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Abstract
Drawing on a sociological approach, this paper examines how the subsidiaries of multinational companies (MNCs) translate 
equality, diversity, and inclusion (EDI) ideas from their headquarters (HQs). International business (IB) studies emphasize 
the context-sensitive and socially constructed nature of EDI. Through a single case study of an Italian subsidiary translat-
ing EDI ideas from its U.S. HQs, we present a power-laden EDI translation process and broaden the extant research by 
revealing the power relations underlying the EDI translation process. We portray the sociology of MNCs in which different 
professional categories engage in “translation spaces”, i.e., social spaces where they interact throughout various phases of 
the translation process. Specifically, we identify two key phases: the signification and negotiation phases. In these phases, 
intentional and unintentional translators play varying roles in either facilitating or hindering the translation of EDI ideas 
within the subsidiary. Thus, we first advance the sociology of EDI translation in IB by revealing how EDI understanding is 
constructed and reconstructed through the interactions of translators. Second, we contribute to translation research in IB by 
depicting the iterative and recursive nature of the translation process. Finally, we reveal forms of resistance to EDI and the 
emergence of new power relations shaped by professional diversity within the subsidiary, unearthing the generative nature 
of the EDI translation process in MNCs.
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Introduction

Individuals increasingly manifest a range of visible and 
invisible differences related to race, gender, professional 
status, and other categories, contributing to a more diverse 
workforce composition within multinational companies 
(MNCs). Moreover, the United Nations’ 2030 Agenda calls 
for MNCs to contribute to tackling challenges related to 
“gender equality” and “reduced inequalities” within and 

between countries. Accordingly, many MNCs are progres-
sively adopting targeted corporate practices, often under the 
umbrella of “equality, diversity, and inclusion” (EDI). This 
entails the dismantling of barriers rooted in differences and 
the promotion of more inclusive attitudes in the workplace, 
offering equal opportunities to all employees, regardless 
of their differences, and contributing to the overall bet-
terment of society (Fitzsimmons et al., 2023). Achieving 
such a cultural shift demands time and collective efforts 
within MNCs at the corporate, subsidiary, and individual 
levels (Hennekam et al., 2017). In this context, a central 
challenge for MNCs is fostering EDI across the multiple 
countries in which their subsidiaries operate (Fitzsimmons 
et al., 2023). EDI is highly context-sensitive, with varia-
tions in regulatory and sociopolitical environments shaping 
how “E,” “D,” and “I” are prioritized across countries. For 
example, U.S. MNCs emphasize diversity and inclusion for 
competitive advantage, whereas European MNCs focus on 
equality through social justice frameworks (Özbilgin, 2024; 
Tatli et al., 2012). Thus, headquarters (HQs) and subsidiar-
ies’ countries may differ in terms of the meaning of EDI, 
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as well as the related normative foundations and regula-
tory frameworks. Moreover, EDI practices in subsidiaries 
can destabilize entrenched power relations that are deeply 
embedded in both organizational and national contexts (Hen-
nekam et al., 2017; Özbilgin & Tatli, 2011). By challenging 
existing power relations, these practices can expose struc-
tural barriers faced by underrepresented groups (Hennekam 
et al., 2017; Özbilgin, 2024).

To support MNCs’ transfer of EDI practices, scholars 
have developed a relational framework (Hennekam et al., 
2017; Özbilgin, 2024) that aligns with the sociological 
approach in international business (IB) by recognizing the 
contextual and multilevel understanding of EDI. The socio-
logical approach emphasizes the social nature of the MNC, 
suggesting that the interactions between MNC actors enable 
the social construction of EDI understanding (Koveshnikov 
et al., 2019). This approach challenges static views of EDI, 
suggesting that EDI meanings are continuously shaped by 
the actors involved and the contexts they inhabit.

Although many studies in IB have explored how MNCs 
and their subsidiaries address EDI across countries (e.g., 
Bader et al., 2022; Ferner et al., 2005), investigations of the 
actions and interactions that shape the understanding of EDI 
within a foreign subsidiary, i.e., microlevel analysis, still 
seem “at the periphery” of IB research (Van der Straaten 
et al., 2023: 1624). Since the understanding of EDI is con-
text sensitive (Fortwengel et al., 2023; Thein et al., 2010), 
current studies on the transfer of organizational practices do 
not properly explain the process through which EDI prac-
tices are decontextualized “from their time and place of ori-
gin” (namely, HQs; Czarniawska & Joerges, 1996: 18), and 
the related ideas are translated in a new context (namely, a 
foreign subsidiary). The organizational translation approach, 
grounded in Scandinavian institutionalism, suggests that 
while practices are transferable across countries on behalf 
of MNCs, their enactment in a subsidiary varies depending 
on the translation process shaped by subsidiary actors and 
the local context (Czarniawska & Joerges, 1996).

Drawing upon the sociological approach in IB (Gherardi 
& Poggio, 2001; Koveshnikov et al., 2019; Thein et al., 
2010) and studies of translation processes (Czarniawska & 
Joerges, 1996; Pipan & Czarniawska, 2010), we explore how 
subsidiaries conduct a translation process of EDI ideas from 
HQs. We investigate the translation process of EDI ideas 
within an Italian subsidiary from its U.S. HQs by analyzing 
the case study of “2LMP” (the MNC’s name is anonymized), 
which operates in the healthcare industry in the U.S. and 
internationally through foreign subsidiaries in four differ-
ent nations.

Our study reveals that subsidiary actors either enable or 
hinder the translation process on the basis of their profes-
sional category and the different understandings of EDI that 
arise from it. Additionally, we conceptualize a power-laden 

EDI translation process, as the translation of EDI signifi-
cantly shapes the power relations inherent within the foreign 
subsidiary. This is of paramount importance because intrasu-
bsidiary relations impact HQ-subsidiary relationships and, 
consequently, MNCs’ transnational strategies (Ciuk et al., 
2019). The way through which subsidiary actors translate 
EDI ideas cannot be taken for granted within an MNC. By 
analyzing this process, we offer three contributions. First, we 
advance the sociology of EDI translation by showing how 
actors belonging to different professional categories interact 
in designated translation spaces in which they construct and 
reconstruct their understanding of EDI (Gherardi & Pog-
gio, 2001). Second, we contribute to translation studies in 
IB. By employing a microlevel analysis of the translation 
process within the subsidiary, we identify two key phases 
of the translation process (i.e., signification and negotiation) 
and highlight the specific roles (i.e., intentional and unin-
tentional) that translators, influenced by their professional 
categories, play in this process. Our in-depth analysis reveals 
that translating EDI ideas imparts distinct meanings to dif-
ferent professional categories within a subsidiary, necessi-
tating an iterative and recursive translation process. Finally, 
we reveal that the translation of EDI ideas actively shapes 
power relations between professional groups within the 
subsidiary while simultaneously revealing forms of resist-
ance to EDI. We highlight a power-laden EDI translation 
process that reinforces the hierarchical divides inherent in 
the professional diversity within the subsidiary, revealing 
its generative nature.

We structure our paper as follows. In the next section, we 
review the EDI literature and research on translation pro-
cesses in the IB field. Successively, we describe the method-
ology adopted in this study. We then present our case study 
and discuss our findings. Finally, we discuss our contribu-
tions to IB and managerial implications before presenting 
our conclusions.

EDI in MNCs: A translation approach

Defining EDI in IB

Given the rising trend of global mobility and the expansive 
reach of many companies, a growing number of MNCs are 
now faced with the imperative of effectively managing an 
increasingly diverse workforce (Ciuk et al., 2023; Fitzsim-
mons et al., 2023). Consequently, recent IB studies have 
progressively emphasized the importance of EDI research 
(see a review by Fitzsimmons et al., 2023). Many existing IB 
studies have explored the management of workforce diver-
sity as a strategic resource to increase the performance of 
MNCs and their subsidiaries, contributing to the develop-
ment of the “business case for diversity” (e.g., Donnelly, 
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2015; Saeed et al., 2024). Since the late 1980s, U.S. MNCs 
have adopted a performance-oriented perspective, high-
lighting the competitive advantages associated with the 
management of workforce diversity (Tatli et al., 2012). In 
contrast, European MNCs have approached workforce diver-
sity from a social justice standpoint, prioritizing equality 
through moral and ethical dimensions (Özbilgin, 2024; Tatli 
et al., 2012). Accordingly, workforce diversity management 
across nations reflects two distinct foundations: one driven 
by instrumental and strategic goals and the other driven 
by increasingly focused on principles of human rights and 
equality, grounded in social and moral rationales (Özbilgin, 
2024). The former, particularly prevalent in U.S. contexts, 
has led to a narrower emphasis on diversity and inclusion 
(the “D” and “I” in EDI), often overshadowing broader sys-
temic issues of inequality, represented by the “E” for equal-
ity (Özbilgin, 2024). For example, in France, EDI ideas are 
deeply rooted in state regulations inspired by the principles 
of the French Revolution, whereas in the U.S., they tend to 
align more closely with performative business objectives 
(Özbilgin, 2024; Tatli et al., 2012).

