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Sammanfattning 
Det förekommer ett återkommande intresse och uppmärksamhet gällande problematiken med 
M&A-integrationer och att det är så svårt att genomföra lyckade sådana. Fokus hamnar ofta 
på nödvändiga finansiella aspekter och smarta strategiska drag men minst lika viktiga 
faktorer såsom ledarskap och kultur har på senare tid visats vara avgörande. 

Syftet med denna studie har varit att identifiera eventuella former av effektivitetshämmare 
inom förändringsmiljöer uppkomna av komplexa M&A-integreringar. Med komplexa M&A-
integreringar avses i detta fall M&A-konstellationer av multipel art, det vill säga där fler än 
två företag ingår, koncentrerade inom skilda industrier. 

För datainsamling har valts en kvalitativ fallstudie som sträckt sig över tre månader, 
lokaliserad internationellt. Drygt 40 intervjuer har utförts, där majoriteten har varit fysiska. 
Det samarbetande företaget har hållit med personal att intervjua och samla in kunskap ifrån, 
där tonvikt har lagts vid att differentiera intervjuobjekten för reducering av eventuell bias. 

Resultatet påvisar många former av identifierade effektivitetshämmare där slutsatsen senare 
kategoriserar in dessa i effektivetshämmaren avsaknaden av ledarskap. Denna 
effektivitetshämmare kan således anses kritiskt viktig att åtgärda, fördelaktigen proaktivt, för 
lyckade M&A-integreringar. 

 

Nyckelord: M&A, integrering, komplex, bransch, ledarskap, kommunikation, identitet, 

kultur, effektivitets-hämmare, change management 
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Abstract 
There is a recurring interest and attention regarding the problems with M&A integrations and 
the difficulty to implement these successfully. Focus is often set on necessary financial 
aspects and smart strategic moves but equally important factors such as leadership and 
culture has recently been shown to be crucial. 

The purpose of this study has been to identify potential kinds of efficiency drawbacks in 
change management situations of complex M&A integrations. Complex M&A integrations 
have been designated by constellations of multiple companies, concentrated in different 
industries. 

The data collection has been a qualitative case study that spanned over three months, located 
internationally. More than 40 interviews were conducted, in which the majority have been 
face-to-face. The co-operating company contributed with employees to interview and gather 
knowledge from, where emphasis was placed on differentiating the interviewees to reduce 
any potential bias. 

The findings demonstrate many forms of identified efficiency drawbacks, which in 
conclusions are later categorized into the efficiency drawback lack of leadership. This 
efficiency drawback may be considered critically important to address, advantageously 
proactively for successful M & A integrations. 

 

Key-words: M&A, integration, complex, industry, leadership, communication, identity, 

culture, efficiency drawbacks, change management 
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Definitions  

Acquisition:  
When a lead organization takes over a target entity. 

Authors:  
The two writers of this report and also the ones preforming the case study at the studied 
office of the target company, Company C.  

Back office:  
The non-customer facing part of the organization. 

Company A:  
The large organization that acquired the two smaller companies “Company B” and 
“Company C”. Hundred times fold larger than the two smaller companies and in a separate 
industry than those two, namely products. 

Company B:  
The first smaller company acquired by “Company A”, now being merged with “Company 
C”, with around 1000 employees in the systems industry. 

Company C:  
The studied company, where interviews and observations were conducted through a three 
months period. It was the second smaller company acquired by “Company A” with around 
1000 employees in the systems industry. 

Company D:  
The new company built up by “Company B” and “Company C”, with around 2000 
employees in total. Active in more or less the same sort of industry, systems, separate from 
the industry in which “Company A” is active. 

Efficiency drawback:  
Any part in the company process that slows down everyday productivity, e.g. lack of 
planning and structure or complex approval processes. 

Front office:  
The customer facing part of the organization, e.g. sales and marketing. 

Integration:  
The combination of business units and entities within organizations. 

Integration leader:  
The project leader responsible for the M&A integration. 

Merger:  
Two equally large or powerful companies integrate to form a new organization. 
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Abbreviations 

CEO:  
Chief Executive Officer 

M&A:  
Mergers and Acquisitions 
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1 Introduction 
In this section the reader is given a short presentation of the topic investigated. Firstly, by a 

background description of the problem, which is then followed by the research gap. 

Secondly, the purpose of this study is stated followed by the research question and last the 

benefits along with the delimitations are explained. 

1.1 Background 
On an everyday basis there are mergers and acquisitions (M&A) taking place. Where a 

merger is when two equally large or powerful companies integrate to form a whole new 

organization and an acquisition is when a lead organization takes over a target entity. M&A 

need more preventative precautions however, e.g. in terms of proactive identification of what 

may hinder efficiency during their integrations (Marks and Mirvis, 2011). Planning prior to 

and consistently along the integration work is highly recommended in order to protect M&A 

integrations work from failure (Allatta and Singh, 2011; Lies, 2012; Waldeman and Javidan, 

2009). Most research indicates that the overall success rate for M&A activities is about 50 

percent, which is basically a coin toss (Hunt, 1990; Sher, 2012). The reason for the bad 

success rate in M&A is, quoted by Sher (2012): 

The sad fact is that most deals look great on paper, but few organizations pay proper 

attention to the integration process—that is, how the deal will actually work once all the 

paperwork is signed. 

Thus, M&A problems seem to be within the integration processes. Since half of all M&A 

ends up in failure and most failures are derived from impaired efficiency, there need to be 

more studies on what hinders the efficiency along the M&A integration process (Allatta and 

Singh, 2011; Lies, 2012; Waldeman and Javidan, 2009). 

Therefore, this study’s contribution is to identify potential kinds of efficiency drawbacks that 

may arise from complex M&A integration processes. Complex in this case refers to 

constellations of multiple companies combined and company constellations within separate 

industries. Also, what is a contribution from this study is that the findings come from an on 

going M&A integration, in contrast to most M&A studies that are conducted on post-M&A 

(Teerikangas, 2012). Furthermore, the reason the authors looked into this specific complex 

M&A company constellations was that earlier literature requests further research on M&A 

across different industries (Appelbaum, Lefrancois, Tonna and Shapiro, 2007). 
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The term efficiency drawback was declared by the authors for this study, as any aspect that 

slow everyday productivity of M&A integration processes down. Earlier research has 

described similar problems in terms of for example pitfalls and/or bottlenecks, e.g. 

information sharing, cultural conflicts or systematic incompatibilities (Teerikangas, 2012; 

Paruchuri, Nekar and Hambrick, 2006; Homburg and Bucerium, 2006). Those studies have 

looked at post-integrations and with the situation of having existing leaders in place. 

The specific company studied for this research was the latter of two smaller, agile and 

entrepreneurial companies, Company C. It was acquired by a much larger enterprise, 

Company A, for the main reason of creating new and competitive business solutions to 

customers. The two smaller acquired companies, Company B and Company C, were within 

the same main industry; systems. This industry differed significantly from the industry of the 

acquirer, Company A, which belonged to an industry of products. The company constellation 

is shown in Figure 1 below. 

 

Figure 1. The interactivity outline between the three combined companies in this study. The studied Company C is one of 
two acquired companies along with Company B. These two companies merge into a new firm: Company D, which is 
similarly integrating into Company A. This constellation is a complex M&A situation where multiple companies are 
involved. Also is this constellation including two separate industries, where Company A is in product industry and the new 
Company D is in system industry. This separate industry belonging raises competitive objectives for Company A but it also 
results in unforeseen challenges and obstacles that requires attention throughout the M&A integration. 
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For this study the authors had to take anonymity precautions in consultation with the co-

operating company. Thus, all form of company information was treated with anonymity. 

Anonymity will be described more in detail under methodology, but for the readers 

understanding already, the authors have left out company names, transcripts from interviews, 

observations and diaries and also titles and names of respondents from the study. Since the 

topic was abstract enough to be dealt with under anonymity circumstances, this should not 

have had negative impact on the outcome of this study. 

1.2 Research gap 
There is a lack of documentation in the area of efficiency drawbacks that may arise by 

complex M&A integration processes where more than two companies are combined. Also, 

literature requests further research on M&A across different industries (Appelbaum et al., 

2007). 

The research gap for this study is therefore set to efficiency drawbacks in more complex 

M&A combinations; multiple companies and/or separate industries. 

1.3 Purpose and research question 
The purpose of this study is to identify potential efficiency drawbacks in the change 

management situations of complex M&A integration processes where multiple companies 

from separate industries are combined. 

In order to reach the purpose the authors took help from the following research question: 

What kind of efficiency drawbacks may arise as an effect of complex M&A integration 

processes where multiple companies from separate industries are combined? 

1.4 Benefits and delimitations 
The benefit of this study is to contribute to the overall purpose of efficiency prospects of any 

M&A integration process. This research has had the design of a case study consisting of 

interviews and observations. The case study was performed up-close, in the target 

company’s, Company C, natural setting, with the intention to result in analysis of real-world 

data as well as relevant shades of the enterprising culture, as recommended by literature (Yin, 

2012). 

This study may contribute with new knowledge regarding the vital importance of unexpected 

and unforeseen efficiency drawbacks in complex M&A constellations of multiple companies 

and/or separate industry belongings. M&A integration failures are often connected to 
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deficient leadership, which in turn results in poor communication and cultural belonging 

(Waldeman and Javidan, 2009). The new knowledge from this study however, can be used 

for planning, preparing and realization of future M&A integration improvements. 

Benefits from this study would be general in the aspect that companies and practitioners 

worldwide could apply the research findings on existing and future M&A integrations and 

implementations, regardless type of industry and/or number of participating companies. This 

study’s findings may be interesting for practitioners since it highlights difficulties, i.e. 

efficiency drawbacks that might arise from more complex M&A integrations. 

The research scope of this study was delimited to the latter of two smaller acquired 

companies; Company C, where the very reason behind purchase was strategic business 

purposes due to industry belonging. Both the smaller companies belonged to the system 

industry. Meanwhile merging, the two smaller companies were simultaneously being 

integrated into the acquirer, Company A. The motive for this study was focused on 

identification of efficiency drawbacks in the complex integration situation of multiple 

companies engaged and luckily for this study also belonging to separate industries; for 

academic contribution. 

Delimitations from this study are related to the focus on efficiency drawbacks derived from 

the complex M&A integration. Also, the fact that the company industries involved are in 

systems and products, are delimitating for this study. 

1.5 Disposition 
This thesis report is divided into different sections starting with section 1 Introduction just 

described. 

In section 2 Literature review, the existing literature in the field of efficiency drawbacks 

regarding communication issues due to lack of leadership in acquisition integration is 

described and summarized. Earlier research of efficiency drawbacks in M&A shows evidence 

in form of lack of communication and degradation in social status leading to productivity 

losses. The existing literature is summarized in a theoretical framework of known efficiency 

drawbacks and the missing part that this thesis aims to fill is described in the research gap. 

Section 3 Methodology, describes the proclaimed methods chosen, namely different types of 

interviews and observations of daily work such as participating in meetings and having 
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spontaneous conversations. Observations were continuously documented in diaries by both 

authors. The collected data and input was later categorized and clustered. 

The next section, 4 Empirical setting, describes the background story to Company C. First, 

by describing Company C before the acquisition, then after its acquisition announcement and 

its following integration. Last, the M&A integration status at the time for the study merging 

into Company D. 

Section 5 Findings describes outcome of this study. The different kinds of efficiency 

drawbacks identified in the study are presented as chronological highlights and overall 

efficiency drawbacks in Company C and Company D. 

In section 6 Analysis, the findings are critically analyzed in relation to earlier literature in the 

areas of leadership, communication and identity. For the analysis the importance lays in 

comparing and also putting forward advantages and disadvantages of the study’s findings 

compared to the literature. 

Last out, section 7 Discussion and conclusion, is where the authors answer the purpose of 

the study and furthermore the research question. The discussion concerns ideas generated, as 

well as managerial implications. The authors have also contributed with suggested further 

research questions. Below is a figurative outline of the study’s disposition, Figure 2: 

 

Figure 2. The disposition of this report. The outline for the seven including chapters for this study, starting with the 
introduction and finalizing with the chapter of discussion and conclusion.  

•  Introduc+on	  1	  

• Literature	  review	  2	  

• Methodology	  3	  

• Empirical	  se>ng	  4	  

•  	  Findings	  5	  

• Analysis	  	  6	  

• Discussion	  and	  conclusion	  7	  



 

15 

2 Literature review 
In this section the literature background to the study is presented. The reasons behind low 

success rate in M&A integrations in general are described. This is followed by specific 

productivity implications coupled to lack of leadership, as integration leader and change 

management and also project management. Then the importance of an open and transparent 

communication is described. Last out are the difficulties of integrating cultures mentioned.  

2.1 Success implications in M&A integrations 
The supposed start of M&A was in 1897 in the “First Wave of Mergers and Acquisitions” 

called Horizontal Consolidation, which refers to the formation of monopolies in that era. 

Time has changed since then, to instead focus on long lasting and sustainable relationships as 

a result of M&A. However, the synergy that comes from the collaboration of two or more 

companies may either help or hinder the strategy purpose of the future collaboration 

(DePamphilis, 2011). 

In the past thirty years there has been research on the human, organizational and cultural 

aspects of M&A. Despite this, still most of the M&A accomplished are financial failures. A 

frequently used motive for M&A is that the collaboration will help to accomplish strategic 

goals for all the including companies in the M&A. Thus, make the companies more 

effectively and less expensively than the firms can do by themselves separately. One way that 

strategic goals can be reached is by the M&A leading to a quick move into a new market with 

new possibilities and product space (Marks and Mirvis, 2011). 

The research issues in literature, regarding M&A, provides a significant amount of articles 

with models and advice for how to succeed with integrating companies and processes after 

M&A (Teerikangas, 2012; Palmatier, Miao and Fang, 2007; Marie and Collerette, 2011; 

Duchin and Schmidt, 2013; Berente and Vandenbosch, 2009). Teerikangas (2012) has 

examined employee reactions and expectations before an upcoming M&A, while Palmatier et 

al. (2007) has evaluated and studied the most common pitfalls in M&A processes. Both 

articles address the importance of efficiency as a valuable success tool. Pitfalls and 

bottlenecks cause decreased efficiency and furthermore financial disadvantages (Palmatier et 

al., 2007). 

