity programs. 

However, for some companies it is common to base the diversity programs on ethnocentric ideas if the domestic definitions and objectives of the country of origin are appropriate in the country of operations of the MNC (Nishii and Özbilgin, 2007). This modus of integration seems to be more efficient in order to achieve the integration of geographically dispersed units and to be able to obtain benefits on large scale, reach and knowledge (Kim et al., 2003). Here from arises the research question on why there are MNCs which follow a global strategy and adopt a global approach in diversity management. Supporting this theory on the transfer of this policy with universal characteristics, Tayeb (1998) affirms that this can be difficult, yet it is not impossible. 

Facing this bipolar approach, Egan and Benedick (2003) attempt to center the debate by arguing that the international management of diversity needs to reflect the strategic objectives of each company, as well as the organizational structure of the same and, hence, it cannot be confirmed that there is a universal answer in terms of which approach is preferable over another. It is our intention to contribute to this debate by identifying which are the factors that determine whether the MNC adopts a local or global approach with respect to the international management of diversity, taking the subsidiary as the analytical unit. 

Theoretical framework and Hypotheses

After conceptualizing the definition of diversity and workforce diversity management, as it is used in this study, a revision of the literature has been carried out in order to identify those theoretical approaches that can allow us to find the determinant factors in the transfer of workforce diversity policy, as well as its implementation at the subsidiaries.  

Four theoretical approaches, as well as four determinant factors, have been identified, supporting the theoretical model proposed and on which the four hypotheses depend on.  These factors are: the institutional distance between the parent company and the subsidiary (Institutional Theory), the structural power of the subsidiary (Structural Theory), subsidiary power (Resource Dependence Theory) and the perception of competitive advantage (Resource Based View Theory). The choice of these approaches is based on the fact that MNCs operate in a dual context: external and internal and, at the same time, the need for MNCs to obtain legitimacy in both (Haveman, 1993; Marsden, 1999; Kostova and Zaheer, 1999).  
External level of influence: Institutional distance effect
First of all, we analyze the influence of the external environment (home and host country) in the transfer of WDP, following the comparative business system institutionalist thread (Kostova and Roth, 2002; Ferner and Tempel, 2006). The more explicit “comparative business system” institutionalist thread has also been used to provide a convincing explanation of the country of origin effect (Ferner et al., 2001). Most MNCs are deeply embedded in the country where they originated, so their strategies are shaped for their national business system (Ferner, 1997). However, at the same time, the foreign operations occur within a distinct institutional domain, that of the host country (Almond and Ferner, 2006). 

It has to be taken into account that the practices, and precisely the WDP, are originated within an “institutional domain” which is marked by the imprint of the country of origin (coercive institutional power) and are incorporated into a new and distinct domain, inserted into the country of origin (mimetic institutional power), which causes the MNCs to divert systematically in terms of the composition of the practices integrated into their HR management systems (see for example Rosenzweig and Nohria, 1994; Bae et al., 1998; Björman and Lu, 2001). Studying the literature further in depth, in order to synthesize both effects, we find that recent approaches based on institutionalism have introduced the concept of “Institutional Distance” as a critical variable in determining the transferability of the organizational practices from one context to another (Kostova and Zaheer, 1999; Xu and Shenkar, 2002, Kostova and Roth, 2002).  Institutional distance is the difference between the ‘country institutional profile’ (CIP) of the country of origin and the country of operation, respectively. The CIP construct provides indices of the regulatory, normative and cognitive institutions of a country borrowing from Scott’s (1995) institutional ‘three pillars’ regulatory, normative and cognitive. The regulatory dimension comprises the laws and regulations of the environment which promote certain types of behavior and suppress other (Kostova, 1999:314). The cognitive dimension refers to the social knowledge and the cognitive categories (schemes and stereotypes) used by the people of a country, influencing the way in which any phenomenon is classified and interpreted. According to Markus and Zajonk (1985), the structures and the knowledge, which influence the cognitive schemes and the common perceptions, are the ones who provide significance to the social relationships. Finally, the normative dimension refers to the bundle of values, believes, norms and indications assumed with respect to the human nature and behavior within a given society, i.e. the dominating norms and values socially perceived as positive. 
Taking these dimensions into account, each country will have its own institutional profile when it comes to diversity and, in this respect, we argue that the institutional distance -in terms of diversity - between the two countries influences the transferability of this policy. The smaller the distance, the transfer can be more homogeneous and vice versa. 

We identified the institutional distance (ID) related to diversity issues for analyzing the influence of this factor in the degree of centralization versus local adaptation of the WDP transfer. Consequently, we advance the following baseline prediction:

H1: High Institutional distance is negatively related to the transfer degree of the WDP
Internal level of influence: Structure and Power effect
Secondly, we analyze the effect of the internal context of the MNC in the transfer of the WDP, using three theories. The first one is the structuralist approach, the second one the resource dependence approach and the third one the resource based view approach. 

The structuralist approach examines the inter-relationship between the different units of the structure (Ferner and Edwards, 1995). Furthermore, the hierarchical authority of the parent company influences the way in which the transfer of the practices occurs (Morgan, 1986). A key question in understanding the nature of HR/IR governance within national systems is the degree to which local operations of MNCs act independently of parent companies (Ferner et al., 2007). We analyze to what extent the subsidiaries, rather than higher organizational levels located within other business systems, have discretion or ‘decision-making authority’ (Garnier, 1982: 893-4) over diversity policy issues:  The more subsidiaries are subject to control of higher-level HQs located elsewhere, the more complex and heterogeneous governance structures within a given national territory are likely to become. 