Acknowledging that the studies we draw upon utilize dif-
ferent approaches – some focusing on diversity (e.g., Ferner 
et al., 2005; Hennekam et al., 2017), others on diversity and 
inclusion (e.g., Donnelly, 2015; Noon & Ogbonna, 2021), and 
others specifically on EDI (e.g., Ciuk et al., 2023; Fitzsim-
mons et al., 2023) – we adopt the term “EDI” in this paper. 
This decision reflects the dual influences present in our case 
study, which is shaped by both U.S. and European contexts, 
thereby aiming to embrace the different but interconnected 
approaches represented in EDI (Fitzsimmons et al., 2023)1. 
To define EDI, we leverage the definitions provided in the 
study of Ciuk et al. (2023). Specifically, we refer to equal-
ity as “the way in which an individual (or group) displaying 
specific manifestations (of any dimension of diversity) is 
related to that individual’s (or group’s) (un)equal achieve-
ments, status, or access to resources” (Köllen et al., 2018: 
439). The concept of equality encompasses relative equality 
(or equity), where resources are distributed on the basis of 
specific needs (Özbilgin, 2024). We indicate diversity as “an 
umbrella concept under which any individual characteris-
tic could be subsumed, diminishing the risk of intergroup 
conflict between the majority and minorities” (Zanoni et al., 
2010: 12). Finally, we refer to the term inclusion as “the 
degree to which individuals feel a part of critical [organiza-
tional] processes such as access to information and resources, 

involvement in work groups, and ability to influence the 
decision-making process” (Mor-Barak & Cherin, 1998: 48).

Addressing EDI in MNCs

Given the interconnection among equality, diversity, and 
inclusion, MNCs increasingly implement related practices 
(Fitzsimmons et al., 2023), serving as vehicles for their dis-
semination between home and host countries (Bader et al., 
2022; Ferner et al., 2005; Fitzsimmons et al., 2023) and 
influencing the workplaces of their subsidiaries (Ferner 
et al., 2005; Saeed et al., 2024). Extensive research in IB 
has emphasized that national contexts embed societal expec-
tations surrounding EDI, suggesting that fostering diverse 
and inclusive workplaces and reducing systemic inequalities 
within MNCs require context-sensitive, gradual processes 
(e.g., Beamond et al., 2016; Ferner et al., 2005; Fitzsim-
mons et al., 2023). IB scholars have discussed how national 
contexts address EDI differently, revealing the importance 
of conferring autonomy to subsidiaries to adapt the related 
practices to local requirements (Bader et al., 2022; Cavanagh 
et al., 2017; Ferner et al., 2005).

Most IB studies on EDI have traditionally advanced 
research exploring gender and national diversity in the rela-
tionships between HQs and subsidiaries (Fitzsimmons et al., 
2023). They have typically portrayed forms of diversity as 
relatively static, where cultural diversity often revolves 
around nationalities acquired at birth, while gender is per-
ceived as a binary attribute, i.e., male–female (Koveshnikov 
et al., 2019). However, the recent sociological approach in 
IB advances the idea that actors within MNCs socially con-
struct the understanding of EDI once considered static, con-
tinually infusing them with new meanings (see, for instance, 
the approach toward “doing gender in IB” in Koveshnikov 
et al., 2019; Fernando, 2021; Thein et al., 2010). Exploring 
how the understanding of EDI is socially constructed by 
actors within an MNC requires a microlevel analysis due 
to the contextual diversities between HQs and subsidiaries 
(Marfelt & Muhr, 2016; Vaara et al., 2021).

In line with the sociological approach in IB, some schol-
ars have proposed a relational framework supporting the 
international adaptation of EDI on behalf of MNCs (Hen-
nekam et al., 2017; Özbilgin, 2024). This framework high-
lights the social nature of MNCs by conceptualizing EDI 
ideas as fluid and context-dependent, shaped by the interac-
tions between multiple diversity categories within MNCs 
(e.g., gender, race, age, and professional status; Halsema 
& Halsema, 2006; Tatli & Özbilgin, 2012). For example, 
gender diversity is not viewed as an inherent characteristic 
of individuals but is instead constructed and reconstructed 
through daily workplace interactions and discussions 
(Gherardi & Poggio, 2001). The relational framework sug-
gests that EDI practices are likely to fail if implemented 

1  We examine the differences between the U.S. HQs and the Italian 
subsidiary in terms of their approach to EDI in the “Data analysis” 
subsection. Despite these differences, we decided to use the term 
“EDI” throughout this paper to provide uniformity and to avoid con-
fusing the reader with multiple acronyms. Furthermore, our objective 
is not to emphasize a linguistic translation process but rather to high-
light an organizational translation process.
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in organizational contexts that uphold a binary or static 
nature of EDI that confines individuals to their designated 
and expected roles (Halsema & Halsema, 2006; Tatli & 
Özbilgin, 2012).

Similarly, corporate EDI practices fail within subsidiar-
ies when they overlook embedded power structures, lead-
ing to resistance and diminishing the effectiveness of EDI 
efforts (Hamza-Orlinska et al., 2024; Hennekam et al., 2017; 
Kangas-Müller et al., 2024). In line with this, IB research 
has increasingly explored how power relations and sta-
tus differentials among diversity categories construct the 
understanding of EDI (Fitzsimmons et al., 2023; Hennekam 
et al., 2017). MNCs function as “gendered social spaces,” 
emphasizing the importance of analyzing individuals and 
groups to explore the intraorganizational power and indi-
vidual variability involved in the adoption of EDI practices 
(Koveshnikov et al., 2019). For example, EDI efforts aimed 
at including LGBTQ employees in subsidiaries located in 
developing countries may face opposition from colleagues, 
who fear stigmatization from more conservative managers 
(Röell et al., 2024). EDI resistance may also arise from the 
distinct norms and expectations inherent in different pro-
fessions, leading individuals to perceive these initiatives 
as threats to their established professional roles (Fernando, 
2021; Özbilgin, 2024). Gender diversity could be perceived 
to “lower[ing] the value of a profession” if that profession is 
typically male-dominated (Özbilgin, 2024: 68).

The current landscape of MNCs extends beyond mere 
corporate structures; they function as complex social spaces 
and transnational communities (Morgan & Kristensen, 
2006), underscoring the need for a comprehensive under-
standing of the social relations within these organizations. 
Therefore, we refrain from discussing the transfer of stand-
ardized EDI practices, as it would imply believing in the 
feasibility of implementing a one-size-fits-all approach and 
taking for granted the understanding of EDI. Instead, we 
propose the theoretical approach of translation to shed light 
on the process in which EDI ideas are not only adapted but 
also interpreted and negotiated by subsidiary actors (Pipan 
& Czarniawska, 2010).

Translation approach in IB

IB scholars have increasingly utilized translation approaches 
(for a detailed exploration, see Westney et al., 2022). Nota-
bly, the organizational translation approach, informed by 
Scandinavian institutionalism, has gained particular promi-
nence in IB to analyze the translation of organizational 
practices or, more generally, ideas from HQs to subsidiaries 
within MNCs and investigate how these ideas “are reinter-
preted in their new context” (e.g., Gutierrez-Huerter et al., 
2020; Westney et al., 2022: 1). In this context, Czarniawska 
and Joerges (1996: 18) pioneeringly proposed the metaphor 

of translation to explain the process through which ideas 
are “transferred from their time and place of origin and 
materialized again elsewhere.” Specifically, ideas need to 
be disembodied from the transferring unit and translated 
into “objects” (e.g., texts), and in turn, these objects must 
undergo further translation into “actions” to be successfully 
integrated at the receiving unit. Scandinavian researchers 
developed the translation approach to assign agency roles to 
both global and local receiving actors and reject the rationale 
that managerial practices can exert irresistible power over 
them (Boxenbaum & Pedersen, 2009; Czarniawska & Sevón, 
1996; Wedlin & Sahlin, 2017).

Building on Scandinavian institutionalism, IB scholars 
have increasingly applied the organizational translation 
approach to investigate how ideas travel across MNC bor-
ders. This body of work identifies translators and translation 
processes through which an idea can be decontextualized 
from the originating context (usually HQs) and recontex-
tualized in the new context (typically a foreign subsidiary). 
This process often unfolds through intricate microprocesses 
involving multiple editing phases of original practices to bet-
ter suit the needs of the national and organizational context 
(Gutierrez-Huerter et al., 2020; Sahlin & Wedlin, 2008).

Similarly, some IB scholars have focused on a differ-
ent translation approach, i.e., the interlingual translation 
approach, which encompasses the translation process 
between languages in MNCs (Westney et al., 2022). This 
research has shown that linguistic diversity can act as both 
a tool for resistance and a means of control by subsidiary 
actors in response to corporate-level practices, revealing the 
power relations at play during the translation process (Ciuk 
et al., 2019). Additionally, these studies break down the 
translation process into specific phases, helping to identify 
when a successful linguistic translation takes place (Ciuk 
et al., 2019; Westney & Piekkari, 2020). For example, the 
phases of foreignization and domestication have been shown 
to facilitate practice-oriented translations within MNCs 
across different countries (Westney & Piekkari, 2020). These 
phases create translations tailored to distinct audiences. 
Expanding on this idea, Westney et al. (2022) introduced 
the concept of “translation spaces,” which are crucial for 
achieving “mutual comprehensibility” through translation.