Also, the importance of accessibility, timeliness, transparency, and granularity of information 

flows when integrating processes and making them qualitative have been studied (Berente 

and Vandenbosh, 2009). Other critical steps in M&A integration processes are to divide the 
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burden of integration work to lead and communicate the individual tasks correctly (Allatta 

and Singh, 2011). In their study they express this as resource allocation with the purpose to 

manage to complete a successful integration and to avoid people to be overloaded with work, 

since the employees will still have the burden of their original workload. 

Many researches have proven the importance of leadership in the project that M&A form, 

both prior to, throughout and post the M&A (Waldeman and Javidan, 2009; Appelbaum et 

al., 2007; Meckl, 2004). Outstanding leaders can have a major role in realization of a 

successful M&A integration (Waldeman and Javidan, 2009). Waldeman and Javidan (2009) 

examined the type of leadership that is most favorable for M&A. They found out that 

charismatic leadership, with the common aspect to integrate multiple groups would be 

applicable for the change situation of a merger or acquisition. 

Other studies have shown that most M&A require proper communication within the new 

organization, e.g. as in having a planned structure and sharing of continuous information 

(Allatta and Singh, 2011; Lies, 2012). Communication is actually so crucial in M&A that it is 

noticed as the number one reason for failures in M&A according to a survey made by A.T. 

Kearney’s Global PMI (Appelbaum et al., 2007). Furthermore, Appelbaum et al. (2007) 

stresses the importance of timely and effective communication throughout the M&A to 

increase the employee involvement and reduce misunderstanding and rumors. In this way 

managers can motivate the employees and with the right strategies they can pass the biggest 

barrier of merger integrations, achieving employee commitment and employee post-merger 

satisfaction. This can be achieved through clear direction and information communicated 

throughout the M&A. Since acquisition integrations also result in huge change situations for 

the acquired company good change management strategies are required (Appelbaum et al., 

2007). 

Studies have highlighted the impact of efficiency and stated that the handling and reduction 

of performance drops are crucial for successful M&A integrations (Paruchuri et al., 2006). 

One such performance drop is productivity losses due to social changes from integrating into 

another company. This makes that a fragile dilemma while planning an acquisition is the 

decision whether the acquired firm is going to be integrated into the acquiring organization or 

not. The expertise in the acquired firm is often a crucial reason to why the acquisition takes 

place at all. This, since the acquiring company often seeks for the specific expertise in the 

acquired company. In order to get access to this expertise a knowledge transfer between the 
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firms have to take place and for this an integration of the acquired company into the 

acquiring organization often needs to be accomplished. 

Some researchers have shown that this implementation is sensitive since that kind of 

integration often implies social changes (Paruchuri et al., 2006). They continued with further 

showing that a post-acquisition integration can lead to productivity losses, since the most 

central employees are those that will suffer the most from losses in social status. The 

knowledge base of the company is often centered to exactly these employees, which makes 

this productivity loss such a big problem. 

2.2 The uncertainty among the employees implicated by acquisitions 
Most news of large changes in companies results in uncertainty among the employees 

(Teerikangas, 2012). Studies have shown that uncertainty in high hierarchical levels lead to 

rumoring (Ivancevich, Schweiger and Power, 1987), which in turn negatively affects the 

productivity and efficiency (Teerikangas, 2012). Other studies have shown of M&A impact 

on the acquiring company’s financial performance, due to stress, uncertainty and rumoring – 

estimated to an amount of “the loss of two hours of productive work per employee per day” 

(Wishard as cited in Napier, 1989, p. 275). 

An acquisition implicates a large change for a company, which indicates many questions 

among the employees. These questions often concern the acquired company, what the 

acquisition will result in for the employees and what will happen with their company. This 

kind of uncertainty often leads to performance drops, according to some researchers 

(Paruchuri et al., 2006). Other researchers show findings that challenges, like uncertainty, 

have different forms and resources (informational, material, political and/or social) that are 

either mitigated or amplified, depending on the relationship with the acquiring managers 

(Chreim and Tafaghod, 2012). 

2.3 The importance of leadership in M&A integrations 
Many researchers point out the importance of leadership for the success of M&A integrations 

(Waldman and Javidan, 2009; Meckl, 2004; Marks and Mirvis, 2011). Some researchers 

discuss the problem of the high turnover of top management after M&A (Lubatkin, 

Schweiger and Weber, 1999). They show that the turnover of executives influences the 

morale of the employees, which leads to decrease in post-acquisition productivity and 

performance. In spite of this there seems to be a lack of focus on the role of the leader in 

M&A (Waldeman and Javidan, 2009). 
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In a situation of acquisition integration a lot of uncertainty may arise, since many things are 

changing in the organization. For this a good leader with established change management 

skills is a great advantage and a presumption for success (Appelbaum et al., 2007). A good 

leadership according to Percy Barnevik (2013, p. 19): 

Success requires more effort than what most employees want to invest, but no more than they 

are capable of. The difference is good leadership. 

A critical characteristic for good leadership is the responsibility to delegate work and set 

roles for the members of a team or the employees of an organization (Maltén, 1998; 

Barnevik, 2013). 

One study focuses on the leadership from the top management in M&A and their importance 

to a successful outcome (Waldeman and Javidan, 2009). They discuss the differences 

between pragmatic and charismatic leadership, where pragmatic leadership includes 

identification of problematic needs and implementing solutions to them. Charismatic 

leadership, on the other hand is more of an articulation of a vision to achieve a goal through 

integration multiple groups. Charismatic leadership is pointed out as preferable for a change 

situation such as a merger or an acquisition and the following integration. They continue with 

pointing out that an outstanding leader can have a deep impact on the organization and its 

employees and have a major effect on the realization and success of M&A integration. Some 

of the behaviors of charismatic leaders that are relevant for an effective implementation of 

M&A that are taken up in the article are providing a purpose, articulating an inspirational 

vision and showing confidence. 

Another leadership study has shown the two types of leadership profiles of person-oriented 

leadership and task-oriented leadership. The profile of the person-oriented leadership is 

characterized by a leadership that encourages and stimulates the employees, by creating a 

transparent vision and a common goal (Maltén, 1998). 

2.4 Change Management - important for the complex change situation of M&A 
For complex change situations as M&A integrations change management is of great 

importance (Appelbaum et al., 2007). Researchers have expressed about change management 

(Lies, 2012, p. 255): 

...any form of management is a management of change, for it is defined as conceptual action 

based on variance analyses geared towards a goal. 
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Other researchers have pointed out the specific importance of change management in the 

complex situation of a merger or an acquisition (Marks and Mirvis, 2011). They mean that 

effective change management principles should be adopted throughout the whole integration. 

Still other studies have shown that communication is a crucial part of change management 

(Appelbaum et al., 2007). To continuously communicate the benefits of the change is one of 

the basics of change management and therefor communication around the acquirer’s culture 

and links to the acquired companies’ way of doing business and their cultures, is 

advantageous in M&A.  

In the kind of change management situation of M&A integrations it is therefore important to 

give the employees time to disengage from their old identity and culture to give place for the 

new ones. Some researchers express that charismatic leadership is a form of leadership that is 

appropriate for the change management of M&A implementation and integration (Waldman 

and Javidan, 2009). Articulation of a vision and a belief in the change are important factors 

for the leader in M&A integration. 

2.5 The need of project management and integration leader in M&A 
Often neglected in M&A and research around this is the importance of project management 

in the M&A project. Like most projects, M&A project needs structure, organizing and 

planning. For this a ”power promoter” or integration leader, responsible for the representation 

and success of the project is of great importance (Meckl, 2004). Other researchers have 

entitled this person integration manager, with the responsibility of the success of the 

integration of the merged companies (Waldman and Javidan, 2009). This integration manager 

will also have the role of a communicator, sharing information about the M&A integration to 

the employees, preventing uncertainty among the employees. When employees feel insecure 

the success of the acquisition integration is directly negatively affected and efficiency 

drawbacks arises in the company. One way this may occur is due to turnover of executives 

after the acquisition, leading to a decrease in post-acquisition productivity and performance 

since the employee morale at the acquired company will be influenced by this management 

change (Lubatkin et al., 1999). 

Since M&A normally includes complex change situations and most M&A still end up as 

failures (Marks and Mirvis, 2011), models for project management in the specific case of 

M&A would be required (Meckl, 2004). Recommendations for an approach of how to 

manage M&A projects, with different management fields of structuring the projects, selecting 
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proper staff and assign responsibilities, are described in the different phases of M&A, the 

preparatory phase, the transaction phase and the integration phase, see Figure 3 below. 

 

Figure 3. The three phases of M&A project; Preparatory, Transaction and Integration (Meckl, 2004). 

In the transition state Meckl (2004) brings up the importance of a ”power promotor”, a 

person responsible for representing and defending the project on different levels within the 

organization, leading the project forward to the integration phase. In the integration phase the 

leader, the same person or another, is called integration head, or integration leader. This 

person is responsible for the integration of the two entities and their cultures, but does not 

need to be the same as the manager after the integration is completed. Meckl (2004) 

expresses the importance of clear integration roles within the organization since unclear roles 

leads to uncertainty with makes the cooperation between the two entities difficult. 

2.6 The importance of communication for M&A integration success  
Another important efficiency part in an on going integration is a functional communication 

(Allatta and Singh, 2011). The managers in both firms have to communicate to the employees 

what benefits every individual as well as the entire company can receive from the combined 

organization. Not corresponding with the preventions of some other researchers that showed 

that the employees’ expectations were positive in most of the acquisitions investigated 

(Teerikangas, 2012). The employees' feelings towards the acquisitions were motivation and 

not uncertainty, which was predicted. The reason for this was shown to be that the 

acquisitions were perceived as opportunities for the acquired companies and not as threats. 
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This resulted in the management teams of the acquired companies to be proactively involved 

and advocate the acquisition. The study also shows the efficiency implication that can 

develop if the employees of the acquired company have a negative attitude towards the 

acquisition. Further on the study explains a way to prevent this. 

Alternation and disruption in employees’ work tasks and routines are inevitable when such a 

major change as an acquisition operates. Since a post-merger integration implies a 

combination of two former independent organizations problems will arise. Some researchers 

have described the communication patterns among employees that are exposed to an 

acquisition; both the acquired company and the acquirer are investigated as well as the 

communication between the two companies’ employees (Allatta and Singh, 2011). Their 

results show that it takes time for employees to change these routines. 

The study also shows that between-firm communication increase among individuals with 

interdependent tasks but not among those with common knowledge base, as they thought it 

should (Allatta and Singh, 2011). Their explanation to this is that the employees of the 

acquired company had a broad spectrum of tasks, which made each employee hard to fit in to 

the acquirer’s work titles. This resulted in that employees from the two different companies 

with the same title did not have the same duties and therefor they did not identify with each 

other as from the same knowledge base. This can also be seen as a communication problem, 

since the acquiring company may have to change their work titles so that everybody fits in 

and feel welcome to the new organization. 

Researchers have expressed the importance of early communication in the M&A process 

(Appelbaum et al., 2007; Bert, MacDonald and Herd, 2003), to give the employees honest 

and timely information about both future opportunities but also plans of downsizing 

(Appelbaum et al., 2007). This way, employees get involved in the M&A and 

misunderstandings and rumors can be avoided. This will hopefully have the result of getting 

past the biggest barrier for most companies in the M&A process, which is to get the 

commitment from the employees (Bert et al., 2003). Studies have shown that key 

stakeholders, such as employees, customers and suppliers, have to understand the strategic 

intent of the merger so that business can be maintained while and after the M&A (Bert et al., 

2003). For this communication is critical and have to be planed carefully. 

There have been discussions by researchers that members of an organization tend to have a 

positive bias towards members of their own organization, the in-group, and a more negative 
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view of people from outside the organization, the out-group. This often creates an ”us-versus-

them” feeling in an organization, which need consideration when managing M&A 

integrations (Marks and Mirvis, 2011). In this area communication is of high importance 

since early communication leads to staff involvement, which prevents rumors and wrong 

expectations (Appelbaum et al., 2007). This can make the new combined company act as one 

company and not two separate entities by creation of one combined culture (Baynham, 2011). 

2.7 The difficulties of integrating cultures 
Studies have shown that the combination of the organizational cultures is of great importance 

for the outcome and success of M&A integrations (Appelbaum et al., 2007; Marks and 

Mirvis, 2011). Effort needs to be put on evaluating the cultures and how they best could be 

combined or how a new culture could be evolved from the pre-integration cultures. This is a 

field where management of M&A has put little priority and the success rate of M&A could 

be increased if the post-merger culture gained more attention by the management. Especially 

since many M&A failures are blamed on the different organizational cultures in the combined 

companies not being integrated (Marks and Mirvis, 2011). 

Cultural integration will often be even more complicated since many M&A involved cross-

border complexity, with not only different organizational cultures but also different national 

cultures (Waldman and Javidan, 2009). Even though the importance of the organizational 

culture for the success of M&A has been proved still the managing of the post-merger culture 

gets low priority (Marks and Mirvis, 2011). 

According to some researchers the reason for the lack of attention and low priority that the 

combined organizational culture receives is usually a result of the executives being 

overloaded with the operational tasks following the M&A.  The managers have to “drive two 

lines” when managing the integration and at the same time to keep the momentum of the 

business; keep business as usual. There is no time or resources left for managing the 

changing culture. There are also discussions of the symbolic importance of managing the 

culture since the employees in this way can see that the combination is well managed. (Marks 

and Mirvs, 2011). 

An organizational culture leads the way of how things are handled in the organization 

through, in best cases, representing a unified meaningful goal and shared believes and values 

throughout the organization (Marks and Mirvs, 2011). When two companies are merged, one 

of the first things the employees notice is the difference between the two cultures, even 
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though the differences are not distinctive employees tend to find and magnify the differences. 

Because of this among other things, researchers express the importance of proactive work 

here, to put the organizational culture on the agenda early in the M&A process (Marks and 

Mirvs, 2011; Appelbaum et al., 2007). 