The MNCs are spread over a great variety of countries where each subsidiary adds new ideas and products to be exploited on a global scale (Sparrow et al., 2004). In the most extreme case, each of the branches could be a “coordinating center” as well as a “periphery agent” for the global distribution in another country (Hedlund, 1986). In these organizations the horizontal links develop increasingly, which gives way to projects carried out by international groups. 

The greater the centralization strategy mirrored in the organizational structure of the MNC, the greater the tendency to standardize, and vice versa. Global strategy leads the ranking in terms of level of standardization, followed by international, transnational and multi-domestic structures (Welge and Holtbrügge 2003: 268). Theory suggests that a greater centralization of the structure and strategy of the MNC leads to a greater tendency to standardization in the transfer of these policies (Ziener 1985; Horváth  and Arnaut, 1997). Parting from this assumption we suggest that the greater the centralization of the structure, the greater the standardization of the WDP. 

However, when companies follow a multi-domestic strategy (Porter, 1980), where each subsidiary focuses on the specific local market and, consequently, offers products and services adapted to the local characteristics - as opposed to being globally standardized - we can confirm that these subsidiaries have little links with the operations of the MNC, a fact which possible influences negatively the perception of obtaining a competitive advantage through the transfer of these practices from one country to another - to the contrary of the situations where operations are highly integrated on an international level (Edwards and Rees, 2006). Accordingly, the multi-domestic strategies promote the degree of autonomy of the subsidiary when defining its policies and practices, having a direct effect on the centralized transfer, or not, of the WDP.

Based on structuralist approach, we identify the structural factors that shaped the level of autonomy that the subsidiary has to implement the WDP, and following this argument our study addressed the second hypothesis:  

H2: High subsidiary autonomy is negatively related to the transfer degree of the WDP
The resource dependence thread (e.g., in the work of Martinez and Ricks, 1991; Taylor et al., 1996; Pfeffer and Salancik (1978), notes that parent companies ‘will attempt to exert high levels of control over their global innovators, but these affiliates will simultaneously have the power to resist these central efforts’ (p: 975). .At the same time, the subsidiary has an active role as agent in the transfer of the different policies in the MNCs (Ghoshal and Nohria, 1993; Ambos and Schlegelmilch, 2007). Here, the focus is on how actors look to protect or push their own interests, the resources they use, and the resolution of conflicts. Transfer can be conceived as a process of negotiation between actors at different levels of the MNC with differential access to a range of power resources. Several authors argue that the power based on critical resources held by the subsidiary is a key factor in the analysis of the process of transfer of HR policies (Edwards et al., 1999; Ferner et al., 2005). If the subsidiaries have power over resources and the ability to resist the transfer of the WDP it is likely, as demonstrated by Birkinshaw (1999), that an agreement has to be reached and that the transfer is subject to a negotiation process. The WDP is transferred to the subsidiary with a greater level of adaptation due to the negotiation power held by the actors of the subsidiary (Kristensen and Zeitling, 2005). As noted by Boyer et. al., (1998), the transfer leads to a creative hybridization where the original WDP suffers dynamic modifications and improvements. In the same way and from the perspective of power, however, the subsidiary can use its power over resources to deviate the WDP from its original function or content, leading to the so called “resistant hybridization”, or even to a ritual of conformity which empties the policy of signification (Oliver, 1991). This statement by Oliver (1991) fits into what Kostova and Roth (2002) call protocol adoption and which brings along the diplomatic, or apparent, adoption of the practices. Hence, our prediction is:
H3: High power derived from critical resources held by the subsidiary is negatively related to transfer degree of the WDP
The Moderating role of Competitive advantage perception
Finally, the resource based view theory (RBV) of the company studies some factors intrinsically linked to the specific characteristics of the practices from an internal perspective. In general, as Taylor et al. (1996) argue, drawing on the resource-based view of the firm, MNCs will tend to transfer practices where they see an international competitive advantage in doing so. Whether or not MNCs have the ‘opportunity’ or capability to transfer practices abroad depends on the extent to which a practice is viable outside of its original setting: or ‘context-generalizable’ as Taylor et al. (1996) label it.   The academics who follow the RBV perspective argue that the transfer takes place merely when the policy is perceived as a source of international competitive advantage not only for the Parent company agents but for the subsidiary managers (Cox, Lobel and Mc Leod, 1991; Florkowski, 1996; Watson, Kumar and Michaelsen, 1993). Many authors point at the adoption of the diversity policies as a means to promote the advantages and value that these have for the company (Cox et al., 1991; Watson et al., 1993; Susaeta and Navas, 2005). Richard (2000) studies diversity from the perspective of the Resource Based View Theory of the company. This author points out that the competitive advantage derived from the application of this type of policies is based on the capacity generated by the cultural exchange among the employees of the organization. In this sense, if the managers of the subsidiary perceive the WDP coming from the parent company as a source for competitive advantage, they are more likely to adopt it as it is, and vice versa. 
More formally our study addressed the fourth hypothesis:

H4: Subsidiary manager’s perception of WDP as a source of competitive advantage is positively related to transfer degree of the WDP.