In this paper, we adopt the concept of translation that 
occurs within the subsidiary after the transfer of ideas from 
the HQs. The organizational translation approach grounded 
in Scandinavian institutionalism allows us to reconcile the 
rationale that EDI practices, while object-like and able to 
cross countries within MNCs, can be enacted in diverse ways 
depending on the actors at play and their organizational con-
texts. This is analogous to how a text can be interpreted dif-
ferently by different readers (Czarniawska & Sevón, 1996). 
Within the context of an MNC, when the HQs aim to pro-
mote EDI in their organization overseas, subsidiaries receive 
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EDI ideas that are then enacted in actions through distinct 
phases of translation. The actions and interactions of transla-
tors during this process inherently lead to the emergence of 
something new (Pipan & Czarniawska, 2010; Whittle et al., 
2016).

A case study

This research presents a single case study. This methodo-
logical choice, particularly useful when the topic is not well 
developed in the extant literature, meets the need for a fine-
grained investigation that is not reasonably possible with a 
large sample (Golden-Biddle & Locke, 1993). We select a 
case study that ensures that the empirical phenomenon “can 
be observed in a manner which facilitates theoretic insights” 
(Reuber & Fischer, 2022: 29). In this specific case, we study 
how the Italian subsidiary translates EDI ideas from its 
U.S. HQs. The current paper focuses on investigating the 
“microlevel detail of situated (inter) action” (Whittle et al., 
2016: 1328), namely, how the translation process of EDI 
ideas occurs within the subsidiary. Moreover, the broader 
study provided extensive insights into the surrounding con-
text. Case studies are widely recognized for their capacity 
to deliver comprehensive contextual insights (Welch et al., 
2022), and they excel in examining how research partici-
pants interpret and construct meaning, thereby revealing the 
“meanings held by people within the case” (Stake, 2000: 
441). The analysis of processes over time in single case 
studies reveals generative elements within social contexts, 
highlighting the unique factors that shape people’s behaviors 
(Buchanan, 1999; Pratt et al., 2022).

To bring together contextualized explanations with 
interpretive research traditions, we combine contextualized 
explanations (Welch et al., 2022) with a social constructiv-
ist approach (Stake, 2000). We investigate how actors of the 
subsidiary translate EDI ideas and construct meaning around 
them, as suggested by Czarniawska and Joerges (1996: 24): 
“translation encompasses both what exists and what is cre-
ated.” In this context, Langley (1999) claims that qualita-
tive data – specifically, process data – allow researchers to 
examine the translation process occurring over time through 
direct observations, interviews, and artifacts. These data 
reflect varying degrees of temporal embeddedness.

Case study selection

The selection of a single case study is the outcome of a 
purposive case selection process that, with the advancement 
of the study, seems very similar to “phenomenal variation 
sampling” (Sandelowski, 1995). We selected the 2LMP 
healthcare MNC based in the U.S. and focused attention 

on the translation of EDI ideas within its Italian subsidiary. 
2LMP traces its origins back to the last decade of the 19th 
century in the U.S., evolving through a series of mergers 
involving hospitals and university medical centers. Today, 
it stands as a private leader in the healthcare industry in 
the U.S. The Italian chapter of 2LMP was founded in the 
late 1990s, owing to a public‒private partnership between 
the U.S. 2LMP and Italian public institutions. Following a 
number of expansions, its Italian subsidiary now manages 
multiple facilities nationwide.

The choice of 2LMP is grounded in two reasons. First, it 
offers the possibility to focus specifically on the initial phase 
of translation within the subsidiary. Indeed, the translation 
of EDI ideas from the U.S. HQs to the Italian subsidiary 
began at the end of 2021, and our research was initiated at 
the beginning of 2022. The time and energy spent on manag-
ing the translation of the EDI ideas represent a part of the 
efforts to increase the workplace well-being of the Italian 
subsidiary of 2LMP.

Second, the choice of analyzing the translation process 
within the Italian subsidiary lies in differences explained 
in terms of the number of years dedicated to addressing 
the theme of EDI and the cultural differences between the 
two countries. Moreover, while Italy could be considered 
an advanced country, it appears to lag behind in terms of 
norms and incentives to promote EDI compared with both 
the U.S. and the European context (see subsection “Research 
context” for more detail).

Data sources

The advantage of a single case study is the possibility of 
exploiting the contents of multiple data sources (Graebner 
et al., 2012; Stake, 2000). In line with the social construc-
tivist approach, we do not seek to achieve convergence of 
findings but rather embrace the plurality of experiences and 
interpretations that emerge from the different perspectives 
gathered. Instances in which data sources diverged were not 
interpreted as a lack of coherence but as a valuable oppor-
tunity to reflect on how specific inconsistencies contributed 
to findings. A single case study allows us to collect data 
through open-ended questions (see Appendix) in inter-
views, enabling us to capture the individual experiences of 
employees and the perceptions that they develop during the 
translation process of EDI ideas (Stake, 2000). Addition-
ally, the vividness and richness of a single case study offer 
an in-depth understanding of the underlying circumstances 
affecting “how” a phenomenon happens, in our case, how the 
EDI ideas are being translated within the foreign subsidiary.

Data collection consisted mainly of conducting interviews 
with 2LMP’s employees, participating in online meetings, 
and gathering secondary data (see Tables 1 and 2). We con-
ducted 56 interviews (53 at the subsidiary level and three 
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at the corporate level) and participated in 7 EDI meetings 
organized by the Italian subsidiary. The interviews lasted 
30–90 min, and all the interviews were audio recorded, tran-
scribed verbatim, and analyzed by at least two researchers. 
The interviews conducted at the Italian subsidiary were held 
in Italian, whereas those at the corporate and other subsidiar-
ies were conducted in English. Two of the authors are Ital-
ian native speakers with proficient English skills, whereas 
one author is a native speaker of both English and Italian. 
This author was responsible for translating the Italian inter-
views into English, ensuring that the nuances and contextual 
meanings were accurately preserved in the final analysis. 
This approach also enhanced our ability to recognize and 
capture perspectives and experiences that may not be easily 
conveyed in the English language (Tietze, 2018).

In Morse’s footsteps (1991: 129), “the researcher selects 
a participant according to the needs of the study.” Corre-
spondingly, we initially interviewed an informant with broad 
general knowledge of the Italian subsidiary and its new EDI 
ideas. As the research progressed, we targeted individu-
als with specific knowledge in the EDI translation process 
(e.g., Gender & Equality Plan–GEP; Coyne, 1997). Using 
a snowball sampling procedure, we asked each interviewee 
to provide us with the names and emails of other poten-
tial informants. By repeating this procedure, we achieved 
a cumulative and dynamic effect known as the snowball 
effect (Noy, 2008). The snowball sampling procedure pro-
vided us with easy access to informants who were otherwise 
challenging to contact, as previous informants established 
connections with subsequent informants. Additionally, this 
method made the informants feel more at ease and open to 
expressing themselves, as they were introduced by a col-
league. However, there are drawbacks to this approach: 
not all potential informants have an equal chance of being 
selected, and prior informants may tend to recommend col-
leagues who share their own perspectives. Arguably, we 
explicitly requested that informants suggest both clinical 
and administrative staff and at least one informant from a 
different organizational level.

The interviews were conducted in two main rounds. The 
first round of interviews took place before developing our 
framework (50 interviews). The second round (six inter-
views) served the purpose of presenting the framework to 
the actors we had identified as playing an important role in 
the translation process under scrutiny and asking them to 
assess its validity.

Data analysis

Our data analysis began during the data collection phase. 
Following our first informant’s suggestion, we examined 
2LMP’s websites (HQs and Italian subsidiary) to under-
stand their EDI commitments. We observed that the U.S. 

HQs primarily frame initiatives under “diversity and inclu-
sion,” often omitting “equality,” whereas the Italian sub-
sidiary follows European regulations, emphasizing gender 
equality (e.g., GEP). Despite this, the subsidiary’s initiatives 
incorporate all three EDI dimensions, reflecting both U.S.-
driven diversity management and the European regulatory 
emphasis on equality issues (see Fig. 4 in the Appendix). 
This highlights the varying national approaches to EDI (see 
the “Research context” subsection).

Our analysis revealed a higher level of EDI integration 
and formalization at the HQs than at the Italian subsidi-
ary (see Table 2). The U.S. HQs dedicate an entire website 
section to EDI and have established a “Center for Engage-
ment and Inclusion,” which provides measurement tools 
such as the Healthcare Equality Index2. In contrast, the only 
EDI-related element of the subsidiary website is the GEP 
document that aligns with the UN’s Agenda 2030 goals. 
However, the subsidiary fosters EDI through technical com-
mittees and internal events, as evidenced by flyers promoting 
initiatives such as a “right to disconnection,” which is aimed 
at enhancing workplace well-being.

Direct observations took place during the “EDI Month” 
meetings within the subsidiary, where researchers docu-
mented group discussions and captured participants’ per-
sonal opinions. Detailed notes were taken and later ana-
lyzed alongside the interview transcripts. Researchers also 
recorded demographic observations, noting no significant 
gender disparity, fewer young participants, and a greater 
presence of administrative staff than clinical staff. The meet-
ings featured both external speakers and internal employees 
sharing personal EDI-related experiences. Notably, those 
with direct experience with EDI challenges, such as indi-
viduals with disabling illnesses, were the most active, high-
lighting the deep personal connection between EDI and lived 
experiences.