Some researchers discuss this problem as an effect of that the senior executives are looking 

ahead at the next acquisition instead of managing the on going integration of the current 

M&A (Marks and Mirvis, 2011). They mean that building a new organization also includes 

building a new organizational culture. Other researchers brought up the issue with 

management and building culture as a huge problem. Problems that may occur when the 

acquirer brings in new management teams and tries to force the new organizational structures 

and policies to the acquired firm. This is often met by resistance from the employees of the 

acquired firm and has to be handled with specific change management and good 

communication (Waldman and Javidan, 2009). 

2.8 Summary of the theoretical framework 
Efficiency implications and productivity losses in M&A integrations have been identified in 

previous studies and as many as 50 percent of all M&A are failures. The changing 

environment of M&A integration give rise to uncertainty among employees, which require 

leadership and change management to prevent large productivity drops. Studies have shown 

the importance of integration of the different organizational cultures for the success of M&A 

integration and many failures are blamed on deficient integration of cultures. Still most M&A 

integration gives low priority to managing the cultural aspect. If the organizational cultures 

are not integrated properly the employees can get stuck in their old identity connected to the 

pre-acquisition organizational culture. A frequent efficiency drawback in M&A is lack of 

communication, which creates misunderstandings among employees and customers, leading 

to rumoring and a decrease in productivity. Researchers have shown a connection between 

high turnover of top management and slow M&A integration as well as a decrease in post-

acquisition productivity. 
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3 Methodology 
In this section the approach to receiving answers to the research question is declared. First 

by defining the case study for the qualitative data searched for. Then by explaining 

interviews, observations and diaries that has been conducted. Last, explanations of how the 

data was analyzed and a discussion of the quality of the data. 

3.1 Case study 
To be able to identify possible efficiency drawbacks in M&A integrations, deep, qualitative 

data collected from affected employees was needed for this study. This made it possible for 

the authors to interpret what efficiency drawbacks actually originated from the integration 

and not from other events. In order to perceive this deep, qualitative data regarding the 

sensitive subject of efficiency drawbacks from one specific company experiencing a tough 

M&A integration process, the methodology chosen for this study was a case study. This, 

since conducting a case study in its real-world context, the study’s findings from natural 

settings will retrieve a favorable data collection compared to derived data from e.g. 

questionnaires or surveys (Yin, 2012). 

Also, for this specific research an interpretivistic study has been justified by a case study 

approach, embracing the important aspects of performed interviews and observations 

concerning efficiency drawbacks in the on going M&A integration process of the target 

company; Company C. Interpretivism is defined as (Collis and Hussey, 2009, p. 57): 

Therefore, social reality is affected by the act of investigating it. The research involves an 

inductive process with a view to providing interpretive understanding of social phenomena 

within a particular context. 

To create an environment with conditions appropriate for collecting qualitative data, the main 

parameter for this study was for the authors to be participative throughout the process. 

Actually, this parameter was fulfilled as one of the six different parameters that Yin (2012) 

lists as the multiple sources of evidence in good case studies. For this study, the authors came 

to comply with all of Yin’s six listed criteria (2012); 
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1. Direct observations (employee reactions and office environment) 

2. Interviews (with key-persons involved) 

3. Archival records (e.g. company material collected) 

4. Documents (e.g. e-mails, reports and newspaper articles) 

5. Participant-observations (e.g. via meetings, lunches and social events) 

6. Physical artifacts (e.g. employees’ work downloaded) 

The methods selected were interviews and observations, both continuously interpreted and 

analyzed in writing in form of diaries. The time spent on interviews, observations and diary 

writing was sustained for a period of three months. Table 1 below shows a summary of these 

three months’ case study and data collecting. 

Table 1. Summary of data collection from interviews and observations. As shown, the time for every individual event is also 
specified.  

 
Type of activity Average duration (h) Total amount (number) 

Interviews 
• Face-‐to-‐face	  
• Telephone	  

1	  
0.5	  

33	  
10	  

Observations 

• Meetings	  
• Social	  events	  
• Lunches	  
• By	  coffee	  machine	  

2	  
2	  
1	  

	  0.5	  

10	  
10	  
8	  

everyday	  	  

Diaries • Individual	  notes	   1	  	   everyday	  	  

In order to establish a fundamental knowledge base in the research field and the participating 

companies, interviews and complementary literature studies have been executed parallel 

along the way. Thus, primary data comes from interviews and observations from attending 

various meetings and social events (for example after work, weekend activity and lunch). 

Secondary data, on the other hand, comes from existing academic literature and collected 

company material. The company material consists of documents concerning the on going 

integration and was gained in retrospect via e-mails from the interviewees in form of Power 

Point-, Word- and Excel files. 

Efficiency drawbacks were expected to be found in almost any department of the 

organization, e.g. Human Resource, Finance or Sales. Depending on what efficiency 

drawbacks that could be identified, it was presumed that results would be hard or impossible 

to interpret quantitatively due to data not being of numerical sorts, e.g. feelings and 

impressions (Collis and Hussey, 2009). This is the main reason why a quantitative approach 
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has been rejected for this study, while the other reason is the fear of incorrectly reflecting the 

phenomena of this study from a quantitative point of view. 

This research has been of an analytical (explanatory) nature, describing why and how (Collis 

and Hussey, 2009) the identified efficiency drawbacks interfered with the perception of the 

M&A integration process. 

The variable observed within this study was the integration process and the efficiency 

drawbacks therein, based on the opinions from the interviewees. The study was explanatory 

in the way that the authors tried to explain why the efficiency drawbacks occurred (Collis and 

Hussey, 2009), i.e. background, and how people experience these efficiency drawbacks at the 

time of the study, i.e. the present situation. The overall methodology approach can be seen in 

Figure 4 below. 

 

 

 

3.1.1 Anonymity 
All data collecting was protected by anonymity, which by earlier research has shown to have 

a significant positive impact on revealing information (Collis and Hussey, 2009). Assurance 

of anonymity helps the respondents feel protected why they tend to talk more open hearted 

and without thinking too much before answering. 

For the above reason and for ethical reasons all interviews were anonymous, which means 

that the list of interviewees was never shown to anyone but the authors. The anonymity also 

Figure 4. The methodology approach for this study. Literature review was both the starting point and a continuous work along 
the study. The methodology was then decided in terms of what, how and when. Interviews and observations were conducted 
throughout the study at the target company; Company C. Last out for this study, the authors collected the findings and also 
draw conclusions from them. 
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included that the answers could not be coupled to any specific employee in the company. 

This gave the respondents the assurance to respond honestly and thus a positive effect on the 

outcome of this study, since the answering probably was more outspoken. All interviews 

were asked to be recorded, in order to make it possible for the authors to go back and clarify 

what had been said in hindsight. The recording may initially have hindered some 

interviewees who perhaps put more thoughts into consideration before talking. Thus, some of 

the wanted outspokenness might have been hindered regardless of the anonymity. 

Much information from the conducted study was even confidential; i.e. company secrets why 

there has been a constant need for confidentiality usage throughout the research. Revealed 

information from interviews and observations had to be handled with delicate care. To be 

able to perform the study the authors instead had to be acquainted within the organization, 

involving taking part of organizational secrets and sensitive material. 

The authors were furthermore not allowed to reveal any information about the companies 

involved, such as names, specific industries or any numbers. This has limited the outcome 

somewhat; since some of the efficiency drawbacks identified were directly related to the 

specific industries the acquired companies were operating in. Because of the confidentiality 

these specific efficiency drawbacks could therefore not be analyzed in this report. 

Since all organizational information, such as names and specific industries, were considered 

sensitive information and could not be revealed, the interviews could not be directly 

transcribed for the report. Even some of the follow-up questions asked during the interviews 

could not be shown in the report because of the confidential information they included. The 

original templates however, did not include any sensitive material and are therefore attached 

in Appendix 1 and Appendix 2. 

3.2 Interviews 
For the purpose to receive good answers and valuable results from interviews the authors 

evaluated the communication channels best to use. From own experience but also from 

literature, the authors realized that different communication channels would retrieve 

variations in answering and thus quality of data. 

In literature interview techniques have been paid attention in different aspects; for example as 

a receiver of a telephone call or written message you miss out on the interviewee’s body 

language, the atmosphere and the surroundings. What you also may miss out on is the temper 

and mood of the interviewee, depending on how well you know him or her (Collis and 
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Hussey, 2009, Maltén, 1998). For this specific study all people subject to interviews were 

unfamiliar to the authors beforehand.  

Studies have shown that communication is more than words, in fact body language tells more 

than the actual words (Maltén, 1998). The study explains how only seven percent of a 

communicated message is transferred via words, while 38 percent is mediated through tone 

of voice, leaving as much as 55 percent left for body language to be interpreted via 

communication. Thus, at least 70 percent of communication is nonverbal. This was 

something the authors seized on and thus, the majority of the interviews and observations 

were physical throughout the study. However, some of the interviewees could not be met 

face-to-face due to the global distance, which was the reason there were some telephone 

interviews executed nonetheless. These interviews were still of importance for the study since 

they contributed with thoughts of different perspectives. 

At first arrival at the studied office, the supervisors at the company provided a list of 

appropriate respondents for the first interviews for the authors to get a picture of the company 

and the acquisition integration. As the interviews went forward, every interviewee was asked 

to recommend other employees that could be interviewed about the acquisition integration. 

As a result of that, many interviewees independently recommended the same persons to 

interview and based on that the authors contacted those employees most frequently 

recommended. This process, more known as the “snow ball sampling technique” (Miles and 

Huberman, 1994), was chosen with the intention not to limit the study from any specific 

perspective, but to instead widen the impact of different areas and hierarchical levels in the 

organization. In order to manage this task, the authors strived to not neglect any area, trying 

to spread the interviews over the organization and thus reduce possible bias. 

Since this study searched for qualitative data, the interviews were initially set as a templates 

of open questions, see Appendix 1, with the intent to provide space for the interviewees to 

speak freely and describe things of importance to them (Collis and Hussey, 2009). However, 

the overall intention of the open questions was to reach inaccessible data initially, which the 

authors would not possibly know how to ask for due to lack of background knowledge 

regarding the concerned company. This also gave the authors opportunity to create additional 

follow-up questions that could be interesting to the study, recommended by earlier literature 

(Collis and Hussey, 2009). 
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Data collection from open interviews stopped after 23 interviews, when the information 

reached saturation, meaning that the received answers and response were recurrent. At this 

point the next step was to categorize the data into areas that reflected the different kinds of 

efficiency drawbacks. The outcome of the categorization showed major different problem 

areas within leadership majorly, but also communication and identity. The continuing 

interviews were therefore set as templates of semi-structured questions around these major 

areas, see Appendix 2. This is a common procedure; as the study develops so does the 

interviewing structure, in order to conduct interviews that are semi-structured and have a 

form of given response frames (Collis and Hussey, 2009). 

3.2.1 Population 
The total population i.e. the employees of the target company, Company C, was around 1000 

people, whereas focus for this study was set to half of them. This decision was according to 

an initial and mutual agreement with the co-operating company. In order to represent the 

population unbiased, the structure was to select respondents from different hierarchical 

levels, various departments and with separate years of experience in the target company; 

Company C (Collis and Hussey, 2009). 

3.2.2 Sample size 
Regarding the sample size, the number of interviews was initially estimated to be a total of 

approximately 15-20. The amount of interviews in total however, became 43 where three 

interviews were doublets resulting in a total of 40 respondents interviewed. Because of the 

anonymity mentioned earlier, both towards the company and towards the employees 

interviewed, no names, titles or exact work tasks were reviled in this report. To make this 

report interesting despite of the anonymity requirement the gender, hierarchical level and 

years within the organization are explained. In Figure 5 below, the respondents are grouped 

according to how many years they have worked in Company C. 
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Figure 5. The number of employee years engaged to the target company; Company C. For every bar the number of 
employees belonging to that number of years engaged to Company C is revealed. As can be seen in the bars, men are 
overrepresented in all year categories. 

The authors wanted to achieve a differentiation among the employees concerning their 

individual years in the target company. The reason for that was for the possibility to gain 

different backgrounds and insights to the same subject; the M&A integration process. 

Observed was that members of the executive team had been exchanged during the past two 

years, why this group was notably newer to Company C than employees from other 

hierarchical levels. The employees that had been in the company for several years were 

underrepresented, regardless of hierarchical level. 

The hierarchical spread of the respondents is punctuated below. Punctuated is also the gender 

distribution of the respondents, where most were men and around 25 percent were women. 

This was also the distribution that could be seen at the target company, Company C, thus men 

were overrepresented and could be seen as the norm. Of the 40 respondents, 11 were women 

and thus 29 were men: 

• High level (much responsibility and input)  = 14 respondents (12 men, 2 women) 

• Middle level (partly informed, less input)  = 17 respondents (13 men, 4 women) 

• Low level (much less informed, low input) = 9 respondents (4 men, 5 women) 

There were two main reasons behind the great increase of interviews conducted; the first 

reason was the authors’ restrictions to transcribe the interviews since the co-operating 

company required confidentiality. Thus, the time initially thought of as needed put on 

transcribing could instead be put on more interviews to collect as much data as possible. The 

other reason was that the authors found a pattern among the respondents of answering with 
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only parts of the truth, why an increased number of interviews inevitably put together more 

parts of the truth. 

Some respondents were subject to more than one interview due to insufficient time in the first 

interview but also because of the reason that some employees had unique knowledge about 

the background of the acquisition and the company as a whole. This led to temporary 

deviation from the basic questionnaire in order to support the underpinning understanding of 

the target company, Company C. This helped the authors to get a picture of the situation but 

also to interpret if each efficiency drawback identified actually originated from the M&A 

integration or if the efficiency drawback came from before the acquisition. 

3.2.3 Control group 
For increased credibility, the authors also wished to support their findings with a control 

group (Collis and Hussey, 2009), which in this study was represented by two separate groups. 

The first control group was represented by five employees from the other acquired company, 

Company B, and the other group was represented by four employees from the large 

enterprise, Company A. In this way bias could be hindered in the way of keeping the 

perspective as objective as possible. 

3.3 Observations 
For the reason of being able to accomplish as many face-to-face interviews as possible, and 

being able to perform observations at the office on a daily basis, the study would best be 

located in the area and organization of interest, i.e. the target company, Company C. This 

decision was also appropriate for the other method selected; observations. With this 

settlement, the authors were able to be up front with the employees concerned and to be part 

of any potential unforeseen organizational change in their natural setting (Yin, 2012). 