Model of Analysis

We have made an effort to identify all theoretical approaches which can help us to find the determinant factors of the TWDP. However, these theories cannot be easily isolated. They are the result of a cross fertilization which enriching the analysis and constituting an eclectic model due to the complementarities produced among them and which justify the use of the four in a simultaneous manner in our model of analysis in order to achieve the goal of our study and find with it the determinant factors of the TWDP (figures 1 and 2).
(Here Figure 1)
(Here Figure 2)

 
In this paper we apply this theoretical model precisely in order to search for the determinant factors of the transfer of diversity management.  We summarize our specific model of analysis in figure 3, based on our hypotheses and which provide and answer to the research question at the heart of this paper. 

(Here Figure 3)

Methods
Sample and Data Collection
The empirical analysis is based on a large scale survey, conducted in Spain from September, 2006 to December, 2007. We constructed the list of the population, which is composed of 895 foreign subsidiaries of MNCs which operate in Spain. The size is the unique criteria to select the companies. We measured this size through the number of worldwide employees (firms which have more than 500 total employees) and employees in Spain (firms which have more than 100 employees in the Spanish operations). We used these criteria to guarantee an enough critical mass for the viability of the study. We conducted the questionnaire as a part of the international large-scale survey about the HR practices in MNCs (INTREPID). We added a new part of the questionnaire specifically dedicated to the transfer of diversity policy in order to study our specific question of analysis. Therefore, the section of the questionnaire dealing with diversity issues was only conducted by the Spanish research team, meaning that the questionnaires in other host countries do not include it. For this reason, the quantitative comparison between countries with regard to the diversity policy is not possible. We chose scales based on reviews of the literature, refined by discussions during the preliminary interviews. Most items used five-point scales. 
We obtained a random sample integrated by 215 subsidiaries. We stratified and corrected the representativeness of this sample. We undertook a descriptive analysis in order to study the firms which consider diversity as a policy and the content of its. We created a sub-sample WDP, which is consisted of the companies that have transferred the WDP from de Headquarter. This sub-sample is composed of 114 firms (59, 69% of the original sample) and this sub-sample is the object of analysis of the present paper. 

Variables and Measures
Dependent variable 

The dependent variable is the Transferability of WDP (TWDP), understanding transfer as the degree of centralization in the transfer process. In order to develop the measurement of “TWDP” construct, we distinguished between the two main modes through which the companies implement the WDP: specific WDP and transversal WDP.   On the one hand, we considered the specific WDP as an HR policy implemented per se. On the other hand, we deem the transversal WDP as the influence of diversity as a corporate value in each one of the other HR practices. The specific WDP is measured by one item, which refers to the degree of transferability of the workforce diversity policy (Jaine and Dipobye, 2004; Sparrow at al., 2004; Ferner et al., 2004; Brewster and Suutari, 2005). The transversal WDP is measured through seven different items embracing the degree of policy’s transferability within distinctive HR areas: compensation systems, performance appraisal systems, training, manager development, employee involvement, communication and organizational learning (Albretch, 2000). The resulting Cronbach´s alpha for this construct was 0,711. We distinguish five different levels of transferability within each item based on the degree of centralization: 

1= Total transferability meaning total centralization (the Spanish operations must implement policy set by a higher level such as corporate or regional HQ) 

2 = …

3 = Partial transferability meaning partial centralization (the Spanish operations can develop policy within the guidelines/framework set by a higher organisational level) 

4 = …

5 = No transferability meaning no centralization (the Spanish operations can set own policy)
Independent Variables
The Institutional Distance is the difference between the ‘country institutional profile’ (CIP) of the country of origin and the country of operation, respectively. The CIP construct provides indices of the regulatory, normative and cognitive institutions of a country (borrowing from Scott’s (1995) institutional ‘three pillars’). In based to the previous research of Kostova (1999) we identified the correspondent items for each pillar with the aid of an expert’s team. Ionascu, Klaus, and Erstin (2004) used the following proxy to measure the normative distance, as well as Xu and Shenkar (2002) used it to measure the cognitive and regulatory distance: 
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Where Ii,host and Ii,origin are the ith dimension of the index for the host country and for the country of origin) and Vi is the variance of the ith dimension. We decided to use this index instead of Kogut and Shing´s index (1988: 422) because the latter measures the cultural distance and that is not our case. We used a total of 30 items that used 1-5 Likert-scales. The regulatory dimension consists of eight items, the cognitive dimension comprises twelve items and ten items formed the normative dimension (Figure 4). The clear differentiation of the three dimensions instead of creating an only construct was the result of several consultations. The reliability of this independent variable as measured by Cronbach´s alpha was 0,853. 
The Autonomy consists of two items (1-5 Likert-point scales) referred to the degree of autonomy within the HR policies and practices (Edwards et al., 1999; Gupta and Govindarajan, 1991) and within the Finance policies and practices (Ferner et al., 2004). The resulting Cronbach´s alpha for this construct was 0,625.  
The Power is a latent variable comprising three different constructs at the same time. The first construct is call critical resources consisting of 5 items (1-5 Likert scale). The items measure the degree in which the subsidiary has critical resources with regard to several issues: customers and suppliers negotiation, relationships with the local agents or the ability to profit (Pettigrew, 1972; Ambos and Schlegelmich, 2007). The reliability of this construct as measured by Cronbach´s alpha was 0,854. The second construct strives to explain the subsidiary role through two items. The two items follow a 1-5 Likert-scale (from 1 = strongly disagree to 5 = strongly agree). The first item measures the international subsidiary responsibility for one or more products or services on behalf of the worldwide company. The second item gathers the relevant expertise in research and development within the worldwide company, which is generated in the subsidiary (Ghoshal and Nohria, 1993; Tempel and Walgenbach, 2007). The resulting Cronbach´s alpha for this construct was 0,533. The third construct is measuring the reverse diffusion regarding the HR policies and practices from the subsidiary to the rest of the MNC (Edwards et al., 2005). The reverse diffusion is gathered through five items (1-5 Likert-scale) referred to practices of compensation, training and development, employee involvement and communication, and diversity.  
The resulting Cronbach´s alpha was 0,676.