Furthermore, during each interview, participants were 
asked about their role in translating EDI ideas, their under-
standing of EDI, and related work experiences (see inter-
view questions in the Appendix). These inquiries aimed 
to elucidate how they construct meaning around EDI and 
integrate their understanding into their personal and profes-
sional experiences.

The data collected enabled us to deepen our comprehen-
sion of the case study’s context, engage in collective dis-
cussions on EDI ideas, and capture diverse individual nar-
ratives. These insights set the foundation for providing a 
contextualized explanation (Welch et al., 2022) of the trans-
lation process of EDI ideas. We recognize that, as research-
ers with diverse linguistic backgrounds, the cross-cultural 

2  This index is a national LGBTQ benchmarking tool assessing 
healthcare facilities’ policies and practices related to the equality and 
inclusion of LGBTQ patients, visitors, and employees.
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influences on our language shaped how we coproduced 
interpretations of the narratives we gathered (Thomas 
et al., 2009). In our data analysis, we adopted an abductive 
approach that integrates, rather than dismisses, theoretical 
preconceptions (Alvesson & Sköldberg, 2009). The abduc-
tive approach allows researchers to iteratively refine and 
develop their understanding and interpretation of the case 
study, enabling them “to articulate and make visible the gen-
erative moments of doing qualitative research” (Welch et al., 
2022: 18). Specifically, we combined ideas from scholars in 
EDI research and translation studies with our empirical data.

As our research motivation was exploring the transla-
tion process of EDI ideas occurring within an MNC con-
text, we initially considered Westney et al. (2022), whose 
framework provides a comprehensive overview of transla-
tion approaches in IB. We then framed our case study in 
the organizational translation approach within Scandina-
vian institutionalism. We adopted the lens of Czarniawska’s 
studies, which explore the phenomenon of organizational 
change and draw on theories emphasizing the construction 
and deconstruction of institutions as the most fruitful way of 
conceptualizing social order (Czarniawska & Sevon, 1996). 
This enabled us to employ a social constructivist approach 
to analyze the actions and interactions of the translators 
within the subsidiary and to explore how they construct and 
reconstruct their understanding of EDI during the transla-
tion process. In doing so, we drew on both EDI and transla-
tion studies in IB to interpret our empirical findings while 
juxtaposing them with these studies to discern emerging 
theoretical concepts (Reuber & Fischer, 2022). This allowed 
us to engage in iterative analyses between theory and our 
dataset (Alvesson & Sköldberg, 2009; Srivastava & Hop-
wood, 2009). Each iteration between “(previous) theory and 
empirical facts (or clues)” (Alvesson & Sköldberg, 2009: 5) 
facilitated a shift from our initial inductive approach toward 
abduction (Locke et al., 2008) and inspired a new under-
standing of the translation process of EDI ideas (Alvesson 
& Sköldberg, 2009).

We began by thoroughly reading our collected data 
through the theoretical lens of organizational translation pro-
posed by Czarniawska and Sevon (1996). We first collected 
information – primarily from the GEP, flyers, websites, and 
interview transcripts – to reconstruct the sequence of trans-
lation activities, especially when EDI ideas were received 
by the Italian subsidiary from HQs. We then delved into the 
data – mainly the GEP, interview transcripts, and obser-
vation notes – to gain a deeper understanding of how the 
translation process unfolded within the subsidiary.

We mapped the translation activities over time into 
distinct periods using temporal bracketing, allowing us to 
identify the key actions, objects, translators’ decisions, and 
activities beyond the control of the subsidiary, as well as 
the disjointed nature of actions between the professional Ta
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categories (Langley, 1999). This analysis revealed three 
main periods: (a) Period 1: Collecting EDI ideas and work-
ing to construct understanding; (b) Period 2: Divergences 
in constructing a common understanding of EDI; and (c) 
Period 3: Negotiations in constructing a new understanding 
of EDI (see Fig. 1).

We revisited the data through the lens of translation stud-
ies in IB (e.g., Ciuk et al., 2019; Gutierrez-Huerter et al., 
2020; Westney & Piekkari, 2020; Westney et al., 2022), 
identifying two distinct phases of the subsidiary’s translation 
process: signification and negotiation. The use of observa-
tional notes and certain interviews particularly emphasized 
the negotiation phase. Each meeting during “EDI Month” 
(i.e., our direct observations) concluded with a Q&A section, 
during which employees were encouraged to raise questions 
or propose ideas for advancing EDI within the organization. 
These discussions revealed organizational weaknesses that 
might not have surfaced in interviews, where informants 
often portrayed a more positive image of their workplace, 
offering researchers deeper interpretive insights.

Our parallel data analysis helped unpack the translation 
process by identifying key phases where EDI ideas were 
enacted into actions. During the signification phase, transla-
tors contextualized EDI ideas and initiated their translation 
within the subsidiary. This was followed by a negotiation 
phase, marked by divergences between administrative and 
clinical staff along with efforts by certain actors to facilitate 
and undermine the translation process. We then examined 
how individual actions became collective, analyzing driv-
ers and challenges in this process. At this stage, we focused 
primarily on our notes of the observations and reflections 
generated during the rereading of the interview transcripts. 
In analyzing these data, we made an effort to become suf-
ficiently integrated in the context to explore whether organi-
zational actors embraced or resisted EDI ideas, how they 
understood these ideas, and their interactions in construct-
ing a collective understanding of EDI within the subsidiary 
(Mees-Buss et al., 2022; Stake, 2000).

After developing our framework (see Fig. 2 in the follow-
ing section), we conducted follow-up interviews with key 
actors, whose feedback confirmed and refined our findings.

Findings

Our study is dedicated to explaining the translation of EDI 
ideas within the specific context of an MNC’s subsidi-
ary, “rather than away from context” (Welch et al., 2022: 
8). Thus, the contextualization of our case study becomes 
crucial in the explanation of the translation of EDI ideas 
from the U.S. HQs to the Italian subsidiary, and there 
arises a critical need for an understanding of the national 

(Fitzsimmons et al., 2023) and industry contexts (Han et al., 
2024) involved.

Research context

In the national context, the U.S. and Italy have distinct cul-
tural and regulatory influences on EDI (Pulcher et al., 2022). 
In the U.S., the discourse surrounding EDI is intricately 
woven with issues of race, ethnicity, and a historical legacy 
of systemic discrimination, shaped by a complex history of 
slavery, segregation, and ongoing Black people’s struggles 
for civil rights. In this context, the U.S. shows long-term 
experience in fostering a culture of diversity management 
(for a detailed argumentation, see Ferner et al., 2005). In 
contrast, the Italian context frames EDI primarily as a gen-
der-related issue (Ravazzani et al., 2021). The focus is on 
addressing gender imbalances in the workplace, such as the 
gender pay gap, the underrepresentation of women in leader-
ship roles, and the higher unemployment rate among women, 
which stands at 9.1%, compared with 6.8% for men (De 
Ceglia, 2023). The EU suggests that gender disparity issues 
should be addressed through European regulatory mecha-
nisms (Corsi et al., 2021; the European Institute for Gender 
Equality (EIGE) website). Nonetheless, Italy ranks lowest 
in the EIGE’s Work Index (with a score of 65.00 in 2023), 
which measures gender equality in access to employment 
and favorable working conditions. Data regarding gender 
equality show that the U.S. has a significantly better posi-
tion in gender equality rankings. According to the World 
Economic Forum’s Gender Gap Index, the U.S. ranked 43rd, 
with a score of 0.748, in (2023), whereas Italy was 79th, 
with a score of 0.705. In 2020, the United Nations Economic 
Commission for Europe, which measures the proportion of 
women in senior and middle management, revealed a clear 
difference between the two countries: the U.S. shows a pro-
portion of 42.29%, and Italy exhibits a proportion of 22%.

Additionally, to the best of our knowledge, there is no 
available official data that represent ethnic minorities within 
the Italian workforce distinguished by industry and/or pro-
fessional category, in notable contrast to the comprehensive 
data accessible for the U.S. workforce (see U.S. Bureau of 
Labor Statistics).

Concerning the industry context, 2LMP is a healthcare 
company. Although healthcare companies frequently declare 
that they promote equitable access to quality healthcare for 
all (which is closely tied to EDI efforts), achieving this 
goal can be particularly challenging, especially in instances 
where healthcare services are privatized, as observed in 
the U.S. context (see the recent “Equal Health Care for All 
Act”). The discourse on EDI within the healthcare indus-
try transcends the patient sphere and extends to encompass 
the workforce, which consists mainly of three professional 
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Fig. 1   Mapping activities during the translation process

Fig. 2   Translation process of EDI ideas within the subsidiary
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categories (administrative staff, doctors, and nurses). A 
predominant presence of women notably characterizes the 
demographic composition of the healthcare industry work-
force. In the Italian healthcare industry in 2021, women 
accounted for 69.1%, whereas men constituted 30.9% (Bol-
drini et al., 2021). A similar trend was observed in the U.S. 
healthcare industry, with 74.3% being women and 25.7% 
being men in 2021 (U.S. Bureau of Labor Statistics). This 
gender distribution is particularly pronounced in nursing, 
where women make up 77.8% of the workforce in Italy and 
86.7% in the U.S. in 2021 (Boldrini et al., 2021; U.S. Bureau 
of Labor Statistics). This cohort of employees faces long 
working hours and the challenge of balancing personal and 
professional lives, which strains their well-being and com-
plicates EDI efforts.