The reactions among the employees as a result of the presence of the authors have been taken 

into consideration. The most obvious reactions noticed were uncertainty and tense among the 

employees. This uncertainty might have come from the employees being in an already 

uncertain environment due to the change of ownership of Company C, why misjudged 

illusions aroused regarding the goal of the authors presence. 

By being located at the target office for three months, the authors had the opportunity to 

attend to meetings, having spontaneous conversations with employees and observing the day-

to-day interaction between employees. 



 

32 

3.3.1 Diaries 
Diary methods can be used to capture events, what people do and their thoughts and feelings 

(Collis and Hussey, 2009). During the study there have been a large amount of different 

impressions and information to consider for the authors. Not all of these were possible to 

record why both authors wrote down impressions and thoughts about feelings, atmosphere 

etcetera every day in each individual diary. Since most of the spontaneous observations could 

not be recorded, the diaries were vital and helpful tools to remember these occasions as 

correct as possible. 

For the authors to capture as much as possible of the moment for each different situation, 

such as meetings, social events or interviews, diary notes were helpful. This since important 

aspects of for example the respondents’ body language, attitudes toward colleagues and also 

the feeling of truth the authors received could be written down. For the authors not to forget 

important information the diaries were written as soon as possible after each event and the 

reason the authors wrote individual diaries was to later be able to compare them in order to 

talk about different situation interpretations and most important of all; to reduce bias (Collis 

and Hussey, 2009). 

The diaries were written in Swedish, which were the authors’ mother tongue and more 

importantly; a language different from what was used in the country the authors visited. For 

this reason, the capability to write secret diary notes during on going meetings was possible. 

3.4 Analyzing the data with earlier studies 

3.4.1 Literature review 
The study started with a broad review of the literature from earlier studies within the area of 

M&A integration. The reason for this review was for the authors to get a background of the 

area of interest for the study and to be able to plan the case study and produce a template for 

the interviews. As the study developed and the interviews started to give results, the areas 

studied in earlier literature became more specific. These more specific areas included 

efficiency- and productivity implications. 

The authors continued to gain information from earlier studies all along the case study for the 

reason to be able to analyze and discuss the findings. The literature analysis became more 

specific as the findings from interviews and observations at the target company, Company C, 

moved on. The findings implied more specific parts of efficiency implications that showed to 

be important according to the interviewees, such as leadership, communication and culture. 
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3.4.2 Categorizing the findings 
To be able to get an overview of what parts in the findings that were the most important the 

authors started to categorize the collected data after the first 23 interviews. All notes from 

interviews and the diaries were read through and categorized into interesting areas of 

efficiency drawbacks. The recordings from interviews were listened through to expand the 

summary of the findings from all the collected data. Out of this, the authors produced the 

interview template for the second round of interviews; the semi-structured interviews. 

3.4.3 Analyzing of the final data 
After all interviews were conducted all the collected data was analyzed. The notes from the 

interviews and the diaries were gone through as well as the recordings from interviews were 

listened through. The data was summarized into the most iterating areas, which the 

interviewees had pointed out as the most important efficiency drawbacks arisen from the 

M&A integration. This data was then analyzed with earlier literature in the field, from the 

literature review. This way, the authors attempted to interpret those efficiency drawbacks 

specific for this complex M&A integration process, were multiple companies from different 

industries were combined. 

3.5 Quality of data 
Each interview was held for one hour maximum and was initially asked to be recorded. As it 

turned out, all interviews, except one, were agreed to be recorded. Also, some interviews 

could not be held as long as a full hour due to the respondents not having that much time to 

spare, why the authors compressed these interviews to 30 minutes only, for those interviews 

to take place at all. 

There were some declines to interview requests, where most of them were basically due to 

the respondents not being interested in participating because they thought they could not add 

any value to the topic of integration. Other declines were because the respondents were 

hindered due to hierarchical restraints; these respondents were on top levels in the hierarchy. 

For the telephone interviews the authors had access to a conference telephone why even those 

interviews were possible to record. Since the majority of the interviews were recorded, it 

increased the quality of data tremendously because of the fact that the authors could go back 

and re-listen and thus confirm the truth of the interviews in hindsight. 

The advantage of using multiple sources of data, i.e. many interviewees at different 

hierarchical levels and departments in the company, observations, diaries, and being two 
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authors, i.e. with different experiences and views, was that it reduces bias. This method is 

called triangulation and it leads to greater validity and reliability (Collis and Hussey, 2009). 

The qualitative nature of this case study makes the research focus interpretivistic. As a result 

of that the validity is high, as cited from Collis and Hussey (2009, p. 65): 

The interpretivist’s aim is to gain full access to the knowledge and meaning of those involved 

in the phenomenon and consequently validity is high under such a paradigm.  

To have a high validity in an interpretivistic study is favorable, since that indicates an 

accurate reflection of the object being studied. If the authors for example, would have stayed 

in Sweden and performed telephone– and e-mail interviews exclusively, they would most 

likely have encountered problems in terms of misrepresentative answers. This problem was 

diminished through their physical attendance, which gave the possibility to make own 

observations of the phenomena being studied and correlate these with messages received and 

ulterior vibes noticed. The physical presence and the fact that the authors individually had 

different perspectives and experiences increased the validity of this study. The amount of 

interviews predicted in this study, with the predetermined importance of hierarchic spread 

and differentiation on insight in the M&A process, was yet another parameter that increased 

the validity in data of this research. 

Since this study concerned a unique and complex M&A situation, and the interviews gave 

place for the respondent to speak freely, the study would not be possible to exactly replicate, 

which means that the reliability of the study is low. There has been research on replication in 

terms of direct replications and theoretical replications, still replications concerns the same 

findings under the same conditions (Yin, 2012), which the authors find hard to achieve in this 

case. Thus, reliability according to Collis and Hussey (2009, p. 64): 

Reliability refers to the absence in the differences of the results if the research were repeated. 

Since the study was interpretivistic, where the authors’ thoughts and interpretations affected 

the result, reliability was never very significant. There was however no intention from the 

authors to make this study exactly replicable, due to the awareness of its qualitative and 

interpretivistic nature. Instead what was interesting, was the comparison to literature and 

analyzing further therefrom (Yin, 2012). 
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3.6 Summary of the methodology 
To be able to conduct deep, qualitative data that is required to answer the purpose of this 

study, identifying possible efficiency drawbacks as consequences of M&A integration 

processes, the methodology chosen was a case study. The authors were based at an office of 

the target company, Company C for a three months period. The methods for data collection 

were interviews and observations, which were interpret in separate diaries by the two authors 

of this report. Most interviews were face-to-face for the reason that 70 percent of the 

communication is nonverbal, meaning that it would be easier for the authors to interpret the 

findings. 

After gathering all data from interviews and observations the data was analyzed. The notes 

from interviews and diaries were read through and the recorded interviews were re-listened 

for the summarizing and categorizing of the findings. The findings were then analyzed with 

earlier literature in the field. Regarding the quality of the data there have been different 

attempts to increase the quality by reducing bias. The main method for this was triangulation, 

where multiple sources of data were used, and also the advantage of being two authors. 
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4 Empirical setting 
This section presents a short background story to Company C prior to the acquisition 

announcement, directly after the acquisition announcement and the present status of merging 

into Company D at the time for this study. Last out in this section there is a timeline including 

highlights from the acquisition and onwards, with its last stop to be the completed 

integration. 

4.1 Before the acquisition 
Before the acquisition the studied office of Company C was had been the head quarter since 

the company was founded some decades ago. For this reason the organizational culture 

created was family like, with a quite flat organization structure. This organization structure 

was somewhat changed first when a private equity company bought the target company, 

years prior to the acquisition this study has now been interested in. The private equity 

acquirer implicated the first major change for Company C and forced it to deal with a lot of 

stress and challenges in order to cut down costs and prepare for a profitable sale. Still though, 

the studied office was head quarter and business was more or less run as usual. 

4.2 The acquisition announcement and the following integration 
Company C was acquired, some years ago, by the larger enterprise, Company A. The first 

announcement of the acquisition was made by the CEO of Company C and was said to be 

“business as usual”. The announcement later turned into merging with Company B. The 

initial planning was poor and it changed repeatedly after the announcement. Not too long 

after the acquisition announcement, the CEO for Company C left. With that leave the 

integration froze. No one could step in and take the old CEO’s place, and for a longer period 

of time there was an interim CEO double working. During this time the company’s name 

changed but other than that business was more or less as usual except for the uncertainty in 

what tasks were really needed to do and what tasks that might be done in vain, due to the 

integration. 

A new CEO was later announced and that change led to a more hierarchical organization with 

the CEO and all high executives being stationed on another continent in the world, belonging 

to the acquiring company, Company A. The studied office was no longer the head quarter, 

just an office within the new company, Company D. 

4.3 The M&A integration status at the time of the study 
Today, the integration status of Company C could be seen as divided into two separate parts; 

one part being merged with Company B, thought of as in the same sort of industry; systems. 
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And the other part being integrated with the larger enterprise; Company A, belonging to the 

industry of products. These two parts occurs simultaneously and interdependently. This was 

shown earlier in Figure 1 of the company constellation. For the empirical setting however, 

the overall timeline with highlights can be seen in Figure 6 below. 

Still for the time of this study to be conducted; now turning into years after the acquisition, 

the integration is not completed. A new CEO has been put in place and has started to get to 

know the organization and seen its potential advantages and disadvantages. Signs from the 

long period of time with absence of leadership can still be found in Company C, at the time 

for the study. The cultures are still not united, and there are distinct grouping and confusion 

regarding the overall planning and handling. 

One thing that may be distinguished in the organizational culture is the view of looking from 

either front office or back office perspectives. With that means the company’s customer 

facing site being the front office and the supporting non costumer-facing site being the back 

office. However, these two sites are more or less interdependent and are likely to work better 

unless being seen as too separated from each other. 

The integration is more on going than it has ever been and most employees are overloaded 

with work. For this reason there is no time for internal analyzing of “lessons learned”. 

Instead, the company is focusing on the coming future and the continuing integration work 

and how to make it as efficient as possible, by only looking forward, not backwards. This is 

where efficiency drawbacks come in. Identifying these can make everyday integration work 

more efficient for the individual employees for the entire process to proceed smoothly. 

 

Figure 6. Timeline of the empirical setting. The timeline highlights important events of the M&A integration work since the 
acquisition of Company B. 
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5 Findings 
This section presents the findings from the interviews and observations included in the 

conducted case study. The findings were collected at the second acquired company, Company 

C, during its on going merge with Company B to form Company D. The various efficiency 

drawbacks identified are presented first in form of chronological highlights. After that, there 

are two sections of specific efficiency drawbacks identified; the first one presents the ones for 

the target company, Company C and the second one presents the ones for the new merged 

company, Company D. 

5.1 Chronological highlights  
In this section the efficiency drawbacks are highlighted, presented and motivated in 

chronological order. 

5.1.1 Surprising acquisition announcement 
Most of the respondents expressed that, even though they were not aware the announcement 

was coming, there was an overall positive feeling in Company C directly after the acquisition 

announcement. They thought it was good news that specifically a larger enterprise bought 

them. The most important reason for this positivity was that Company C was owned by a 

private equity firm prior to the acquisition, which was implicated by insecurity and lack of 

stability. The first announcement told business was supposed to be run as usual, nothing was 

going to change. This was told in person by the CEO at an official meeting. 

Thus, many employees thought and wished for a change when being purchased by the larger 

enterprise with its possible assets, experience and sustainability to supply the business with. 

And also, the employees longed for stability. From interviews with employees from the front 

office of Company C it was expressed that the announcement gave new hope to people. After 

a period of cut downs and savings throughout the company, these employees expressed how 

the acquisition equaled new investments in terms of example courses and trainings to extend 

the business. This they meant gave room for new possibilities. 

5.1.2 Leaving CEO 
Shortly after this the CEO at Company C left. The overall impression among the interviewees 

from all hierarchical levels within the organization was that the acquirer, Company A, could 

not see that move coming. Meanwhile, the acquirer was perhaps blinded being occupied with 

the not yet completed integration of Company B. This is the reason why there were no initial 

resources or planning put into the acquisition integration of Company C, which gave the 

integration work unfortunate poor start conditions. 
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The lack of leadership in the beginning also created the foundation for inconsistent and 

insufficient communication and information spreading in the continuing integration. This in 

turn led to hard conditions in form of poor employee understanding for the integration work 

and what it meant. 

Many respondents have during interviews explained how they at an early stage in the 

integration felt confused towards the future and insecurity for the next steps. They also 

remembered how communication was shut down and how no new information came out 

regarding integration issues, at all. That insecurity had, at the time of this study’s ending, still 

not vanished. 

The bottom line was that Company C was left without a leader for a significant period of 

time, which inevitably put the integration on hold. And then came from nowhere, as some of 

the employees described it during the interviews, the new announcement that Company C 

was supposed to merge with Company B, the company acquired by Company A prior to 

Company C. For the employees this was a paradigm shift going from ”business as usual” to 

being merged with Company B. Company B was geographically located on another continent 

in the world and though in the same agile industry in another segment of that industry. From 

Company A’s perspective however, the industry that Company B and Company C belonged 

to was the same. 

For a long period of time the company was thus left without the CEO but also an integration 

leader, i.e. a person responsible for the acquisition integration and information to the 

employees. The only action the employees noticed during this period was that the company 

changed its name. The main focus was instead on finding a suitable replacement for the 

former CEO. 

What also happened meanwhile searching for a new CEO was the reconstruction of 

authorities. Respondents expressed during the interviews how they were told from Company 

A that they were no longer allowed to do specific tasks, but not told what they should do 

instead or where to turn in specific situations. These restrictions made many employees feel 

their hands were tied and thus they lost much of their work motivation and spirit from that 

treatment. 

5.1.3 The questioned name change 
Not too long after the former CEO left the target company, came another overwhelming 

change; the name change. This turn both surprised and disappointed many employees, and 
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specifically those being in the company for a longer period of time. The major reason 

disappointment aroused was the lack of communication and information regarding the final 

decision. During the interviews respondents mentioned that there initially had been some sort 

of market investigation performed regarding what name the new Company D should 

preferably have. Though, neither the results from that study nor the motive behind the ulterior 

decision were ever specified. What these employees instead would have liked to see was a 

total name change, well communicated to all employees and stakeholders concerned. Also, a 

thorough explanation behind the decision would have been preferred. The employees being 

with Company C for a long time still express ambiguity towards the name change. Many of 

the employees interviewed for this study has expressed it: 

If you got to rebrand it, then rebrand it totally. 