The Competitive Advantage is the last of the independent variables. It was measured through five items that embraces the distinctive ways HR managers perceive diversity as a source of competitive advantage. The five items were formulated taking into account the diversity policy as the improvement the relationship with customers and suppliers, as an enlargement of the creativity, as the enhancement of the decision-making process, as complementarities of ideas and as the improvement of the teamwork (Cox, 1991; Cox and Blake, 1991; Amason, 1996; Orlando, 2000). The resulting Cronbach´s alpha for this construct was 0,823.  

Mediator variables
The inclusion of two mediator variables allowed us to analyse in a deeper way the causal relations comprised in the theoretical model. Firstly, we include the number of workforce diversity policies developed by the subsidiary (WDP Development). Using the Jayne and Dipboye (2004: 412) list of workforce practices we created an index (from 1 to 24) to measure the number of policies, which are contained by the WDP. Secondly, we consider the number of years in which the WDP has been transferred from the HQ to the subsidiary (Roth and O’Donnell, 1996) as mediator variable (Time of WDP). 

Control variables

Other observed variables of the model are the sector (Fenton-O’Creevy et al., 2008) as a dichotomous variable (0=manufactures, 1=services), MNC and subsidiary size in function of number of employees (Hedlund, 1986; Rosenzweig and Nohria, 1994), the subsidiary age (Fenton-O’Creevy et al. 2008) and the country of origin that we have classified following the classic categories used by Hall and Soskice (2001). 
Results
The descriptive analysis shows that an 81, 28% of the companies of our sample recognize the diversity only as a corporate value. The content of this corporate value changes from some companies to others. A 45, 5% of the sample takes this corporate value at a first level, these companies recognize discrimination as an unfair situation and understand diversity as a promotion of equal opportunities. A 54, 45% recognize diversity at a second level, diversity as a positive value and a 43, 3% of our sample promotes diversity for its potential. The second descriptive analysis shows that a 59, 69% of the companies have implemented a specific corporate diversity policy and transferred the WPD from the Headquarter to the Spanish subsidiary. These descriptive analyses are focus on the different features of the population, such as country of origin, sector of operations or worldwide employment. A total of 114 firms (59, 69%) have transferred the WPD, developing several practices. A relevant result is that US subsidiaries constitute the first country in relation to the transfer of this policy: a 45, 6% of the WDP sub-sample. We could find the reason in the fact that USA is the pioneer country in taking in grant the diversity issue and developing these kinds of policies (Kurowsky, 2002).

In relation to the WDP content, first of all, retention WDP practices take a relevant importance, the more developed practices in this area are “Work and family balance” programmes represented by a 75%. Second, WDP communication is one of the most important issues, diversity website into the corporate website and corporate Intranet is represented by a 59, 6% of the sub-sample. WDP Development such as “Leadership in multi-cultural groups” programmes (57%) is the most significance practice in this HR field. Other practices have been developed by the subsidiaries, such as “Diversity for customer and suppliers” (21, 9%) and Diversity Staff (16, 7%).
Structural equation model (SEM)

In order to study the objective of this research, the resulting sub-sample is used for analysis based on a general structural equation model (SEM) fitting our theoretical model (Hair et al., 1999). SEM helps us to know the factors which determinate the transfer of WPD, as we argued previously, taking “transfer” as the degree of centralization vs. local adaptation that take place in the transfer process.
The structural model defines the relationships among WDP, institutional distance, subsidiary autonomy, subsidiary power based on resources and subjective perception of subsidiary managers of WDP as source of competitive advantage. Other observed variables of the model are the sector, MNC and subsidiary size in function of number of employees, subsidiary age and the country of origin.
The measurement model identifies five constructs (transferability of the WDP, ID, power, autonomy and competitive advantage) and their correspondence to the observed indicators used to measure them. We use a factor analysis as a data reduction method, to obtain latent variables in order to create the constructs. Since the variables used multiple items, we used exploratory factor analysis (EFA) and then confirmatory factor analysis (CFA) to investigate the relationships between the items and the variables (Anderson and Gerbing, 1988). The EFA results indicated that each of the variables were one-dimensional and distinct. We created CFA sub-models for each individual variable and then aggregated a final, full model. All of the CFA models used full information maximum likelihood, with evaluation based on six indices. The standardized factor loading were all above 0.5 and the composite reliability measured by Cronbach´s alpha previously was also significant. The average variances extracted are all above of 50% (Fornell and Larcker, 1981). Afterwards, a discriminant validity test was run in order to see if the distinctive pairs of final constructs were gathering different information. The result was almost null correlations for each pair of constructs (Fornell and Larcker, 1981).
The final model sufficiently fit the data in reference to the Absolute Goodness-fit (Chi-square = 56, 86, degrees of freedom = 51, p-value=0,266, GFI = 0,926, RMSEA= 0,032), where the resulting values are within the right limit described by the literature (Hair el al., 1999), the Incremental Goodness-fit (AGFI =0,887, TLI=0,894,NFI=0,586),  the Parsimonius Goodness-fit (PNFI= 0,453, PGFI= 0,606, Adjusted Chi-square =1,115). As Mulaik, S.A. and Millsap, R.E. (2000) argued, one goes forward after this step only if one still gets acceptable fit (e.g., GFI > .9, root mean squared error of approximation [RMSEA] < .05). 
Broadly speaking, the Model results (See Table 1) strongly support both Hypothesis 2 and Hypothesis 4. As expected, a high level of subsidiary autonomy is negatively related to transfer degree of the WDP, it means that the increasing of the subsidiary autonomy provide a lower degree of centralization of the policy. However, the perception of subsidiary manager’s of the WDP as a source of competitive advantage increase the degree of centralization of the policy. 