Finally, as far as we are aware, there seems to be no avail-
able data on the representation of women in top manage-
ment positions in the Italian healthcare industry. While U.S. 
data on the presence of minority ethnicities in the healthcare 
industry are available, there is very limited data on the rep-
resentation of different races in the Italian healthcare indus-
try (Dotsey, 2021). The reason could be that in the Italian 
healthcare industry, citizens of different races hardly make 
any requests to enter or progress in a company. Additionally, 
another plausible explanation is Italy’s tendency to overlook 
race as a category for differentiation, with gender being the 
primary focus of diversity efforts.

The research context of 2LMP, shaped by national and 
industry-specific EDI challenges, directly influences the 
translation process within the subsidiary, where organiza-
tional actors conduct phases of signification and negotiation 
(see Fig. 2). The phase of signification involves translators 
constructing an understanding of EDI ideas from the HQs 
in a way that aligns with the subsidiary and its national con-
text. The phase of negotiation involves translators engaging 
in discussions about the reconstruction of EDI understand-
ing. Some actors support the translation process, whereas 
others resist and challenge it, creating tensions that may 
destabilize the process. The process is iterative because it 
involves repeating a series of signification and negotiation 
phases, proposing new stimuli, and shaping the outcomes. 
It is also recursive since these phases are generated through 
the actions and interactions of actors within the subsidiary. 
Finally, the translation process is generative, as it produces 
new outcomes that extend beyond the act of translation 
itself. In the following, we disentangle the framework and 
intersperse the narrative with meaningful quotes to support 
our interpretations (Pratt et al., 2022).

Signification

Several years ago, 2LMP expanded through mergers and 
acquisitions, with each hospital bringing its own values and 

culture. The U.S. HQs established standard values across its 
entire organization, referred to as “cascading goals,” which 
include EDI goals:

So, we have the sort of standard goal focused on diver-
sity and inclusion, but then we have the flexibility as 
that cascades down that our leadership teams in each 
of those markets can determine what their priorities 
are to impact that goal […] we share how we may do it 
in the U.S., but really give them the autonomy to build 
and drive these types of initiatives. It’s very different 
from market to market. You know, like in Italy, there’s 
a lot of focus on gender, and I think culturally Italy is 
sort of a male-dominated society. (Vice President HR, 
male - HQs)

These goals encompass a variety of EDI ideas that gained 
prominence in the Italian subsidiary after organizational 
weaknesses were revealed in 2020, following an HQ survey 
on the subsidiary’s well-being (as reported in the GEP). This 
survey enabled the subsidiary to assess the postpandemic 
challenges faced by employees, especially the clinical staff, 
highlighting the critical importance of embracing EDI:

…especially after the COVID-19 period, when staff 
well-being was put on the back burner because other 
priorities took precedence. You know… maybe they 
[HQs] saw us so tired and worn out. Perhaps they 
sensed a need for something more concrete that had 
never surfaced before and that COVID-19 brought to 
light. (Nurse, cancer patient, female - Subsidiary)

Following the survey results, the Italian HR unit began 
aligning with the HQ EDI standards in 2021, despite the 
challenges posed by the Italian context. Simultaneously, the 
Italian Grants unit applied for a “Horizon Europe” program 
requiring the elaboration of a GEP. Consequently, both units 
realized that they were working on EDI ideas but with dif-
ferent intents and were unaware of each other’s efforts. Their 
roles positioned them as intentional translators, meaning 
that they were specifically designated to translate EDI ideas 
into actions, reflecting together on “how to do EDI” (West-
ney et al., 2022) within the subsidiary. The initial efforts 
focused on reconciling the U.S. approach to EDI with the 
European–Italian tradition, which places emphasis on gender 
and equality issues (see our “Research context” subsection).

I said, “I must have the GEP formally; we will then 
make it work with EDI”. Everyone must understand, 
even from the HQs, that they [GEP and EDI] are the 
same thing. (Director Grants & Project Management 
Unit, male - Subsidiary)

When this research began, the Italian subsidiary had only 
recently implemented uncoordinated initiatives to comply 
with regulations and align loosely with HQs’ EDI ideas. 
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Various disjointed initiatives, not explicitly labeled “EDI,” 
were managed independently by different actors. For exam-
ple, the 2019 implementation of “Gender Medicine” prin-
ciples for clinical staff, required by the Italian Ministry of 
Health, led to the formation of a technical committee iso-
lated from other EDI committees, such as the “Bullying” and 
“Equal Opportunities” committees.

We entered the subsidiary at the early stage of under-
standing creation around EDI, when both the HR and Grants 
units were tasked with translating EDI ideas into the Italian 
context. This phase of signification was shaped by the dif-
fering cultural beliefs and the heritage between the U.S. and 
Italy, influencing perceptions and actions toward EDI.

So, here in the U.S., for instance, there is a lot of focus 
on diversity in terms of people of color and then, cer-
tain demographics. So that would be one of our key 
diversity goals in terms of… that’s a population that 
we felt was underrepresented and we built some pro-
grams around that. In Italy, for instance, people with 
disabilities, women in leadership roles, that’s the big 
focus. (Vice President HR, male - HQs)

The explicit mentions of “theirs are all about race” and “peo-
ple of color” as focal points in the U.S. context indicate a 
well-established narrative that prioritizes racial issues. In 
contrast, the references to “people with disabilities” and 
“women in leadership roles” as key priorities in Italy reveal 
the subsidiary’s focus on different aspects of diversity. 
This focus on gender equality is further confirmed by the 
establishment of technical committees such as the “We for 
Women” committee. For example, the flier for the open-
ing of this committee outlines key themes related to gender 
inequality, such as support for women’s professional growth 
and the provision of tools to help them better balance work 
and personal life. Indeed, Italy ranks lower than the U.S. in 
various gender equality and female leadership indices (see 
the “Research context” subsection). In this context, our case 
study shows that the U.S. HQs maintain a broader and more 
structured EDI repository, which differs from the Italian sub-
sidiary’s focus (see Table 2).

These national differences underscore the importance of 
a context-sensitive translation process for EDI ideas within 
an MNC. To facilitate this, intentional translators partnered 
with Italian civic organizations owning expertise in national 
EDI challenges, involving them in “EDI Month” meetings. 
Additionally, the Italian subsidiary trained an HR profes-
sional in EDI. These efforts, supported by the HQs’ EDI 
repository, formed the core of the signification phase, align-
ing local needs with HQs’ standards.

The phase of signification was stabilized and aided by 
the setting of the “GEDI” (Gender Equality Diversity & 
Inclusion) committee (see Fig. 1). As the translation process 
unfolded, it became clear that the Italian subsidiary needed 

appropriate spaces to facilitate the social construction of 
EDI. Intentional translators formed the “GEDI” committee 
that served as an executive translation space to validate all 
the EDI ideas already existing within the Italian company 
and develop the GEP, which is considered a blueprint for 
EDI action (see Fig. 2). The GEP, integrating both HQs 
and subsidiary EDI ideas, catalyzed the translation process 
and provided the foundation for translating these ideas into 
actions.

The outcome of this initial phase can be found in this 
first document [GEP], and now we need to turn it into 
action, which we are currently working on. It is not 
only labeled as Human Resources but also includes 
Grants. (Talent Manager, female - Subsidiary)

The collaboration between the HR and Grants units to 
develop the GEP is the first attempt to translate EDI ideas 
into a tangible object. This process collectivized separate 
actions into designated translation spaces (Czarniawska & 
Joerges, 1996), creating new EDI objects such as the GEP, 
newsletters, indices, pins, and posters. However, since the 
“GEDI” committee primarily comprised administrative 
staff and effective EDI translation necessitated engagement 
from the entire organization, including clinical staff, addi-
tional translation spaces were established (as explained in 
the GEP). These included the “EDI” and “We for Women” 
committees. The former coordinates all technical commit-
tees within the subsidiary, whereas the latter is rooted in the 
value of inclusivity, welcoming all employees – regardless 
of gender, professional background, age, or other differences 
– into a shared space for translation. As a result, we define 
it as a volunteer-based translation space (see Fig. 2) that 
focuses on professional development, the right to health, 
and work‒life balance, as outlined in the flier for its opening 
event. The EDI expert explained the rationale of creating a 
volunteer-based translation space:

If we talk about a policy that has a clinical connota-
tion, I, as an administrative employee, wouldn’t have a 
say in it. The We for Women committee is completely 
spontaneous, in the sense that they have indeed issued 
a call to action, where people participate in meetings 
spontaneously and voluntarily. There are nearly a 
hundred people from all professional categories, each 
contributing with their own perspective to advocate for 
the issues. (Recruitment Specialist and EDI Expert, 
female - Subsidiary)

The “We for Women” committee was established to inform 
the entire organization about the process of translating EDI 
ideas, particularly reaching out to organizational actors who 
were initially not involved in the signification phase. The 
interviews revealed that those who were farther from respon-
sibilities in the translation had a limited understanding of 
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EDI ideas. Many, especially clinical staff, were unaware of 
the GEP. However, when asked about the “We for Women” 
committee, the responses were positive, with clinical staff 
hearing about it through colleagues and noting attendance 
at meetings. From this, it became evident that the GEP and 
its associated technical committees – the “GEDI” and “EDI” 
committees – were seen as executive translation spaces 
primarily managed by administrative staff, who struggled 
to engage the clinical staff fully. Conversely, the “We for 
Women” committee, which was open to all employees, effec-
tively facilitated engagement among clinical staff. Therefore, 
the formation of a volunteer-based EDI translation space 
marked the conclusion of the signification phase, predomi-
nantly led by administrative staff, and heralded a negotia-
tion phase where interactions between different professional 
categories significantly influenced the translation process.