Employees have also declared that the hasty name change brought to the table that they now 

on a daily basis must communicate why and what the business is about. They mean that the 

name change does not cover the whole picture and meaning of the merge and furthermore the 

name change. Some respondents have called this “loosing identity”.  

For that reason, many of the interviewees and especially those that have been with Company 

C for a longer period of time, express that they still identifies with the former name and 

identity. The newly hired employees on the contrary, often identify themselves with the 

acquirer, Company A, instead. This has in turn led to the following conviction amongst many 

employees: 

The name won’t last. It will be changed; it’s just a matter of time. 

What employees instead have suggested during the interviews was for the name to change 

totally, into something referring to the acquirer and/or the industry of interest. While doing so 

all customers of the former companies should be informed about this merge and the name 

change. Main reason for doing so and the benefits thereof would be that employees, 

stakeholders, and customers would regain trust in especially the acquirer, Company A, but 

also the new merged company, Company D, according to the respondents. 

Also, many of the respondents claim that perhaps most important of all; the customers are 

still confused about the name change. This, because of the new unclear product portfolio and 

the translucent split company identities.  
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5.1.4 The new CEO in place 
After a long period of time being put on hold and only with an overloaded interim CEO in 

place, a new CEO for the merged company, Company D was finally announced. Now, crucial 

tasks coupled to the integration process started to be accomplished. Many of the employees 

interviewed thought the direction for the integration and the work tasks at the company were 

unclear before the new CEO started. The new CEO however, put much effort into clarifying 

at least the right direction. 

From this moment is where most of the interviewees have requested a consistently updated 

integration plan to which all employees should have access. Along with this request, the 

employees would have liked integration information sharing regarding the integration 

progress and work tasks to have been better. The futuret turned out more optimistically since 

the new CEO came in place and some of the employees started to see what the new CEO 

accomplished. Expressed by one of the interviewees: 

One thing that the new CEO has been trying to introduce to the business now, and I’m a 

massive supporter of this, is not essentially what we do and how we do it, but why we do it.  

This spirit might seem to be something Company C would have needed initially already; a 

leader with a forward bow spirit, a proactive leader. According to a few employees, the new 

CEO will perhaps have trouble convincing everybody involved to believe in the new merged 

organization. People got burned during the tough period before the CEO’s start and therefore 

they also became skeptical. Thus, now the staff needs to be “over convinced” that the merged 

organization will be possible to achieve. 

From the interviews the opposite has also been shown though, that the common belief among 

the employees at this state was that a good leadership still can make it possible to get very far 

in terms of a successful integration. One of the interviewees expressed that even though 

headhunted every week, the right thing to do was to stay in Company D. The reason for that 

was that the respondent shared the new CEO’s beliefs. This employee had even had the 

chance to meet the CEO initially. 

Before the acquisition Company C was a flat organization and the employees extant from that 

time described the significant change in the structure due to the integration. The company 

went from having the CEO as “one of the employees”; being able to talk to the CEO by the 

coffee machine or step by the CEO’s office with any questions. Today instead, the working 

environment has turned to a more hierarchical organization with the CEO and the high 
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executives on top, geographically placed on another continent in the world. As a consequence 

of that the employees at the studied office, the former head quarter, now felt that their 

opinions and input were no longer important, which was a significant change from before the 

acquisition. 

5.2 Efficiency drawbacks identified in the target company, Company C 
In this section the efficiency drawbacks identified in the target company, thus Company C, 

are presented and motivated. 

5.2.1 Insufficient information spread 
The current perception at Company C was that many respondents were surprised that the 

integration process communication was “spoon fed”, sharing only a small piece of 

information every time. This has made the employees become skeptical towards the 

integration work, merely due to the lack of clarity and transparency regarding information. 

The insufficient information spread has made people start wondering about the situation, 

Respondents have during interview expressed how they instead have started making own 

hypothetical conclusions. This has sometimes also been seen as silencing of information and 

more of a “pad on the back” environment, the managers was only lifting things that was 

working and progressing and left the problems unspoken. The intention of this might have 

been to keep the staff happy and optimistic, but it turned out just the other way around. 

The lack of information spread has been a change management issue throughout the entire 

integration work. The motivation of talking and filtering information down has shown to 

become weaker as soon as the information leaves the executives meetings, which could be 

understandable since they do not know how long the information will be valid. This lead to 

the information stopping and thus not reaching out to all employees affected. 

Also, as an effect of insufficient information spread, some work was never done at all, i.e. 

absence of work. This was due to people trying to prioritize depending on pure assumptions, 

what work may be done in vain since it would later be deleted or removed as part of the 

integration anyway. 

Interviewees from Company C mentioned the efficiency drawback of information silence as a 

result of anxiousness, of delivering wrong information, within the executives’ team. These 

interviewees expressed that whatever will be chosen to go with in terms of integration will 



 

43 

not be set in stone. Tasks, tools, and decisions might as well be improved later, but still these 

employees have a will to know what the direction and plans are right now. 

Herein lies the dynamic between getting the integration approaching perfect compared to just 

getting something in place and going forward with it, in order not to lose momentum or 

distract the business too much with the process. Information spread would be a good start to 

not lose momentum, according many employees. 

The issue with the information not being filtered down properly also resulted in other 

difficulties; for one thing many of the respondents mentioned how hard it was to know what 

to do since no one was in charge. And to be honest, the authors were not always answered 

when they asked the follow up question on this perplexity:  

If you don’t know what is the next step or what work needs to be done, what do you work 

with? 

5.2.2 Missing integration leader 
The majority of the employees have expressed their wish for an integration leader to lead the 

way and to communicate the planning and progress. Throughout all interviews the confusion 

regarding who was in charge for the integration process was obvious; nobody knew. 

Everybody thought and presumed however, that someone ought to know somewhere in the 

organization. Figure 7 below shows the response towards the existence of an integration 

leader in the target company; Company C. 
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Figure 7. The response to the question: ”Who is the integration leader?” As can be seen in the pie diagram the majority of 
the respondents (37 %) do not know who is the integration leader but they are convinced there is one. Regarding the 
answering to Name 1 and Name 2, which are both false, there was initially an assigned integration leader (Name 1) who 
lasted only for a shorter time. Also, there is an on going internal project covering the entire organization at the moment and 
its Project Manager (Name 2) is sometimes mistaken for the integration leader. 

Throughout the study it became clear to the authors that Company C had suffered a lot due to 

lack of leadership in different forms, both CEO and integration leader. The lack of integration 

leader throughout the acquisition integration raised the employees’ eyebrows substantially 

and consistently. Even with the renewed CEO leadership in place in Company D, the lack of 

integration leader issue remains. Respondents claimed that the CEO after all has a job 

separate from improving the integration implementation and therefore needs assistance in 

form of an integration leader for the specific integration work not to be distracted from his 

own work. 

Distraction can come in various forms however, where one in this particular integration 

process was the extra workload put on the employees. This was mentioned in several 

interviews, especially in those where the respondents had background experience from 

earlier, successful acquisition integrations. 

The majority of the respondents felt the lack of planning, which they mostly blamed the lack 

of leadership, being the main reason behind the vast amount of issues that needed reactive 

work. People felt unprepared and improperly supplied for that sort of working approach, but 

most important of all they felt that they do not support that sort of performance. Many 
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respondents referred it to “firefighting” which unfortunately was more of a rule than 

exception during the integration work. With that they meant that they, due to the workload, 

never had time for proactive work, instead they had to solve critical problems whenever they 

arouse. The respondents expressed that this issue comes from the lack of leadership in the 

integration, which in turn led to a lack of information, planning and structure. 

5.2.3 Planning and structuring 
From a change management perspective, the integration work has been quite poor since it has 

missed out on an integration leader and hence also suffered from a lack of an integration plan. 

Many employees were therefore confused regarding where the integration status was at the 

moment. The following was expressed by one of the employees interviewed: 

If you ask me we could have been integrated yesterday, I wouldn’t know. 

Mentioned during interviews were also a wish for planning and structuring every day’s 

business in terms of legal contracts; templates, guidelines and streamlining of processes. The 

fact that both the acquired companies, Company B and Company C, were being integrated 

into the acquirer, Company A, a huge organization with many years of experience, inevitably 

led to time related problems. One respondent expressed this challenge being that the success 

of Company C lied much in being agile and the acquirer in comparison to that particular 

preference had a totally different timeframe: 

I thought that the acquirer would be incredibly efficient, which they maybe are but, then I 

discovered that they are very process driven, which does not fit very well with our business. 

For instance Company C had a much more pressed timeframe before the acquisition with 

flexible rules making deals and closing contracts, while the acquirer, Company A, was strict 

and put much more time and consideration into any deal’s approval. For example, approval 

processes that could take hours prior to the acquisition did instead now have a time 

consuming administrative part which counted for days, or even weeks. This planning and 

structure of approval processes did not correspond too well to Company C, or Company B for 

that matter. 

Company A had however made many acquisitions before this one, why many employees 

assumed that there should be a “standardized integration plan”. This plan was thought of 

including mandatory information and transparency to the new part for how to integrate the 
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newly acquired company. One of the respondents stated the following during one of the 

interviews: 

I was expecting that they [Company A] would walk in the door and say: “Here’s the 

package, this is how you do it!” It hasn’t been packaged enough to make it easy for people 

and that doesn’t give people a good view of the integration. 

5.2.4 No existing role definition or work delegation 
As a consequence of the lack of information, planning and structuring about the on going 

integration led to a fairly unclear picture of the wanted completed integration. The reason 

some work was never done at all, was due to people trying to prioritize what work tasks were 

important. Thus, depending on pure assumptions they had to guess what work tasks might be 

done in vain since it would be deleted or removed as part of the integration anyway. As 

quoted from one of the interviews: 

It has been ineffective not to know what the plans are because of the simple fact that you 

don’t want to put time on something that might vanish. It’s been important to prioritize. 

This also revealed some of the difficulties the respondents mentioned regarding knowing 

what to do exactly since they did not get any information about the integration. This lack of 

information also led to double work, for example when having different processing systems, 

e.g. Finance, IT, HR, that needed both automated and/or manually updating procedures while 

trying to correlate them. 

The confusion regarding what to do also lead to the employees’ inevitable time consumed on 

cleaning up, due to integration issues. What “cleaning up” has meant for the employees was 

deletion of old and out dated processes meanwhile understanding the importance of the 

sustainable replacements during the integration. This work had no predetermined planning, 

nor structure, meanwhile many interviewees talked about this as something prerequisite 

before the integration work to start for real. One respondent told it matter-of-factly: 

Much of my time has been put on cleaning up. Before you can breathe new air again there is 

a lot of time and energy that goes to cleaning. 

When the interviewees talked about their roles in the integration, many of them answered that 

they never had any role. This, while some others of the interviewees worked directly with the 

integration, having that as their 100 percent work task.. One respondent said: 
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In terms of the integration project, I’ve been involved… well, I was never given a formal role 

but I’ve been supporting some of the key aspects of it from my perspective. 

The earlier mentioned extra workload that comes normally from any integration has 

unfortunately also been an issue in terms of unnecessary mistakes. More work due to the 

integration led to employees working late nights and extra weekends, which sometimes was 

seen as problematic. For one thing it caused extra workload on top of the ordinary work, and 

according to the respondents this extra workload was never calculated for. No extra resources 

were put in to the integration to help out and support during the integration period. A few 

employees responded to this pressure with resignation, irritation and dissatisfaction: 

At four o’clock I’m out of here! 

There is also an on going process in the integration regarding the different approach in 

businesses and industries between the three companies. These have led to global role 

confusion within the organization. One interviewee discussed opportunities that follow the 

integration change: 

To me this is all a journey, companies get bought and sold; this is interesting! What is gonna 

happen here? There are lots of opportunities; to be able to travel -now I can work in almost 

every country in the world, an opportunity that I didn’t have before! 

That way, the employees have been let to work in separate roles and not forced into any 

unified culture or belonging. Additional to the extra and unspecified integration workload the 

lack of change management led to unspecific instructions of what integration connected work 

tasks were supposed to be done and by whom. When the authors asked about whether there 

had been double workload because of the integration one of the respondents answered: 

Double workload? It’s more like triple or quadruple workload! 

5.3 Efficiency drawbacks identified in the merged company, Company D 
In this section the efficiency drawbacks identified in the merged company, thus Company D, 

are presented and motivated. 

5.3.1 Wanted but absent cross sectional understanding 
The lack of organizational culture has been a subject that many of the interviewees brought 

up as something clearly hindering the efficiency. The not yet unified culture has slowed work 

down since the communication between the departments has been negatively affected. This 
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problem has been well articulated throughout the interview sessions and a common response 

to many of the interview questions therefore started with: 

I can only speak for my own department. The others I cannot comment on… 

On higher levels in the organization, the impression could be seen as better compared to the 

lower levels. People started asking for rhyme and reason, where the impact of information 

access might be the key difference to that behavior. In the higher levels of hierarchy most of 

the information was filtered down all along, why anxiety could not be as evidently as in the 

lower levels within the organization. Since the acquisition and furthermore the integration 

start, major decisions had taken place. During the integration great changes had been declared 

among the higher management levels. Only a very small amount of information had been 

filtered down from the top levels down to the lower levels in the hierarchy during any of 

those changes. For those involved in the integration process it had apparently been utterly 

confusing at times, due to the lacking communication and non-existent cross sectional 

understanding. 

The respondents expressed that in the best of worlds they would like to see interactive 

sessions for planning, brain storming and input possibilities, internally as well as externally. 

Workshops and/or weekly- or monthly meetings, preferably cross sectional for interactivity 

between the different departments have been suggested during the interviews. 

That the employees of the organization needs to know more about themselves as being part of 

the new company, Company D, was reason that motivated these wanted cross sectional 

meetings. These meetings should preferably not be held as telephone conferences; instead 

people need and want to meet in person. Respondents have also expressed the importance of 

good communication channels and possibilities to keep the best of both the acquired 

companies, Company B and Company C, and thus the attributes that make these companies 

successful. In the continuing integration work monologue meetings and other ways of one-

way communication should therefore try to be avoided since the employees need to interact 

in order to be productive and interested. 