(Here Table 1)

According to the results, we highlighted other relevant causal relations included in the model (See table 1). Firstly, we observed that the type of capitalism of the home country is highly related to the Institutional Distance between the host and the home country. In this instance, we can state that the institutional distance (defined for the diversity issues) between the home country and Spain is higher when the home country has a coordinated economy. Secondly, the age of the subsidiary results significant in understanding the degree of the subsidiary autonomy, meaning that the higher the age of the subsidiary the higher the degree of autonomy. Thirdly, the size of the subsidiary and the sector of operations are related to the power of the subsidiary. On the one hand, we found that the larger the size of the subsidiary the greater the power of the subsidiary. On the other hand, we observed that the subsidiaries within the service sector are more likely to have higher level of power. 

Given other variables related directly or indirectly to the transferability of the WDP, we extracted that the higher the level of WDP development, the higher the level of the perception of subsidiary manager’s of the WDP as a source of competitive advantage. At the same time, we found that the higher the number of years of WPD the higher the level of WDP.
Theoretically, the resulting equations from the model are as follows:

Transferability of WDP = 1 Institutional Distance + 2 Autonomy + 

3 Power + 4 Competitive Advantage + 1
Institutional Distance = 5 Capitalisms + 2

Autonomy = 6 Age + 3

Power = 7 Employees Spain + 8 Sector + 4

Competitive Advantage = 9 WDP Development + 5

WDP Development = 10 Years of WDP + 6

Employees Spain = 11 Employees Worldwide + 7

Thus, the substitution of the parameters into the theoretic equations would be the following sequence: 

Y1 =  Y2  + 0,204 Y3 – 0,028 Y4  - 0,169 Y5 +  1

Y2 = 0,  X2 +  2
Y3 =   X3 +  3


Y4 =   Y7 +  X5   +   4

Y5 =  Y6   +   5

Y6 =  X4   +   6

Y7 =  X1   +   7

Discussion
Revising the results of the contrast of the hypotheses and having added the new causal relationships drawn upon the control variables presented in the final model, and which improve the results in terms of its adjustment, we pass on the discussion of the model. The hypotheses, which we were able to contrast in our empirical analysis, have been H2 and H4. 

H2 affirmed that the greater the structural autonomy, the smaller the transferability of the WDP, i.e. the degree of centralization with which the parent company transfers the policy, or, what is the same, the greater the possibility of the local subsidiary (in our case located in Spain) to adapt the policy to specific necessities. The contrasting of this hypothesis approves what is affirmed by the literature in terms of the relevance of the formal authority of the MNCs as the channel for the transfer of HR policies and practices. This is to say that the type of organizational structure adopted by the MNC and derived from its strategy will influence the degree of centralization or decentralization of the policy, supposing the first determinant factor of the TWDP derived from our study. This revalidated confirmation of the arguments brought forward by Sippola and Snale (2007), authors who state that the global management of diversity in MNCs with multidomestic approaches is produced through a local adaption to the characteristics of the country of destination. At the same time, related to the organizational design of the MNC and the TWDP, we find that the argument of these authors is not as contradicting as we have thought in the beginning, with those stated by Nishii and Özbilgin, (2007) on the necessity to adopt more homogeneous ideas in the implementation of the WDP in the MNC. As a result of the measurement model which has lead us to form the Autonomy construct, there are finally two components: the degree of control of the HR policies and the degree of financial control (Ferner et al., 2004). 