Negotiation

The exchange of EDI ideas and coactivity in volunteer-based 
translation spaces and “EDI Month” meetings resulted in 
the absence of a shared translation of EDI ideas across 
administrative and clinical staff. According to the training 
manager, the EDI translation process advanced “at two dif-
ferent speeds,” revealing a discernible discrepancy in the 
perception of EDI among the professional categories. The 
box labeled “Absence of a shared translation” in Fig. 2 sheds 
light on the interruption of the process due to the differ-
ences between clinical and administrative staff in translat-
ing EDI ideas. We explain these differences along five key 
dimensions. Indeed, administrative and clinical staff differ 
in why they translate EDI ideas: administrative staff do so 
to enhance organizational well-being, whereas clinical staff 
focus EDI efforts on making healthcare practices more inclu-
sive. They differ in how they translate: administrative staff 
translate EDI ideas through training, in contrast to clinical 
staff, who do so through personal humanization toward their 
patients. With respect to what they translate, administrative 
staff span multiple dimensions of diversity, whereas clinical 
staff primarily address issues related to gender within thera-
peutic contexts. This distinction indicates a varying empha-
sis on the aspects of EDI that resonate most within their 
respective professional roles. In terms of when they engage 
in translating EDI ideas, administrative staff seamlessly 
integrate these efforts into their daily working routines. In 
contrast, clinical staff express concerns that such initiatives 
may take time away from patient care, suggesting a need for 
careful consideration of how to balance EDI efforts with 
primary responsibilities. Finally, regarding where the trans-
lation occurs, administrative staff engage in both the sig-
nification and negotiation phases of translation, whereas a 
substantial portion of clinical staff does not participate in the 
translation process at all, with only a modest part engaging 

in the negotiation phase. The reasons for these differences 
lie mainly in the diverse professional logics shaped by edu-
cational backgrounds and studies pursued by individuals in 
these roles. Administrative staff, particularly within the HR 
unit, align their responsibility of enhancing employee well-
being with the translation of EDI ideas. A doctor argues:

The administrative staff are more sensitive, probably 
due to their training experience… let’s say that because 
of the work they do and especially because they have 
taken courses on the topic, they feel obliged to pro-
mote these [EDI] initiatives. (Consultant Neurologist, 
female - Subsidiary)

In contrast, clinical staff followed educational paths focused 
primarily on medical studies, naturally adopting a perspec-
tive centered on patient care. A training manager explained:

It is infrequent for clinical staff to participate in the 
[EDI-related] meetings because they do not perceive 
it as their priority. […] These topics are less relevant 
compared to [their] professional duties: “I focus on 
saving lives. Let the administrative staff or the good-
willed ones handle this extra stuff.” (Training Man-
ager, female - Subsidiary)

The quotes above show that each professional category 
develops beliefs influenced by the professional responsibili-
ties and priorities of the other. Consequently, both adminis-
trative and clinical staff often fail to adequately recognize, 
or sometimes even ignore, the contributions each make to 
the translation process. Hence, administrative staff adopted 
a perspective of EDI ideas related to their own working 
sphere, highlighting the value of EDI training courses. In 
contrast, clinical staff emphasized the humanization of inter-
actions with patients and colleagues. For example, a nurse 
noted the importance of informal exchanges to promote the 
core values underlying EDI ideas.

In the end, whether the project is called “EDI” or “we 
for woman” doesn’t matter much. I think it’s more 
important to bring out the values, the emotions, and 
share them. Because there is a lot of sensitivity, con-
sidering our structure, our working reality, which is 
also a transplant center where there are patients wait-
ing for an organ to imagine surviving, or there are 
people donating their organs to their family members, 
so you understand? Humanization in terms of health 
support, for those who suffer, I experience it every day, 
I can process it. (Nurse, male - Subsidiary)

Furthermore, clinical staff have engaged in the translation 
process with respect to the gender category of patient care 
(e.g., through the “Gender Medicine” committee). How-
ever, they rarely address other categories of diversity. In this 
regard, an administrative employee highlights the following:
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There are other types of diversity, not related to gen-
der, that create organizational distances. We have an 
issue of organizational distance between hierarchies, 
where those not in top positions feel too distant from 
those who are, in my opinion. There is also a genera-
tional diversity that I would really like to address. For 
people of my generation, born in the late ‘80s, there is 
a problem of feeling undervalued. (Senior Analyst and 
Controller, male - Subsidiary)

The negotiation phase not only revealed the absence of a 
shared translation process of EDI ideas but also led to the 
identification of specific roles among clinical staff as trans-
lators (see Fig. 2). We define unintentional translators as 
doctors and nurses whose contributions to the translation 
– whether positive or negative – occur without deliberate 
intention and were not planned by intentional translators. 
Among unintentional translators, we distinguish between 
constructive and dismissive translators. The constructive 
translators demonstrated their commitment to sensitizing 
clinical staff to EDI ideas and aligning these ideas with the 
needs of the clinical staff. To understand their commitment 
in the translation, we asked the interviewees “What was your 
involvement in the EDI Month?” A nurse responded:

The involvement? It was about becoming aware of 
what this initiative was because it was an [EDI] month 
dedicated to a series of online meetings, set up in dif-
ferent ways, including discussions with other profes-
sionals, and other organizations, as well as interviews 
or sharing personal experiences of colleagues and their 
backgrounds…Listening passively, but then interacting 
because it’s stronger than me – I have to intervene and 
share my opinion. (Nurse, male - Subsidiary)

However, the active involvement of both intentional and con-
structive translators faced challenges posed by dismissive 
translators within the clinical staff. In contrast to the admin-
istrative staff, who consistently participated in EDI-related 
meetings, many of the clinical staff members we interviewed 
had never been involved in such discussions. Some medical 
doctors, when asked the same question about their involve-
ment in the translation of the EDI, responded:

There were various emails, and there was also a meet-
ing. But honestly, the work in 2LMP is so intense that 
I never participated in any of this [...] And honestly, 
I don’t really believe in it. Especially because here 
[2LMP], everything is primarily centered around men, 
so I don’t believe in it, and for me, it would just be a 
waste of time. (Medical Doctor, female – Subsidiary)
While there could be interest, it invariably hinges on 
the constraints associated with clinical activities. In 
essence, there’s minimal room for additional pursuits 
beyond clinical work [...] Taking on other projects that 

demand time would only serve to further distract me 
from fulfilling my responsibilities in clinical practice. 
(Medical Doctor, female – Subsidiary)

These quotes reflect a dismissive attitude toward EDI ideas, 
revealing how certain clinical staff members prioritize their 
clinical responsibilities over participation in EDI discus-
sions. The different understandings of EDI influence the 
translation process, necessitating the negotiation of EDI 
ideas to align with diverse professional priorities. Moreover, 
the translation process of EDI ideas sheds light on forms of 
resistance to EDI arising from power relations that clinical 
staff manifest against administrative staff and related initia-
tives. Thus, we observe that translating EDI ideas is not con-
fined to the distinct and subsequent phases of ideas, objects, 
and actions. Before formulating the new EDI object (i.e., 
the GEP), translators exchanged ideas and co-acted within 
dedicated EDI translation spaces, showing that actions can 
anticipate the translation of ideas into objects. Furthermore, 
we reveal that the negotiation phase could lead to a new 
phase of signification, aiming to identify EDI ideas and 
objects suitable for clinical staff. The translation process of 
EDI ideas subsequently involves an iterative and recursive 
relationship where actions can generate new ideas, which 
in turn produce new objects. However, our research con-
cluded before a new phase of signification began, although 
we gathered data indicating that intentional translators were 
receiving stimuli from clinical staff about new EDI ideas. 
For instance, the training manager shared some of these 
emerging ideas with us:

Training should be accompanied by a whole series 
of more concrete activities, which would have been 
easier to find for administrative staff, such as smart 
working. For clinical staff, these activities are known 
but more burdensome. For example, consider psycho-
logical assistance programs for healthcare personnel 
or burnout assistance programs, which require setting 
up a psychological counseling service…it could mean 
offering screening programs, something that directly 
affects their [clinical staff] own health. (Training Man-
ager, female - Subsidiary)

Finally, the presence of dismissive translators reveals that 
translation in action involves not only adopting an idea but 
also dismissing it. Dismissive translators among clinical staff 
reinforce a hierarchical divide between the two professional 
categories, allowing them to abstain from EDI meetings and 
resist participation in the translation process. From this per-
spective, the translation process is generative. By sharing a 
personal experience, the Chief Quality Officer highlights the 
inherent power relations within the subsidiary, emphasiz-
ing how being a doctor confers significant advantages, even 
in nonclinical roles. The interviewer describes how doctors 
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are often preferred for leadership positions, regardless of 
whether the role requires medical expertise.