Regarding interaction in the organization it also appeared that employees saw the integration 

differently depending on where they were seated in the company, e.g. front office or back 

office. 
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As one of the respondents wanted to make clear, one major reasons of the acquisition was to 

make it simpler for both the employees and the customers in the end: 

After all, it’s a people’s business. Everybody needs to be involved. 

Though, with all the internal communicational problems of not being fully united it has been 

hard to show a seamless front to the customers. Another respondent said the costumers have 

most certainly not noticed too much of integration problems at all. Now the difference 

between these two respondents were there positioning in the company, department wise. The 

former respondent was part of the front office (costumer facing) while the latter was in the 

back office. Perhaps Figure 8 below can straighten out the perplexity of this ambiguous 

answering. What is explained in Figure 8 came from one of the respondents trying to clarify 

the internal frustration and misunderstanding caused by the current insufficient 

communication: 

 

Figure 8. The table problem. Around this table, there are four people looking at the same “symbol” placed on the table. This 
symbol is identified as something similar to capital “W” by Person 1. Now, instead look at it from Person 2’s perspective 
where the symbol looks more like the number “3”. From where Person 3 is sitting, the symbol looks again different; like the 
capital “M” and last Person 4 sees something reminding of the capital “E”. Now, will these four persons all say that they 
looked at the same table and saw the same thing? More interestingly; what will they tell others about the symbol they saw 
and will that be correct? Also, please note that the symbol is not a perfect symbol from any perspective; instead it is open to 
free interpretation, just as in the case of authentic problems that may arise as a consequence of complex M&A integration 
work. Communication from where you see it! 

Since the acquisition announcement the customer facing front office has appeared to be more 

easily integrated than the back office. This fact has been noticed due to initial customer 

satisfaction followed by when the customer comes to contracting and/or invoicing, i.e. back 

office; then they cannot avoid coming in contact with incomplete integration, e.g. separate 

contracts. Situations like that have confused the customers and made the entire customer 
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relationship unbalanced. Costumers have however often remained loyal in spite of these 

mentioned internal communicational conflicts and stayed for pure nostalgic reasons. In fact, 

one costumer personally contacted one of the interviewees to inform about the contracting 

problems: 

This contract closing took almost three weeks. Three weeks! If I would’ve instead chosen a 

similar product from one of your competitors it would have been a done deal within 24 hours. 

You just make it too hard for me to be a costumer to you! 

5.3.2 Difficulties due to different time zones and rumoring  
During the authors’ stay, there were a number of employees that had to leave their positions 

as a normal consequence of the changing environment of merging and acquisition activities. 

This led to anxiety which was observed as the atmosphere getting tense and since there was 

no existing information spread nor good communication, employees did not know exactly 

what was happening and if they would be the next to be fired. This led to a lot of uncertainty 

among the employees and a quite tense atmosphere at the office. 

According to many of the employees the lack of information filtered down from the 

manager’s level raised insecurity and uncertainty among the employees, and furthermore as a 

direct consequence to this uncertainty rumoring came into existence. A lot of anxiety was a 

mere result of the lack of information and communication. The employees on lower levels in 

the organization did sometimes express their interpretation of this silence as; people will get 

fired. This worried the employees who do not want to become redundant and lose their jobs, 

why some therefore tried real hard to show off for their managers while other instead tried to 

hide. Expressed by one of the interviewees: 

I’m keeping my head down. Out of sight, out of mind. 

Throughout the interviews the employees on the lower and middle hierarchical levels in 

Company C showed to create their own reality; the lack of information and communication 

had made people start rumoring and having imaginations. According to many of the 

interviewees they were ready to be flexible, provided that they had at least any information to 

rely on. Basic and consistent information was what was necessary in order not to feel 

excluded, as one of the respondents discussed it; 

This is where we are, this is where we want to go and this is how we’re planning to do it. 

Then, of course plans can change but what then should happen is immediate informing: O.K., 
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something came up, we cannot proceed as planned, so instead we’re going to do like this 

now. 

As a natural effect to feeling excluded and being in the middle of rumoring, lack of 

motivation of performing on a day-to-day basis, became a problem. In the studied company, 

Company C, there was a present communication issue, as already mentioned. Considering 

what many of the interviewees expressed “what communicates gets done”, and not much was 

well communicated at the company, this was really an issue. Many doors were kept closed 

and the atmosphere was tense with many unanswered and even unspoken questions. Meetings 

were held in large groups, where most employees felt uncomfortable to raise their voices. 

There was a calendar incompatibility mentioned, during some interviews. This was a critical 

efficiency drawback due to the location in different time zones being a global organization. 

This had led to correction of times, confusion and expensive telephone calls, often early in 

the mornings or late in the evenings, to straighten things out - which slowed processes and 

efficiency down. It caused unnecessary frustration and extra administrative work. Some 

respondents expressed that after a while they simply gave up and instead waited for someone 

else to do these work task. That means that normally hard working employees felt held back 

by invisible walls of undefined and missing guidelines. This slowed efficiency down on a 

daily basis. 

Also, the advantage and disadvantage of being on different geographical locations interacting 

worldwide and not region specific had an impact on the integration work. What normally 

could take hours or a day to decide now needs to be confirmed with co-workers or 

counterparts on another continent in the world. Same process could therefore instead take 

days or even weeks, which many employees explained with both different time zones and 

geographical locations but also differences in company cultures. 

Changing company cultures is never easy, which most employees said they were aware of 

from the beginning. Some even uttered it might be the hardest part in the integration and 

could therefore take many, many years. The issue of bringing all the different countries, time 

zones, cultures, expectations, dreams and wills together to work towards common goals was 

something that the company was struggling with. Believing in a prosperous future and 

communicate this in a way that works for everyone within the organization could be a way to 

get there, according to some respondents. 
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The new CEO held meetings every second month where all employees could attend via 

telephone. These meetings were meant to organize the company worldwide, communicating 

and spreading information. One problem with those meetings however, according to some 

interviewees was that those meetings were set too close to for example monthly deadlines 

and/or quarterly closures. That made it almost impossible for many employees to participate 

in those important meetings. Another problem was that the subject of the integration, the 

plans and future were often not even mentioned even though they ought to be large parts of 

the organization and the everyday work to many employees. 

5.3.3 Split identities 
The time of absent leadership imprints the company still at the time for this study. For one 

thing, this could be seen in the split identities and company cultures existing in the company, 

where major grouping has occurred instead of unification. Through the interviews employees 

expressed their willingness to be part of the new organization. One of the respondents stated 

the importance and longing for having a united culture: 

To me it’s all about balance and I just don’t think we have balance at the moment? But then 

again, you can’t make a new culture like that, it takes a long time! 

Nonetheless, the three including companies are all interested in putting strength and resources 

effectively on one united effort for a successful M&A integration. On higher levels in the 

hierarchy within Company C the employees imagine being united regarding the integration 

work in a near future. One of the respondents commented on this: 

Being on the same page and being comfortable on the same page is a different state. 

The way Company B works has not been seen as the proper way of connecting and 

networking with people from a Company C point of view. What was the ulterior difference 

were the cocky attitude and the perhaps not so humble approach towards customers. Lately, a 

more restricted approach has had to be accepted for both Company B and Company C via the 

impact of former employees from the large enterprise. These employees of former Company 

A filled the gaps of prior Company C executives that left. This led to new bureaucracy that 

did not exist in Company C before and many employees have found it very hard to 

communicate and have any input.  

Identification with the organization has been utterly expressed as important and an absolute 

need for the employees of Company C to feel comfortable and motivated to work for the new 



 

53 

organization, Company D. In Company C the identity was fragmented and most of the 

interviewed employees did not identify with the new organization. Instead, as shortly 

mentioned in the section “Name change” section, many employees identify with their last 

company belonging. What this has resulted in is what Figure 9 shows; split identities within 

Company D. 

 

Figure 9. Split identities within Company D. A pie diagram that shows what company the respondents identifies with. The 
majority is trying to adopt the new identity of the new Company D, while still a large amount of the respondents feel 
obligated not to leave their old identities. Mostly because they feel there is no new identity mapped for Company D. 

Today the internal identity can be seen as divided into four separate parts in Company D, 

seen in Figure 9 above. This was also noticed during the interviews, where people reckoned 

they belong to one of these four parts depending on what they do for work, mostly depending 

whether they work in front office or in back office. The primary reason for this might have 

been that many employees in the back office were newly employed, while the front office 

employees had been with the company for years. 

One additional reason, which a few of the respondents mentioned, for the separation between 

the four identities, was the absence of employees from Company C on the highest levels. This 

had led to that the employees, who have been with Company C since before the acquisition, 

mistrust on being heard. One respondent tried to explain the complexity of having separate 

wills and identities within the organization: 

We must learn how to herd the cats. 

This quote was sharper than perhaps the respondent understood when saying it, meaning that 

cats are lonely creatures; individualists and self-dependent.  
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5.3.4 The straits of upsizing and straightening 
There were approval processes restrictions that occurred along with the acquisition 

integration; these caused frustration and feeling of incapability among the employees 

costumer facing: 

Before, approvals were easy. Compare that to now, it’s a mystery when you put a deal in 

process. It’s a mystery where it goes and it’s a mystery when it might come back. 

There were other employees that saw these approval process problems from a slightly 

different angle where they understood the number of approvals were sometimes needed to go 

through to make the sale correct from a risk reviewing point of view. The approval processes 

showed however unfortunately, to be the same for even the smallest deals, which many in 

front office could not see the reason for. Also, the new restricted approval processes have 

seldom meant the final decision was necessarily any different - the whole process just took a 

lot longer time. One respondent from front office explained: 

There is a joke wandering around. But really, it’s not a joke. I think it’s true. There was this 

guy at the office who wanted to make a deal with this new costumer. To do that he needed 17 

approvals; 17 different steps! It’s ridiculous! 

The employees have felt that a dialogue regarding the approval processes have been missing. 

Most employees do not know whom to turn to regarding approval processes on a daily basis 

or with complaints or input of any kind. That has slowed down every day’s work 

significantly. 

For Company C to upsize to a hundred times fold bigger organization and organizational 

culture was overwhelming for the employees. Prior to the acquisition people at both 

Company B and Company C were used to make major decisions on their own on a daily 

basis. After the acquisition however, this changed into restricted approval processes from 

higher instance. With those restrictions some people at Company C felt the acquisition cut 

their ultimate power and input, both within approval processes and daily decision-making. 

Last but not least, many respondents thought of themselves as having nothing to do with the 

integration because it had not been transparent enough to them. Not through any 

communication channel had they heard or been told in what way they could contribute. Many 

employees asked for a common goal, which should be continuously communicated from the 

top management team. This, they said, would shape an including transparent identity and 
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culture, seen as such basic tools as milestones and/or a time plan. This could be very 

important since as mentioned before, those respondents feeling they were included in the 

CEO’s team had a good feeling about the future. 

5.4 Summary of the findings 
The findings are divided into three major parts where the first part is about the highlighted 

efficiency drawbacks in Company C, listed in chronological order. These efficiency 

drawbacks were identified as for example the surprising acquisition announcement “business 

as usual”, the leaving CEO who left the company just shortly after the announcement. And of 

course the questioned name change, which is still today a big issue within the organization. 

The second part is about overall M&A integration related efficiency drawbacks in the target 

company, Company C. Thus, the efficiency drawbacks identified were the missing 

integration leader who would need to point the right direction but also do planning and 

structuring as well as role definition and work delegation. 

The last and third part is about Company D’s overall M&A integration related efficiency 

drawbacks, thus the new and merged company. Here, efficiency drawbacks in terms of 

difficulties due to different time zones and rumoring who slow down and infect everyday 

work and motivation were identified. Also Company D’s four split identities were identified 

as a problematic area, since people want to share the same beliefs. 
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6 Analysis  
This section presents what has been analyzed during this study in terms of what efficiency 

drawbacks that could be identified in the target company, Company C, as an effect of the on 

going M&A integration. The section strives to put the findings in light of the literature, 

comparing it to see what differs and not, and also why so. 

6.1 Leadership as a key efficiency enhancer 
Literature points out different forms of leadership as crucial in M&A integration processes 

(Waldeman and Javidan, 2009; Appelbaum et al., 2007; Meckl, 2004). For one thing; the 

leader of the company, the CEO, cannot take on the role as the integration leader; instead all 

effort must be put on the role as the CEO (Meckl, 2004). This study has shown the 

importance of leadership in M&A integrations and the efficiency decline that absence of 

leadership can result in.  

6.1.1 Organizational change require leadership 
Acquisition integrations normally implicate large company changes why there is an assumed 

need for a leader, a change manager to coordinate (Maltén, 1998). This study has shown the 

impact of lack of different types of leadership, such as no CEO for a time, periodically no 

integration leader and lack of change management, for the M&A integration. This lack of 

leadership led to productivity losses since there were no clear directions, lack of information 

spreading and no integration plan. Therefore we have found that this lack of leadership 

resulted in extra workload and uncertainty among the employees, since they did not know 

how to prioritize their work. 

One crucial and vital leadership responsibility is to delegate work and roles within the team 

or organization (Maltén, 1998; Barnevik, 2013). In M&A integrations this function is even 

more important due to the critical change environments that M&A implicate that in some 

way affect everybody involved (Meckl, 2004). Being without a leader but also a plan 

Company C had neither work nor role delegating. What instead could be seen was how the 

employees had created their own work and roles, many times isolated and independently of 

each other. From an efficiency perspective and also from a sustainability point of view this 

course of action might not be the one preferred, since the working environment becomes 

isolated. Therefore we have found that this may harm the overall trust towards the leadership, 

which could be interpreted as a moral and ethical implication within the organization. 

As mentioned during an interview the respondent is staying at Company C even though 

headhunted every week because of a belief in the new CEO, which were based in when the 
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CEO met some of the employees in person at the beginning. This situation is known as one of 

the two leadership profiles studied by the two social psychologists Blake and Mouton, 

person-oriented (the other leadership profile being the task-oriented). The person-oriented 

leadership profile is characterized by the leader fulfilling, encouraging and stimulating the 

employees; creating a transparent vision of a common goal (Maltén, 1998). The study has 

shown that person-oriented leadership is of extra importance in a complex M&A integration 

since the leadership is harder to define when multiple companies are combined.  