With respect to H4, it was possible to validate the existence of a positive relationship between perception of the WDP as a source for competitive advantage and the transferability of the policy. This fact contributes to the debate on “diversity and results” which can be found in the literature. One explanation of the validity of this hypothesis, from the Resource Based View Theory perspective, is that the corporate function will attempt a narrow control, bringing along a greater degree of centralization over those resources identified as scarce and as a high value to the company (Taylor et al 1996). If the agents of the subsidiary understand why the parent company is interested in transferring this policy and they see it as something positive for the subsidiary, they will buy into the message more easily, internalizing the policy and facilitating the centralization of the same. The literature stating, that the level of trust between the parent company and the subsidiary facilitates the positive perception of the policies, as they are seen as something needed and efficient which brings along a mimetic behavior rather than a forced conformity (Tsai and Goshal, 1998), can hence be corroborated.
In this framework, going further in-depth into our construct of competitive advantage of our model, we can analyze, by means of the principal components it formed by, which are the main items and indicators that facilitate the perception of the WDP as a source for competitive advantage, and hence advance in some way in terms of the previous ideas. Five factors and principal components, which explain the common variance, have been derived from the factorial analysis, carried out in order to eliminate redundant information. Three of the main components of the construct correspond to the WDP as something valuable, just as it is understood by Barney (1991) and they are what corroborates the fact that the WDP improves the relationship with customers and suppliers (Cox and Blake, 1991; Morrison, 1992), creativity (Leonard and Swapp, 1999; Richard and Shelor, 2002) and decision making (Dunphy (2004)). The other two refer to the social complexity, being the relationship among the managers (Potgieter et al., 2007) and the complementarities of ideas. (Choy et al., 2010) brought forward by diversity. 

However, it has not been possible to validate H3 nor H1. We will explain the fundamental reasons we found in order to justify their non-validation. With respect to H3, Ferner et al., (2005) state that the use of power to oppose the transfer of the WDP is produced when the managers of the subsidiary do not consider it of their interest and they perceive it as an “imposition” by the parent company, lacking any sense. Due to the fact that we were able to validate H4, we can manifest one possible reason for this, as the managers of the subsidiaries from the sample which perceive diversity as a competitive advantage logically will not use their power over critical resources in order to oppose its implementation at the subsidiary, as they agree with the parent company on the competitive advantage that the policy transferred supposes to them. 

We have also not been able to validate H1. We interpret this to be due to the need for improvement in terms of the measuring variable of the same. However, it should be taken into account that the revision of the literature has not brought forward any work in which the Institutional Distance was measured in relation with the subject of diversity. In spite of the fact that the questionnaire covered 30 items and proved to be a tool with a reliability of 0,853, we found a difficulty during the interviews when asking the managers of the subsidiaries about the institutional reality in terms of the minorities in the country of origin of the MNC: many of them had no knowledge about this issue and hence there is a large quantity of “missing data” with respect to these variables, approximately 33-36%.
. 

Furthermore and thanks to the use of the structural equation model, we have found new causal relationships through the control variables with improve the results in terms of adjustment and which have theoretical backup. Hence, the control variables with moderate significantly the behavior to the model for the transfer of the WDP are, in the first place, the size of the MNC and the subsidiary, which has an influence on the power of the subsidiary. Second, the age of the subsidiary, as it influences the degree of autonomy of the same. Third, the sector of operations, as it also influences power. In the fourth place are the number of years that the WDP has been in place at the Spanish subsidiary and the degree of development of the practices which form this policy and directly affect the perception of the same as a source for competitive advantage. Finally, the country of origin has an influence in terms of the type of capitalism applied, helping us to prove that the Institutional Distance suffers variations around aspects relating to diversity between those countries of a free market economy and those with coordinated or mixed economies. The discussion on the significance that can be derived from the literature justifies the causal relationships and helps us to go further in depth with the debate on centralization versus decentralization of HR policies. On the other hand, it contributes new conclusions, which initially have not been searched for in this thesis, with respect to the existing debate on diversity as a source for better results and competitive advantage for those companies which choose to manage it. In spite of the fact that not all hypotheses of the analytical model have been validated, we justified in earlier paragraphs the need to continue research on the same, given its theoretical reliability.
Conclusions and implications