Here, being a doctor is an advantage, it’s as if it were 
a sect. If there are coordination roles that have noth-
ing to do with clinical activities and if there’s a doc-
tor available... how can I say, they are preferred as 
if the doctor knows everything [...] I’ll give you an 
example: I’ve worked in the Quality Office at 2LMP 
since 2007. Three years ago, a doctor who was going 
through a personal crisis and was not fit to practice at 
that time was assigned to the Quality Office. Practi-
cally, I was at risk when it was being decided whether 
I could become the head of the office, and I almost 
had someone who knew nothing about quality, who 
we had in the office only from the day before, become 
my boss simply because I couldn’t be the boss of a 
doctor. There’s no way an administrative worker can 
be the boss of a doctor. (Chief Quality Officer, female 
- Subsidiary)

The translation process reveals power relations not only 
between administrative and clinical staff but also between 
gender-related issues within a single professional category. 
A female doctor explained that EDI meetings seem like 
“nonsense” to her:

All the department heads are men, there are no female 
department heads. [...] And so, it’s a bit difficult, there 
is a lot of distance. I don’t feel involved in certain deci-
sions. To me, this “we for women” thing really seems 
like nonsense. In fact, it’s counterproductive for me. 
[...] The problem is that as long as everything is in the 
hands of men, nothing will change. (Medical Doctor, 
female - Subsidiary)

Failure to recognize professional diversity and underlying 
power relations within a subsidiary can hinder the translation 
of EDI ideas in an MNC. This resistance ultimately results 
in a new understanding of EDI that reflects existing hierar-
chies within the organization, demonstrating the potential 
of the translation process to generate unexpected outcomes. 
Clinical staff may perceive EDI ideas as a “threat to the 
medical mission,” stemming from their role in saving lives 
– interpreted positively – or a “threat to superiority,” which 
is typically perceived by administrative personnel – inter-
preted negatively. In both instances, a paradox emerges, 
as resistance to the EDI undermines inclusion because it 
reinforces the hierarchy between administrative and clini-
cal staff. Indeed, this situation reflects a power relationship, 
while EDI ideas are easily translated by the administrative 
staff, most of the clinical staff remain resistant.

Discussion

In this paper, we present a power-laden EDI translation 
process performed by a foreign subsidiary in an MNC. 
Through a microlevel analysis, we identified distinct phases 
and roles in the translation process. The first phase, signifi-
cation, illustrates that “translators rarely work alone: their 
interactions with other local translators and with receivers, 
and sometimes with the ‘sources’ of the original, influence 
their translations” (Westney et al., 2022: 4). During this 
phase, intentional translators – primarily administrative staff 
actors – develop an understanding of EDI that is relevant 
to the subsidiary’s context, thereby initiating the transla-
tion process. The second phase, negotiation, is character-
ized by differences between administrative and clinical staff 
in understanding EDI ideas, as well as the emergence of 
EDI resistance forms. This phase begins when EDI objects 
are enacted into actions within volunteer-based translation 
spaces, encouraging broader participation and ensuring that 
different professional viewpoints are considered. In these 
translation spaces, unintentional translators within the clini-
cal staff emerge – specifically, constructive and dismissive 
translators – whose functions are to facilitate and undermine 
the translation process, respectively. These actors lead the 
translation of EDI ideas into spontaneous or unexpected 
actions that arise from specific contextual circumstances and 
diverse understandings of EDI ideas and objects (Beamond 
et al., 2016; Czarniawska & Joerges, 1996). In line with 
Gutierrez-Huerter et al. (2020), we acknowledge that the 
roles of translators are contextually embedded within the 
social, spatial, and temporal dimensions of EDI translation 
in MNCs. Intentional translators possess formal power and 
exercise control over the translation process, especially in 
its initial phase of signification. As translation spaces open 
up to all employees, however, interactions between profes-
sional categories reveal that roles in the translation process 
are not clearly defined: unintentional constructive translators 
acquire a particular significance in reappraising EDI ideas, 
and the resistance exhibited by unintentional dismissive 
translators leads to the emergence of power relations that 
reinforce the hierarchical divide within the subsidiary.

Furthermore, we show that the translation of EDI ideas 
varies across professional categories – revealing its iterative 
and recursive nature – and that the translation process itself 
reshapes those categories and the power relations between 
them, underscoring its generative nature. Therefore, transla-
tion spaces enable the translation process by allowing vari-
ous actors – often from different backgrounds – to interact 
with and negotiate EDI ideas from HQs’ ideas. They also 
illuminate the significant role of professional diversity 
within subsidiaries. These translation spaces are central to 
exploring how different professional categories interact and 
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translate EDI ideas, suggesting that the level of professional 
diversity within each subsidiary influences the EDI transla-
tion process across the MNC.

Figure 3, loosely based on Westney et al. (2022), under-
lines how the local translation of HQ ideas can shape power 
relations in foreign subsidiaries, offering a key focus for 
cross-border translation research in the field of IB. Addition-
ally, Fig. 3 captures the nonlinear and generative nature of 
global-to-local translation in MNCs, showing how a subsidi-
ary’s translation process can reverberate across other sub-
sidiaries and shape HQ-subsidiary relationships. Finally, this 
figure outlines the importance of building multiple transla-
tion spaces where actors can construct and reconstruct EDI 
ideas within a foreign subsidiary.

Theoretical contributions

In this paper, we challenge nonsociological approaches in 
IB, which conceptualize the connections between HQs and 
subsidiaries as static pipelines, where ideas move in a prede-
termined manner. Drawing on Scandinavian institutionalism, 
our first contribution is to the sociology of EDI translation 
by showing how actors’ interactions shape EDI ideas in and 
around the MNC. This process takes place within subsidiary 
‘translation spaces,’ where mutual adjustment efforts among 
staff during negotiations can facilitate the effective transla-
tion of EDI across all areas of the MNC (Westney et al., 
2022). Previous IB studies acknowledge that the translation 
of EDI ideas internationally occurs at multiple levels (Hen-
nekam et al., 2017). Within the MNC context, EDI ideas are 
typically expressed at the corporate level, and subsidiaries 
need autonomy to customize these ideas to address unique 
EDI challenges in their national contexts (Bader et al., 2022; 
Cavanagh et al., 2017; Ferner et al., 2005). By unpacking the 
translation process at the subsidiary level, we show that the 
way in which the subsidiaries’ actors enact EDI ideas varies 
according to their professional category and the meanings 
they attach to them (Halsema & Halsema, 2006; Kovesh-
nikov et al., 2019). Therefore, the rationale behind the for-
mation of translation spaces and the negotiation phase lies in 
the fact that EDI cannot be captured in a stable repository of 
practices, and the related categories are not static (Fitzsim-
mons et al., 2023); it is socially constructed within organi-
zations and is constantly shaped by organizational actors’ 
interactions (Koveshnikov et al., 2019; Westney et al., 2022).

Second, we contribute to translation studies in the IB field 
by revealing the iterative and recursive nature of the organi-
zational translation of EDI ideas within an MNC subsidiary. 
We show that the initial phase of translation is managed 
and controlled by intentional translators who participate to 
varying extents. Successively, during the negotiation phase, 
professional diversity-induced divergences are raised by 
unintentional translators, which can trigger a return to a 

new signification phase, shifting control to other translators. 
This highlights a recursive and iterative translation process 
capable of capturing “the coupling between arising contin-
gencies and attempted control, created by actors in search 
of meaning” (Czarniawska & Joerges, 1996: 47; Pipan & 
Czarniawska, 2010).

Finally, we propose that the translation process is gen-
erative in nature. Administrative and clinical staff develop 
distinct understandings of EDI ideas informed by their pro-
fessional attitudes and beliefs. Unlike clinical staff, who have 
only a partial understanding of “gender medicine,” adminis-
trative staff, particularly HR employees, are more likely to 
engage in discussions and training related to EDI (Onyeador 
et al., 2024). Moreover, some of the clinical staff perceive 
EDI ideas as irrelevant to their professional responsibili-
ties and provide justifications for their disengagement in the 
translation spaces, as their participation is not mandatory, 
unlike that of administrative staff. This reveals forms of EDI 
resistance within the subsidiary (Fernando, 2021; Hamza-
Orlinska et al., 2024) that have rarely been explored in IB 
studies (Fitzsimmons et al., 2023). Dismissive translators 
within clinical staff resist the translation of EDI ideas to 
safeguard their perceived superiority, believing that their 
roles are more critical than those of administrative staff 
and that their time must be invested in patient care. Con-
sequently, resistance to EDI fosters mutual failure among 
professional categories to recognize each other’s contribu-
tions to the translation process, potentially undermining the 
ethos of inclusion that EDI aims to promote. This depends 
partly on professional categories’ expectations and partly on 
what they can discern in terms of the knowledge accessible 
to them (Czarniawska & Joerges, 1996). Resistance among 
clinical staff leads to a narrow understanding of EDI, where 
only certain perspectives are valued, and undermines col-
lective efforts toward inclusivity (Röell et al., 2024). This 
confirms the paramount importance for an MNC to establish 
translation spaces in which different professional catego-
ries engage in interactions and negotiations to facilitate a 
common understanding of EDI within a foreign subsidiary. 
These interactions, in turn, enable the consequent enact-
ment of EDI ideas into effective objects and actions (Pipan 
& Czarniawska, 2010) while simultaneously alerting resist-
ance to them (Fernando, 2021; Hamza-Orlinska et al., 2024).