6.1.2 Absence of top management and changed hierarchy 
As pointed out in earlier research a high turnover of top management leads to decrease in 

productivity (Lubatkin et al., 1999). The CEO and other executives leaving the target 

company in this study was the major efficiency drawback identified via the interviews and it 

was implicated by the absence of formal leadership. In accordance with Lubatkin et al.’s 

(1999) findings, the productivity within Company C decreased as a direct response to the 

impaired moral among the employees.  

Concerning leadership there have been studies conducted on different forms of leaders, some 

characteristics being more successful and appreciated among the employees than others 

(Waldman and Javidan, 2009; Meckl, 2004; Marks and Mirvis, 2011). For this study 

however, the leadership was totally absent for a longer period and thus the form of leader 

could not be evaluated at all. Instead, what the employees could interpret was the perception 

of being without a formal leader and/or leadership. This finding of Company C being 

leaderless for an extent period of time and the impact it had on the integration and the 

employees, was observed as quite unique for this M&A study. 

Regarding new hierarchies in M&A constellations, research and earlier studies have found 

that the roles and hierarchy levels may differ in different stages throughout the M&A 

integration. This may have the consequences of uncertainty and difficulties in performing 

without consistent leadership (Meckl, 2004; Lubatkin et al., 1999). For the complex 

constellation of this study, where three companies combined in two different industries and 

without any leader the uncertainty has been a big issue. Employees were anxious to make 

mistakes due to the new restrictions that were never clearly defined, which have had an 

negatively effect on their work performance. Therefore we have found that the unclear 

leadership and hierarchy have lead to efficiency drawbacks that can be interpret to be specific 

for a complex M&A.   
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6.1.3 Lack of structure and plan 
Structuring and managing of M&A projects are widely and consistently neglected despite the 

importance of a ”power promotor” or integration leader to manage the change that M&A 

integrations imply, and perhaps more importantly to make them succeed (Meckl, 2004). In 

Company C, there have been no structure and no managing of the integration work, still the 

attitude from the acquirer have been to complete the M&A integration as fast as possible. 

This has led to many problems since it is hard to work towards a common goal without a plan 

and a set goal.  

Planning and structuring of the M&A integration work cannot predict all problems that may 

arise along the integration. But to have an overall plan and basic structure would have eased 

the later occurring problems in the studied M&A integration work in Company C. This, since 

employees would have felt more at ease with a plan and leader in place giving instructions to 

follow and a common goal to strive for. Again, it cannot be underlined enough how important 

this insight was in this specific constellation of three companies, instead of as normally; two, 

being comfortable within two different industries. In earlier studies, this have been 

mentioned; planning and structuring in M&A integrations projects are recommended in terms 

of selecting proper staff and assigning responsibilities to avoid uncertainty that may lead to 

unwanted and thus unnecessary difficulties (Meckl, 2004). This study have shown the many 

issues arising from lack of planning and structuring the M&A integration, especially since the 

integration concerns three different companies within different industries.  

6.2 Communication to proactively avoid efficiency drawbacks 

6.2.1 The importance of transparency  
Transparency is considered important to efficient and successful integration processes that 

aim to sustain in quality (Berente and Vandenbosch, 2009). Yet, in the M&A integration 

process at the studied target company, Company C, there is no existing information 

transparency. The interviews have shown that information is a mystery to the employees and 

this has alarmed them since they have felt that they misjudged the acquiring company, i.e. 

Company A from the beginning. 

Company A has through history conducted and succeeded with numerous acquisitions and 

therefore gained a good reputation which many of the employees at Company C were 

initially well aware of. The key aspect that distinguished the elder and successful acquisitions 

from this one was that they all operated in the same type of product industry as the large 

enterprise. Hence, the concept and approach of this buy of Company C meant the entrance 
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into a new market and the competitiveness gained from getting into a new field of expertise. 

This study have shown that lack of transparency leads to lower productivity since the 

employees does not feel involved in the M&A integration. This problem has been enlarged 

by the lack of understanding between the employees of the different companies because of 

the belonging to different industries.   

6.2.2 Uncertainty among employees 
Earlier studies have shown that most employees’ expectations towards acquisitions are 

positive (Teerikangas, 2012), which has also been seen in Company C. The employees 

interviewed for this report expressed that the pre-integration feeling at the company was 

positive after the announcement of the acquisition by a lager enterprise. People thought this 

would lead to stability and sustainability but instead the resulting outcome of the acquisition 

was uncertainty and lack of communication. 

As shown in earlier studies uncertainty among the employees often leads to performance 

drops (Paruchuri el al. 2006; Waldman and Javidan, 2009), and for the M&A integration to 

be successful the handling of these performance drops are crucial (Paruchuri el al. 2006). 

This study has shown that since the communication has been deficient at the acquired 

company, Company C, the uncertainty among the employees have increased along the 

integration and this have led to efficiency drawbacks in terms of less productivity, i.e. 

performance drops, as earlier studies have implied. For the specific case of multiple 

companies being combined, this uncertainty has been higher than can be expected in a merger 

or acquisition between two companies, due to the lack of communication regarding which 

company to integrate with. This unclear situation led to different messages to the employees, 

according ”business as usual” followed by being integrated with the other acquired company, 

Company B, and created even more uncertainty and even insecurity among the employees at 

Company C. 

6.2.3 Social changes with employee involvement 
Researchers have expressed the importance, for efficiency, of communicating the benefits of 

the combination to both parts in M&A (Allatta and Singh, 2011). This can be assumed to be 

even more important in the studied combination of multiple companies since there are more 

parts involved. As seen in the findings of this report the communication was insufficient 

along the acquisition and the following integration, which led to lower efficiency. 

Some researchers underline the importance of timely and effective communication to 

increase employee involvement and reduce misunderstandings and rumors (Appelbaum et al., 
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2007). The lack of communication in the M&A integration studied for this report has shown 

clear signs that the lack of communication and information spreading has led to 

misunderstandings and several different views of the acquisition and the following 

integration. 

Honest and timely communication has been proved to be important to get employees 

commitment, which is critical for successful M&A integrations (Appelbaum et al., 2007; Bert 

et al., 2003). In the target company, Company C, the lack of honest communication led to a 

tense atmosphere since people have had to leave the company, without any information to the 

other employees about the underlying circumstances. This have led to a lot of uncertainty and 

insecurity among the employees, which was affecting the productivity at the company since 

employees spent their time on cogitation whether they would stay at the company or be the 

next one to leave. 

Some researchers have found that M&A integrations often lead to performance drops due to 

social changes. These social changes emerge when two companies integrate and roles within 

the new organization are defined (Paruchuri et al., 2006). In Company C this has been a huge 

problem since there have been restrictions of authorities and roles after the acquisition. This 

has led to uncertainty and confusion regarding work tasks and who to contact in different 

situations, which are affecting the efficiency of the every day work. Because of the complex 

situation of three companies combined, this issue has grown since the employees do not 

know if they are supposed to turn to the acquirer or to the first acquired company, Company 

B. Employees interviewed have expressed loss in motivation, which has led to additional loss 

in productivity due to these social changes. 

Lack of communication and employee commitment may lead to rumors and 

misunderstandings (Appelbaum et al., 2007), which can lead to forming of social groups. 

Researchers have discussed that employees tend to have positive bias towards members of 

their own organization (Marks and Mirvis, 2011), which can be seen at Company C. Because 

of the lack of information spreading and collaboration between the two acquired companies 

there have been a strong “us-versus-them” feeling. This problem was even worse since the 

management teams of the two companies did not chose themselves to be merged and 

therefore the employees were not motivated, which led to the employees not feeling 

encouraged to collaborate between the two entities. 

Earlier studies have shown that it is important to communicate to external stakeholders, such 

as customers and suppliers, the strategic intent of M&A to be able to maintain the momentum 
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of the business (Bert et al., 2003). This study have shown lack of communication to 

customers, leading to confusion about what company they are doing business with, since they 

have not been informed about the name change. During interviews with employees at 

Company C there was an expressed lack of communication with costumers that had led to the 

company’s loss of customers. 

6.3 Identity united for mutual effectiveness 

6.3.1 Four different identities within the merged company 
A crucial finding in this study was that the merged company, Company D consisted of split 

identities. The meaning of this was that the new organization was not even close to a unified 

culture. This was however contradictory to what literature recommends in terms of cultures 

within M&A integrations which is to early invest in a combined culture and keep it well 

managed (Appelbaum et al., 2007; Marks and Mirvs, 2011). Some researchers have 

highlighted the importance of the combination of the organizational cultures being crucial to 

the whole integration and furthermore its outcome (Appelbaum et al., 2007). While other 

have discussed the symbolic importance of a well-managed culture simply by explaining that 

many M&A failures are de facto blamed on the organizational cultures not being integrated 

(Mirks and Mirvis, 2011). In Company D the findings of this study showed that the culture 

was split into four different identities still, years after the acquisition. More important, when 

asked about the future company culture the answers were various but the interviewees could 

seldom see a unified culture taking any form. This problem was probably much worse in this 

complex situation since the employees involved came from many different companies and 

organizational cultures, which is more complicated to combine than only two cultures.  

Identity as a characteristic includes many variables; cross-sectional identities, national 

identities, regional identities just to mention a few (Waldman and Javidan, 2009). The 

different geographical locations worldwide, a result of the acquisition of the target company, 

Company C, affected the identity. The identity approach of different national perspectives 

and cultural aspects became clear in the complex multiple M&A constellation; i.e. Company 

D. The consequences of that and furthermore the findings of this study were that Company C 

employees felt trapped in the unknown and therefore uncomfortable cultural zones of 

Company A and Company B. 

When analyzing the cross-sectional identities in Company C the collaboration between the 

individual departments did apparently not work too smoothly prior to the acquisition though 

afterwards they got even more isolated. This is what literature warns creates biased working 
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environments and thus have a negative impact on important information transfer or correct 

learning (Palmatier et al., 2007).  

6.3.2 Need for change management 
Researchers have earlier studied the importance of change management in M&A 

constellations, in terms of actively combining the different organizational cultures for 

successful integration (Appelbaum et al., 2007). For this specific study where the combining 

companies were not two but three, the importance of change management to coordinate the 

different cultures would perhaps have been even more needed. Also for the reason that 

Company C was only a few percent of the total size of the acquirer meant that the upsize 

imported several new aspects, for example decreased flexibility and visibility. The employees 

of Company C felt their identity and organizational culture being criticized and blurred. 

In the change management situation of M&A integrations, research has also proven that 

employees need time to disengage from their old identities and cultures in order to 

appropriate adjust to the new ones as a result of the integration implementation (Marks and 

Mirvs, 2011). In this specific case, Company C was given the announcement that their old 

name was changed and no period for questions and adjusting to the new situation was given. 

Now, perhaps that adjustment would have needed some precautions from a management 

perspective and for the employees of Company C to feel comfortable with that abrupt change, 

of identity as well as change of name. 

6.3.3 Unclear processes 
In the scenario of this study, i.e. in the observed Company C, much time have passed since 

the acquisition announcement but instead of solving the problems of uncertainty among 

employees towards the future, even more uncertainty have been created. If there had been a 

predetermined and mapped plan for the coming integration, then this long waiting time would 

instead have been a glad welcome. For the time of this study’s ending however, there were no 

defined common organizational culture or identity in Company D. Instead there was 

uncertainty and furthermore rumoring concerning the future and what people thought would 

happen next.  

Rumoring as a result of high uncertainty levels is unfortunately not unusual in M&A 

integrations (Ivancevich et al., 1987). This can often be related to the senior executives 

already looking at the next acquisition and therefore forgetting about the closure and 

implementation of the previous (Marks and Mirvis, 2011). Studies have shown that 

companies, as a bitter consequence of stress, uncertainty and rumoring, may loss as much 
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efficient productivity as two hours per employee per day (Napier, 1989). Efficiency losses 

have been noticed due to rumoring but perhaps most important uncertainty in the target 

company, Company C. 

Approval processes were raised as a hot topic in Company C, where also this the problem 

related to uncertainty, the employees not knowing what was expected in terms of what to do 

and whom to get directions from. Instead they were clearly told what they absolutely could 

not do anymore. And this, their old routines, had worked perfectly fine for many years, 

according to the interviewees. What this utterly meant to the employees of Company C was 

thus that their roles after the acquisition were not the same as prior to it, the same role instead 

had another identity and duty. This is a knowledge transfer between-firm communication 

problem highlighted in research (Allatta and Singh, 2011). The acquirer knows what need to 

be done but have not yet accomplished to make their rules applicable to the target company, 

which then must suffer from the new social changes (Paruchuri et al., 2006). This 

inconsistent knowledge transfer slowed efficiency and productivity down due to Company 

C’s employees, and this was met with resistance, as shown in earlier studies (Waldman and 

Javidan, 2009). Therefore this study has shown that efficiency drawbacks arise from unclear 

processes.  

6.4 Summary of the analysis 
The main efficiency drawback that could be identified from the analyzed data of this study 

was lack of leadership. Good leadership within the area of change management together with 

proactively planning and structuring the M&A integration seems to be a efficiency enhancer. 

The second efficiency drawback that the analyzed findings identified was lack of 

communication. Transparency and honest communication to the affected employees could 

probably proactively avoid efficiency drawbacks. The third efficiency drawback that this 

study has identified was split identities. To be able to achieve mutual effectiveness across the 

new organization change management is needed to work on the combining of the different 

organizational cultures early in the M&A integration process.  

For this study, what characterized this specific complex M&A integration is listed in Table 2: 
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Table 2. Characteristics of the complexity of the M&A integration of this study’s object. As can be seen in the table, there 
are four unique characteristics that feature this specific M&A constellation. 

 

The main efficiency drawback that was observed and furthermore confirmed via interviews, 

in this study, was the efficiency drawback lack of leadership. This was the major critical 

aspect in this complex M&A constellation. The importance of leadership in M&A 

integrations has been studied in earlier literature as special kinds of leadership and weak 

leadership. But this study has instead showed the impact of totally absence of leadership, 

which is a unique case. The absence of leadership also caused the confusion regarding who 

was in charge, meaning that some parts of the employees of Company C felt they reported to 

Company A while other parts felt they reported to Company B. As mentioned many times 

already, Company D had no designated leader itself and could therefore not be self-reporting. 