From the conclusions we want to point out particularly those which derive from the conceptual approach to the phenomenon at the heart of the study, as well as the current methodologies which contribute to the design of the analytical model, and the empirical contrasting of the contributions derived from the treatment of the statistical data.
This paper pretends to clarify the definition of workforce diversity policy (WDP) in terms of it being necessary to leverage the positive effects and to mitigate the negative ones.  To this end, two types of WDP are differentiated: specific and transversal.  The specific policy (Jayne and Dipboye, 2004) develops the firm in order to enhance the positive effects of diversity and to palliate the negative ones.  The transversal policy (Shen, et al., 2009) refers to the influence of the decision to manage diversity on the configuration of all HR policies of the firm, more precisely of the MNC.  This duality of the policy will be intrinsically linked to the way in which diversity is measured in this paper.  
The theoretical framework is inserted into the broad debate in literature on the grade of convergence (Sparrow, et al., 2004; Kim and Gray, 2005) versus local adaptation (Hall and Soskice, 2001) used in the transfer of policies and practices in multinational firms.  Upon an adequate revision of the available literature, four theories have been identified to configure the theoretical model of the present doctoral thesis, and which permit the identification of the determinant factors of the TWDP: the Institutionalism Theory, the Structural Theory, the Resource Dependence Theory and the Resource Based View Theory.   This theoretical model is eclectic, as is justified by figure 1.2 where we point out 12 complimentary elements of the theories that constitute it. Hence their use to explain the TWDP is justified.  
The statistical results from SEM confirm that the tendency towards the strategic multi-domestic approach within the organizational structures calls for a local adaptation of the WDP.  However, it can also be seen that the perception of the WDP as a source for competitive advantage by the managers of the subsidiary leads to an increased centralization of the policy.  This is to say that the policy has to strike a balance between the structural independence of the subsidiary and the perception of the managers of the WDP as a source for competitive advantage. Both act as opposing forces in the centralization of the policy. Consequently, while an increased independence of the subsidiary leads towards local adaptation of the WDP, the competitive advantage leads to a higher centralization of the same but our results. 
We can affirm that the debate continuous latently in the literature, but our results can help to understand the reason for the coexistence of ethnocentric with multi-domestic approaches in the explanation of the WDP transfer more deeply. In this sense this paper support with a quantitative analysis both the thesis of the Ferner et al., (2005) which showed the limitations of using ethnocentric approaches towards the integration a global WDP and Sippola and Smale (2007) argument who posed the question of whether this way of proceeding, which is left to local management full autonomy to define its agenda and strategy of diversity can be a challenge for the long-term maintenance of this policy, resources and the know-how from the matrix. 
Limitations and future research lines
The first potential limitation of the theoretical model is linked to the question whether these methodological approaches are adequate for the purpose of this study, after seeing the results obtained by the empirical study.  For example, the fact that we were not able to contrast hypothesis 3, based on the Resource Dependence Theory, takes us to question its capacity to serve as an explanatory approach. This could suggest the need to design a new theoretical model where the Resource Dependence Theory is not part of and then test the empirical validity.  However, this is not the case with the Institutional Theory, despite the fact that we have not been able to validate hypothesis 1, which identifies the Institutional Distance as a determinant factor in the transfer of the WDP. We believe it should remain in the model, as we tend to believe that the socio-demographic characteristics, norms and culture of the setting will influence the TWDP. We believe that the reason why we were not able to validate the hypothesis lies within the missing values in the construct ID due to lack of knowledge of HR managers surveyed about the institutional context related to diversity in the country of origin of their respective MNCs, rather than in the hypothesis itself.  The model can evenly be useful to study the transfer of other practices and in MNCs of other nationalities, but that is a task left to future research.
Other limitations hold their roots in the existence of other alternative theories not considered here and which could help identify new determinant factors of the TWDP.  In the first place we suggest the Knowledge Theory (Gupta y Govindarajan, 1991; Phene, et al., 2005). Authors such as Szulanski, (1996) and Lam, (1997), say that the transferability of the policies depends on the degree of the tacit or coded knowledge they possess.  Another theoretical approach not explicitly used in our model is the Strategic Choice Theory (Child, 1972; 1997), which Quintanilla and Ferner (2003) pick up in their pass through literature. However, we can consider that the design of hypothesis 4, with respect to the competitive advantage perceived by the managers of the subsidiaries, addresses this theory implicitly. In spite of this, we propose further analysis to the Strategic Choice Theory, from which further determinant factors, in addition to those already included in the model, can be identified. There are further new theoretical approaches no yet applied by any author to the transfer of HR policies and practices, such as the Impression Management Theory, which analyzes the directive actions taken to produce determined subjective impressions among the stakeholders (Ashforth and Gibbs, 1990; Elsbach, 1994; Elsbach and Sutton, 1992; Murphy and Shleifer, 2004; Westphal and Graebner, 2010). In case studies such as the one by Quintanilla, et al., 2009, it becomes clear that the implementation of this policy is in many cases not more than a declaration of intentions. 

 Finally, this being the first thesis covering this subject quantitative analysis, it would be interesting to complement it with case studies.  The goal would be to understand more about the how and why of the WDP transfer, which would enrich our results. 
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Figure 2 Explanation of the complementarities of the theoretical framework
	N°
	Relationship
	Complementarities of theories
	References

	1
	RDA-IA
	Power of the agents in terms of their interest in the TWDP.
	Pfeffer and Salancik (1978); Edwards et al., (1996); Ghosal and Nohria, (1989, 1993); Fernet et al., (2005); Ferner and Tempel, (2006); 

	2
	IA-RDA
	Influence of the institutional framework in which the relation parent-subsidiary is set during the negotiation of the TWDP.
	Kostova (1999); Susaeta and Pin (2008); Ferner and Tempel (2006)

	3
	SA-RDA
	Relationships of power derived from the formal organizational structure of the MNC which influence the TWDP.
	Ferner and Edwards (1995) Quintanilla et al., (2004), Welge and Holtbrügge (2003)

	4
	RDA-SA
	The negotiation process of the TWDP does not only depend on the formal organizational structure, but also on the informal mechanisms which will influence the power of the subsidiary over the critical resources of the MNC.
	Birkinshaw and Fry (1998); Birkinshaw and Hood (1998); Birkinshaw (2000); Ambos and Schlegelmilch (2007). 