The translation of EDI ideas reveals that differences 
between professional categories are employed to desig-
nate certain groups to management and control positions 
within the subsidiary (Ciuk et al., 2019; Westney et al., 
2022). Indeed, EDI ideas challenge established power 
relations within the subsidiary (Özbilgin, 2024). Our case 
study highlights that leadership and senior roles remain 
predominantly male in healthcare companies. EDI ideas, 
which advocate for gender equality and the empower-
ment of underrepresented groups within organizational 
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roles (Özbilgin, 2024), may be perceived as a threat to the 
power that male doctors currently hold in Italian health-
care companies. Thus, we show that the translation process 
goes beyond merely adapting EDI ideas to the national and 
organizational contexts. It possesses a generative nature, 
producing unforeseen outcomes that go beyond initial 
expectations.

Managerial implications

In addressing the challenges posed by the globaliza-
tion–localization dichotomy in MNCs, it is crucial to rec-
ognize that even the most globally EDI-oriented strate-
gies must be customized to local contexts to be effective. 
However, a purely localized approach can suffer from its 
own limitations, such as the prevalence of blind spots or 
dominant local discourses that overlook certain aspects 
of EDI. These local contexts may perpetuate taboos or 
biases that hinder the effectiveness of EDI practices (Tatli 
et al., 2012). To overcome the challenges of balancing 
global consistency with local relevance, the translation 
approach presents a valuable alternative. This approach 
mediates between the need for a consistent global strategy 
set by the HQs and the necessity for localized adjustments 
that take into account the specific national and organiza-
tional needs of each subsidiary. By conducting a transla-
tion process, managers rethink traditional strategies that 
often pit globalization against localization. The transla-
tion approach serves as a worthy takeaway for managers 
interested in exploring diverse avenues for implementing 

EDI, ultimately enhancing their relevance and impact 
across different subsidiary contexts. Specifically, subsidi-
ary managers need to identify which actors – HR manag-
ers, middle management, or diversity officers – are in the 
best position to facilitate the translation of corporate EDI 
ideas to subsidiary contexts. However, the translation pro-
cess is not a mechanical exercise of ensuring equivalence 
of meaning between corporate and subsidiary EDI ideas. 
Rather, it is an iterative and generative process that can 
reveal underlying control and power positions between 
professional categories. This underscores the need to care-
fully consider the dynamics of professional relationships 
when translating EDI and existing hierarchical status. In 
this context, subsidiary managers should identify which 
actors may undermine the translation process through the 
use of specific power positions. This depends significantly 
on the content of the ideas: the understanding of EDI ideas 
cannot be taken for granted, as it is socially constructed by 
the actors at play. Employees from different professional 
categories may perceive EDI ideas differently, requiring 
tailored communication and engagement strategies. Fail-
ing to involve all the professional categories – at differ-
ent levels of hierarchy – in the translation process can 
lead to resistance, misalignment with local needs, or the 
implementation of policies that feel disconnected from 
the daily realities of employees. To avoid these pitfalls, 
it is essential that managers engage all relevant voices in 
the translation process, ensuring that every professional 
category is represented and that their unique perspectives 
are integrated into the process.

Fig. 3   EDI translation in MNCs
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Finally, with respect to the healthcare industry, we under-
score the critical need for companies to strategically engage 
clinical staff in the understanding of EDI. Instead of intro-
ducing EDI as a novel concept for them, companies should 
focus their efforts on translating EDI into aspects in which 
clinical staff already excel.

Conclusions

The translation of EDI ideas requires the engagement of all 
MNC actors, transcending inter/intraorganizational settings 
and prompting them to calibrate their professional attitudes, 
behaviors, and opinions while concurrently striving to eradi-
cate certain beliefs. We particularly focus on professional 
backgrounds to show that the subsidiary’s actors continu-
ously construct and reconstruct their understanding of EDI 
within their respective professional categories, revealing 
their different roles in the translation process. This sets the 
ground for future lines of inquiry, suggesting new knowl-
edge on the global, local, and professional understanding 
of EDI. First, our emphasis in this study is on the one-way 
translation of EDI ideas from the HQs within the subsidiary. 
While this focus does not capture any translation process 
from the subsidiary back to the HQs, in principle, this may 
become a multidirectional translation process in time. It may 
be intriguing to explore if and how, once the translation of 
ideas and related objects and actions is stabilized in the sub-
sidiary, new ideas from the subsidiary may travel back to 
the HQs, envisioning a bottom-up approach. However, the 
evolving political climate, particularly the backlash against 
EDI under the Trump administration, may alter the dynamics 
of the multidirectional EDI translation process between U.S. 
HQs and foreign subsidiaries. As many U.S. MNCs have 
revised or deemphasized their EDI strategies in response to 
political pressures, it is worth considering how these shifts 
could influence the flow of ideas from subsidiaries back to 
HQs and vice versa.

Second, our research examines the translation process of 
ideas from one context to another, intentionally exploring the 
differences between the U.S. and Italy. Consistent with Welch 
et al. (2022), our study challenges the traditional separation of 
phenomenon and context; indeed, the context and the actors 
operating within it are not merely surrounding factors but, more 
importantly, play a constitutive role in shaping the phenomenon 
under observation. Future research could investigate how EDI 
translation processes differ across various contexts and indus-
tries, particularly those characterized by diverse professional 
categories or differing levels of professional diversity.

Finally, we encourage future scholars to explore the 
different meanings professional diversity may acquire 
when a translation process involves ideas beyond those 
of EDI. Furthermore, although it was not the primary focus of 

our paper, we observed that the professional diversity between 
administrative and clinical staff can be further understood 
through the lens of power relations (Ciuk et al., 2019). They 
may be both formal and informal, with formal authority stem-
ming from organizational roles, whereas informal power rela-
tions emerge from the discretion exercised by certain groups 
within the translation process.

Appendix

At subsidiary level

Interview questions

	 1.	 Are you familiar with the objectives of the EDI project 
that 2LMP is developing?

	 2.	 Do you know how the project originated? Are you 
aware of when the intention to develop the project first 
emerged? When was it communicated?

	 3.	 Is there a measurement system in place to evaluate 
the achievement of the project's goals? If so, what are 
the measurement metrics and who sets them? Do they 
change within the 2LMP Italy Subsidiary?

	 4.	 Is there a reporting system? If yes, how frequently does 
it occur? Who does the reporting go to? Is it an internal 
reporting system within the Italian subsidiary? And 
between the Italian and American companies? What 
variables are considered? Are any of these variables 
related to compensation?

	 5.	 Is there an auditing system? If so, is it managed by an 
external body?

	 6.	 Is the EDI a project imported from the parent com-
pany? If yes, do you know when it was promoted at 
the parent company? How do you think this transfer 
is happening? Through formal procedures (policies, 
manuals)? Or through more informal procedures?

	 7.	 Do you think it is appropriate to replicate the pro-
cess followed by the parent company in the Ameri-
can context? What support could the parent company 
provide or is already providing? What are the obsta-
cles (bureaucratic, cultural, regulatory) you foresee in 
adapting the project to the Italian context?

	 8.	 Do you think the national and European legislative 
framework affects the development of the project? If 
so, how?

	 9.	 What existed before the EDI project?
	10.	 How do you contribute to the development of the pro-

ject?
	11.	 How much time do you dedicate daily and weekly to 

working on the project?
	12.	 Would you like to work more on the project? Do you 

think there is a trade-off between working on the pro-
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ject and your career? If so, how do you justify it? Does 
the development of the project impact your compensa-
tion?

	13.	 Who do you collaborate with within the organization 
to develop the project? Do you also collaborate with 
external parties to 2LMP?

	14.	 Are you aware of other organizations in the healthcare 
(and non-healthcare) sector that are working on a simi-
lar project?

	15.	 Do you discuss the project with friends and family?
	16.	 In your opinion, what benefits can the implementation 

of the project bring and for whom? What disadvan-
tages might it have?

	17.	 Is the project changing existing practices?
	18.	 Do you think there are internal and/or external parties 

putting pressure for the EDI project to progress? If so, 
who are they and what do you think their interest is?

	19.	 Conversely, do you think there are internal and/or 
external parties who want to obstruct the project? If 
so, who are they and why?

	20.	 What opportunities or moments do you have to dis-
cuss the project's progress with other colleagues and/
or external parties? Are these formal occasions like 
meetings? If so, who participates? Does it sometimes 
come up in less formal moments (e.g., coffee breaks)? 
Do you think the project progresses faster in formal or 
informal settings? Why?

	21.	 Equality, diversity, and inclusion: what do these terms 
mean to you?

	22.	 Is there a relevant episode related to this theme that has 
marked your career? If so, how?

At corporate level

Interview questions

1.	 What does EDI mean?
2.	 Does this concept change within 2LMP in the USA, 

Italy, Ireland, and other 2LMP locations? If yes, why?
3.	 How do you achieve an equal, diverse, and inclusive 

work environment within a corporate group like 2LMP?
4.	 Did (do) you adopt specific practices and/or processes 

to transfer EDI goals from one location to another?
5.	 What are the most significant challenges in these pro-

cesses in the different national contexts?
6.	 In your opinion, what roles are important in achieving 

EDI goals in 2LMP?

The Italian subsidiary promotes initiatives defined in 
terms of diversity and inclusion within the gender equality 
plan (see Fig. 4)
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