  

Three	  companies	  
• i.e.	  mul+ple	  combining	  constella+on	  	  

Exper+se	  within	  different	  industries	  
• i.e.	  separate	  knowledge,	  roles	  and	  rou+nes	  

Globally	  spread	  out	  
• i.e.	  separate	  cultures,	  understanding	  and	  conduct	  	  

Lost	  leadership	  
• i.e.	  leaving	  leader	  ini+ally	  and	  no	  subs+tute	  or	  plan	  B	  	  
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7 Discussion and conclusion 
This section consists of discussion and conclusions based on this study’s findings and 

analysis. Firstly, highlighted discussion areas and what in hindsight could have been done 

differently in this study. Secondly, managerial implications are gone through. Thirdly, 

conclusions regarding the kind of efficiency drawbacks that could be identified from complex 

M&A integrations. The last part suggests interesting areas for further research. 

7.1 Discussion 
The purpose of this study was to identify potential efficiency drawbacks in the change 

management situation of complex M&A integrations where multiple companies within 

different industries were combined. Therefore this study aimed to contribute with new 

knowledge to future M&A integrations regarding proactively planning of M&A integrations 

for better efficiency in order to achieve higher productivity throughout integration work. To 

our help we had the research question;  

What kind of efficiency drawbacks may arise as an effect of complex M&A integration 

processes, where multiple companies from separate industries are combined? 

The one overall identified efficiency drawback in the multiple company combination of the 

two acquired companies and the acquirer was lack of leadership. 

The phenomena of this study were M&A integrations, the perspective was seen from the last 

acquired company, Company C, and the context of the study was multiple companies within 

separate industries. The M&A integrations’ paradigm was treated from the angle of the 

bought objective in its on going M&A integration meanwhile being one of three companies 

involved in the complex situation where two separate industry types tried to collaborate. This 

expresses the behind reason for the large enterprise, Company A to acquiring Company C, 

the strategic fit and timing, for higher competitiveness. This move ought to give Company A 

market advantages, if the expertise within the acquired companies, Company B and Company 

C, were managed correctly. 

A constant issue for the authors to interpret during the study was what efficiency drawbacks 

that originated from the integration only, and what efficiency drawbacks that was there 

already before the acquisition or perhaps derived from other events. Since this study included 

over forty interviews as well as observations at the target company, Company C, for three 

months, the authors had a lot of information from different sources, and thus from both 

authors’ perspectives that could be used when interpreting where each specific efficiency 
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drawback originated from. This approach of triangulation was utterly used to decrease 

possible biases or favoring of treats throughout the study. This also made the outcome of the 

study more reliable. Still, all interpretations are made by the authors based on  the employees’ 

answers and reactions in their natural setting. 

The first thing to highlight is the possibility the findings from this study can be seen as up-to-

date and perhaps therefore more “honest”. This, since the interviews were conducted during 

the actual on going M&A integration and thus peoples thoughts and aspects came from yet 

not shaded memories, instead  most what happened, happened right there right then. This can 

otherwise be the case when asking people post-merger integration questions, which is the 

more common strategy. 

One interesting and not foreseen area worth discussing is that the respondents deliberately 

left out important pieces of their individual stories, as mentioned earlier in the interview 

section. What the authors found out along the way was that this was the present 

communication level and that the only right thing to do was to adjust to it. The pieces from 

different interviews could be put together and the authors got a good picture of the situation 

even though the every single respondent did not tell the whole story. For this reason the 

approach of conducting over forty interviews was of great importance. Another thing the 

authors realized was that this response also disclosed the level of trust the respondents felt 

towards the authors. It may also have disclosed the level of insecurity the respondents felt 

towards being within the organization. 

Furthermore, the overall impression of the observations and interviews at the office of the 

Company C was the present atmosphere of anxiety. Throughout the interviews the authors 

discovered that this anxiety was mainly related to the lack of leadership. But the anxiety 

could also be coupled to the lack of communication throughout the integration work 

combined with the previous owner being a private equity company, with the main purpose to 

cut down costs. These factors have led to a naturally built up anxiety among the employees, 

an anxiety related to losing their jobs. 

In terms of what could have been done differently for this study in hindsight, the importance 

of a proper introduction cannot be enough underlined. For this study, the authors were 

introduced and presented for one department only. Since the conducted interviewing 

stretched cross-sectional over several departments and hierarchy levels but also across the 

different merging companies for the integration, this was sometimes a problem. What were 
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also wished for initially for this study were more interactive meetings in form of workshops, 

where employees discussed the integration, but that would have taken too much resources 

and time that could not be spared for this specific study. Another thing that would be changed 

is the exact formulation of the questions asked at the semi-structured interviews. The authors 

learnt along the way for example in what order to ask the questions to get as detailed answers 

as possible. 

For ethical reasons all interviews were anonymous, meaning that the answers should not be 

able to be coupled to a specific respondent and the list of respondents was not shown to 

anyone but the authors of this report. This probably led to that the respondents gave more 

detailed answers to the questions since they did not have to worry too much about that their 

colleagues would know that they had said it. The authors could see this effect since many of 

the interviews started with short impersonal answers and after a while, when the interviewee 

had tried to ask what other interviewees had answered before and the authors did not answer, 

the interviewee started to response in more detail and with more personal thoughts. 

Another part of the anonymity for this study was concerning the companies, where no names 

or geographical places where the companies operate could be reviled. This has however 

probably not been a very large problem for this study since the study was supposed to be as 

abstract as possible to be generalizable. The interesting outcome of the study concerns the 

efficiency drawbacks that can be identified as a result of a complex M&A, not the efficiency 

drawbacks that aroused as a result of the specific operations of the companies included. 

Since the findings are identified efficiency drawbacks within areas that exist in all 

organizations; for example leadership, communication and identity. However, this study 

concerned one specific case of a complex M&A constellation, which was compared to earlier 

research. Thus, generalizability exists even though perhaps not in its best form. 

7.2 Managerial implications 
The outcome of this study could be used by managers planning for future M&A integrations. 

The importance of a leadership, preferably specialized for the change situation of M&A, has 

been discussed. The findings of this study, summarized in Figure 10 below, could be used by 

managers, as a template when planning future M&A. What Figure 10 shows is what the lack 

of leadership brings to the table in terms of leadership, communication and identity. Since the 

success rate of M&A is only around 50 percent the importance of processing, discussing and 
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planning for all these areas should be elaborated before a decision of a merger or an 

acquisition. 

 

Figure 10. Lack of leadership as an efficiency drawback. In the figure this study’s findings have been gathered in order to 
structure the many kinds of efficiency drawbacks that go under lack of leadership. Thus, leadership is the overall important 
factor with its required plan and structure. Communication with its transparency and inclusion comes second and last but not 
least, the identity with its unification and belonging. What all these factors have in common is their mutual dependence on 
each other.  

The one most important factor for M&A integration processes to succeed is leadership. For 

this reason an integration leader, with good change management skills, should be designated 

early in the M&A integration process. The leader’s main tasks are to point the right direction 

(towards the common goal) by planning and structuring the integration work. 

Also important is communication in M&A integration processes. Employees involved but 

also customers and stakeholders affected should be continuously updated and informed with 

transparency so that they can all feel included in the integration process. 

Last, organizational cultures are important part to deal with early in the integration process. 

Combining the involved cultures to create a common and united identity of the new 

organization, gives room for belonging and thus motivation and effectiveness among the 

employees in the new merged company. 

7.3 Final conclusions 
From this study, the findings show that all the efficiency drawbacks identified could 

ultimately be clustered into the overall efficiency drawback of lack of leadership. Thus, what 

Leadership	  

Plan	  

Structure	  

Communica+on	  

Transparency	  

Inclusion	  

Iden+ty	  
Unifica+on	   Belonging	  
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this study has contributed with in terms of M&A integrations of multiple companies included 

but also belonging to separate industries is that leadership at all and distinctively is needed in 

one form or another. 

Literature have discussed that leadership is needed in different forms for M&A integrations 

to succeed, as mentioned earlier in the literature review. Yet, no studies can be found that 

deal with having no leadership at all, or indistinct leadership. Herein lays the importance of 

putting in place a leadership, regardless of its design, i.e. physical leader, team management 

leadership, or preset leadership in terms of written material that can be interpreted, 

decentralized and followed. 

The unique contribution from this study was the difficulty to define leadership in a complex 

M&A integration where multiple companies were combined. This since different industries 

results in competing expertise leading to indistinct leadership. The leadership in a complex 

M&A integration process, such as in this study, can be interpreted from two different and 

quite opposite perspectives: 

1. Authority as dominant. The acquirer bought the other two companies and thus should 

be in command and leading the M&A integration process. 

2. Expertise as dominant. The two acquired companies contains the requested and 

competitively expertise and should therefore be in charge of the integration process. 

Which of these two perspectives should be chosen and what happens when this is not decided 

beforehand? The authors learnt that the complexity of three companies being in separate 

industries and having totally different cultural conditions (both globally and industrially) 

aggravated the situation of having an absent leadership. This since it enabled directions and 

impact from multiple sources, which only made the integration work confusing for all parties 

involved. Also and nevertheless, internal struggles regarding whom to take directions from 

with no known leader in place (remember from Figure 7 how the employees’ answers 

concerning who was the integration leader), hindered efficient communication and split the 

identity further. 

Communication is also lifted under the efficiency drawback lack of leadership in this study, 

where the crucial parts lays within misleading interpretation of unclear communication 

(remember Figure 8 and the table problem). What people in the study expressed was that they 
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felt excluded and surrounded by rumors, which they felt slowed everyday work down. Also, 

it had a negative impact on their motivation. 

Identity last and also lifted under the efficiency drawback lack of leadership in this study. 

Identity has perhaps the longest way to go from where the M&A integration is standing at the 

moment. People interviewed in the study explained how they individually felt they belonged 

to totally different parts and cultures within the same company (remember Figure 9 which 

revealed the four split identities). After all, as one respondent claimed that it is a people’s 

business and in order to reach out to customers the company needs to listen to both its 

internal and external needs. 

Bottom line being that when it comes to complex M&A integrations where multiple 

companies participate, every single company takes an integration role and lead; and not 

necessarily the expected or wanted one. For this specific study for example, Company C was 

last in to this M&A, why Company B felt superior and Company A thought of the two minor 

companies (Company B and Company C) to be in the same industry category; systems, and 

therefore more or less clustered their identities as one. 

Both these illusions were wrong. Company B was never superior; instead rather an evidence 

for earlier integration complications. The two acquired companies, Company B and Company 

C, were for certain within the same main industry, systems, but in different segments of this 

industry. This led to internal problems when the two companies were supposed to easily 

merge together, to form the new company; Company D. 

7.4 Future research 
Along with this study the authors learnt more and gained deeper knowledge in areas outside 

the scope and limitations of this specific study. These interesting areas were therefore not 

dealt with in this report but instead left for future research. 

One interesting area for future research would be the different forms and shapes that 

leadership can take in M&A processes. Examples here could be what physical form the 

leadership has; e.g. one leader and/or a team. Does a standardized form of leadership work 

for M&A integration processes and can M&A be compared to any project forms? 

Another area worthy a study is how communication most favorably can be (better) used in 

M&A integration processes. Here, the usage of communication and how it is performed in 
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terms of communication channels or how and whether the communication is filtered and also 

the frequency of communication could be studied. 

Other interesting areas for future research within M&A integration processes would be the 

planning of the integration and how important a leader is in different steps of the M&A. 

Future studies that observe the outcome of M&A where the planning has started at different 

times in the processes, would contribute to the knowledge within M&A integrations. This, as 

well as studies of M&A integration processes with lack of leadership within different states 

of the processes.  
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Appendix 1. 

Interview Round 1 

During interview round 1 the authors strived for data collecting in order to gain a broader 

understanding and also background facts of the on going M&A integration. As a total, the 

amount of interviews conducted during interview round 1, i.e. before saturation was met, was 

23. This number included seven of the nine respondents from the control groups. The 

questions were constructed as open-structured, in order to make the interviewees talk freely. 

ü What do you know about the acquisition integration? 

ü What are your overall thoughts about the acquisition integration? 

ü During the acquisition integration, what different efficiency drawbacks have you 
identified (please describe)?  

ü What do you think could have been done differently in order to prevent the 
drawbacks you just mentioned? 

ü Were there any efficiency drawbacks during the acquisition integration that 
were immediately fixed, once identified?  

o If so – how was that done and what do you think made it possible? 

ü Looking ahead – where do you expect this acquisition integration to be in 1, 3 
and 5 years from now?  

o What would you say needs to be done to get there (recommendations)? 

ü Are there any key persons that we preferably could meet with in person that you 
would recommend us to talk to regarding the acquisition integration (why)? 

o What are these key persons’ roles and functions? 

o Are these key persons up high, in the middle or down low in hierarchy? 
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Appendix 2. 

Interview Round 2 

During interview round 2 the new attempt was to isolate the data to concern what had been 

found during interview round 1. As a total, the amount of interviews conducted during 

interview round 2, i.e. again before saturation was met, was 20. This number included the 

last two respondents from the control groups. The questions were constructed as semi-

structured, in order to make the interviewees speak within the wanted frame. 

ü When and how were you first involved in the acquisition integration? 

ü What have been your role and/or function in the acquisition integration? 

ü Throughout the acquisition integration, what have you felt slowed you daily 
work down? 

o What different efficiency drawbacks have you identified (describe)? 

o If you don’t know what is the next step or what work needs to be done, 
what do you work with? 

ü Is it possible to look at the acquisition integration from a front office and a back 
office perspective (why/why not)? 

o Do you see any difference between the two (if so, describe this difference)? 

o To which “office” (front or back) do you belong?  

o How far have the front office and back office individually been 
integrated, percentage wise? 

ü How much of the total acquisition integration is completed, percentage wise? 

o Who is the integration leader? 

ü What are your overall thoughts about the integration (one/two sentences)? 

ü Where do you expect this integration to be one year from now?  

o Is that situation optimal? 

§ To the company, to the customers, to you?  

o If not – what would you say needs to be done (recommendations)?  
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List of Figures and Tables 
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8. The table problem. 
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