	5
	RBVA-SA
	The centralization, or not, of the TWDP is subject to the content of the same, as well as its relevance for the MNC and the subsidiary.
	Rosenzweig and Nohria, (1994); Ferner et al., 2004; Ferner et al., (2005); Ferner et al., (2007); Martin and Simon (2008)

	6
	SA-RBVA
	The TWDP is not only produced subject to the distinct capacities brought in by the policy, but also to the strategy adopted by the MNC which brings along a certain organizational structure promoting either a greater centralization or local adaption of these policies.
	Edström and Galbraith (1977); Bartlett and Ghoshal, (1989); Martínez and Jarillo (1989; 1991); Rosenzweig and Nohria (1994); Harzing, (1999); Ferner (2000); Newburry (2001); Ferner et al., (2004)

	7
	RBVA-RDA
	The struggle for power and implication of resources in the negotiation process of the WDP depends on the competitive advantage represented by the TWDP subject to its value and differentiation.
	Florkowski (1996); Taylor et al., (1996); Susaeta and Navas, (2005)



	8
	RDA-RBVA
	The policy can hold a high value, but the TWDP will depend on the paper played by the agents of the subsidiary and the parent company based on their perception of the same, as well as their personal interests.
	Fenton-O’Creevy and Gooderham, (2003);Ferner and Tempel (2006).; Ambos and Schlegelmilch, (2007)

	9
	SA-IA
	The hierarchic structure depends on contingency factors which are not related with the institutional environment but still influence the TWDP, such as the sector, way of entry, age, size, etc. 
	Baliga and Jaeger (1984); Guest and Hoque, (1996); Pausenberger, (1996); Katz and Darbishire, (2000); Fenton-O’Creevy et al. (2008)



	10
	IA-SA
	The strategy which determines a more or less centralized structure in terms of the TWDP has been traditionally linked to the country of origin of the MNC.
	Ferner(1997); Ferner et al., (2001); Kostova and Roth (2002); Ferner and Almond (2006); Quintanilla et al., (2008; 2009)

	11
	RBVA-IA
	From the internal perspective of the MNC, the identification of the distinctive capacities of the same in which the competitive advantage of the MNC has its roots, the RBV provides the key to identify the WDP as a competitive advantage and to favor, or not, the TWDP.
	Cox et al., (1991); Wright and McMahan, (1992); Watson et al., (1993); Richard (2000); Richard (2000); Susaeta and Navas, (2005)

	12
	IA-RBVA
	The institutional context (socio-economic and cultural characteristics, influence of the institutions) of the country of destination is crucial in the decision on whether and how the TWDP is to be carried out. Furthermore, the malleability or not of the system at the country of destination either facilitates or complicates the transferability.
	Ferner et al., (2001); Almond et al., (2005); Quintanilla et al., (2008; 2009);Peng et al., (2009); Fenton-O´Creevy et al., (2008).


Source: Own elaboration
Figure 3 Model of Analysis
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Figure 4: The three dimensions of the Institutional Distance

	Regulatory Dimension

	Adequate Legal Framework about Equal Opportunities for minorities

Equal Opportunities within the workplace effectively regulated

Clauses about Equal Opportunities within the collective bargaining

Existence of governmental aids to promote the minorities recruitment 

	Cognitive Dimension
	Social awareness about the legal protection of the minorities

Minorities are aware of the legal protection they have

Minorities are aware of the union protection they have

Employers are aware of the legal advantages they have recruiting minorities

Training on diversity for managers (As programmes or modules in masters courses and executive education programs)

Publications about diversity addressed to managers

	Normative Dimension
	Degree of necessity to, it is necessary to apply diversity policies given the social reality of the country

Recruiting minorities is seen as Corporate Social Responsibility 

Diversity policy reflected on the corporative web site
Diversity mirrored reflected on the conduct and value code

Social awareness about diversity (private or public institutions, parties, trade unions, etc)


   Source: Own elaboration

Tables

Table 1: Estimation of coefficients: Maximum likelihood (ML) 

	Hypothesis and Causal Relations
	P-value
	Standardized Coefficients

	WDP (Y1)
	←
	Institutional Distance (Y2)
	H1
	,513
	-,059

	WDP (Y1)
	←
	Autonomy (Y3)
	H2
	,028*
	,204

	WDP (Y1)
	←
	Power (Y4)
	H3
	,760
	-,028

	WDP (Y1)
	←
	Competitive Advantage (Y5)
	H4
	,049*
	-,169

	Autonomy (Y2)
	←
	Age of the subsidiary (X3)
	RC1
	,043*
	,161

	Power (Y3)
	←
	Sector (X5)
	RC2
	0,000***
	,322

	Power (Y3)
	←
	Spain Employees (Y7)
	RC3
	,011*
	,216

	Competitive Advantage (Y4)
	←
	WDP Development (Y6)
	RC4
	0,000***
	,354

	WDP Development (Y6)
	←
	 Time of WDP (X4)
	RC5
	,013*
	,228

	Institutional Distance (Y5)
	←
	Capitalism (X2)
	RC6
	,023*
	,209

	Spain Employees (Y7)
	←
	Total Employees (X1)
	RC7
	,009**
	,238


¨*¨p-value < 0,05; ¨**¨p-value < 0,01; ¨***¨p-valor < 0,005

� The term sexual orientation belongs to the constructionist theory which sustains that the differences between genders are culturally created in order to expose not only that the gender differences lack a natural grounds.  As affirmed by Arregui et al., (2002), while the anthropologists of the classical period considered that the history of sexuality was the history of a wide range of models in which the societies had adopted the natural reality of sexuality - in which it appears as an eternal and constant bio-psychological fact-, the more current anthropology judges that this supposed bio-psychological fact is in itself a product of history.


  


� The number of missing data corresponding to the Institutional Distance is larger than the one appearing in the program, as in many cases the information on the country of origin is missing.
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