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Abstract 
 

Mergers and acquisition (M&A) is a strategy within the business administration field that a 

company can use to increase firm value. In today’s business world, many M&As do not 

deliver the expected results. An M&A outcome can be affected by many different factors 

along the M&A process. The M&A process can be divided into two phases, the pre and the 

post M&A phase. The M&A process goes from the pre phase to the post phase when 

ownership is transferred from the acquired firm to the acquiring firm. Present research focus 

on either the pre or post M&A phase. Scholars highlight that very little research has been 

done about the interrelation between the pre and post critical success factors, which can be 

crucial towards the outcome of the M&A. 

 

The purpose of this dissertation is to explore how the M&A outcome is influenced by 

interrelations between critical success factors as well as the overlapping of critical success 

factors between the M&A phases. 

 

This dissertation is qualitative with an explorative research strategy and has an abductive 

research approach. Explorative research was performed in order to test a model and explain 

the research question. The empirical data was collected through interviews with senior 

employees at multinational companies. 

 

The new findings in this dissertation can be interpreted as; that the M&A process might not be 

strictly divided into two phases, but can be seen as one process where all the parts work 

together for the best possible outcome. Furthermore, this dissertation has used multinational 

companies to find answers. For further research it would be interesting and useful if the same 

study would be conducted among small companies with less M&A experience.     
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1. Introduction 
The introduction chapter will present the background of the dissertation along with the 

problematization, research question and method. 

 

1.1 Background 

Mergers and acquisition (M&A) is a strategy a company can use to increase firm value. 

According to Canila (2009), M&A as a strategy can be implemented in several ways. Hill and 

Hernández-Requejo (2011) identify three major advantages for a company when using M&A 

as a strategy. The first advantage of M&A is the quick way to execute the deal. For example, 

when a company acquires an already established company, they can quickly build their 

operation in the target foreign market. The second advantage, in many cases, is that the 

acquiring firm can use M&A as means to preempt competitors. This is most favorable in 

markets with high globalization where an acquisition can help the firm to enter the foreign 

markets to preempt competitors. The third advantage of an M&A is the argument that 

acquiring a firm is less risky than to invest through, for example, Greenfield ventures1. With 

M&A as a strategy, the company will also buy assets from the acquired firm with an already 

known profit stream and revenue. Unlike Greenfield ventures, where profit stream and 

revenue is unknown and uncertain (Hill & Hernández-Requejo, 2011).   

 

It is commonly known in today’s business world that many M&As do not deliver the 

expected results (Seldeslachts, 2011). In fact, over the last 15 years, about 40% of all mergers 

have had lower profits compared to non-merged firms within the same industry (Seldeslachts, 

2011). Many M&A deals are unsuccessful because they are carried-out for the wrong reason. 

For example, to look prestigious in front of competitors or the existence of underlying 

incentives for both top executives and advisers (Lamprinakis & Fulton, 2011). Because of the 

high speed in globalization, a failure can also depend on that many companies can feel forced 

to acquire a rival before they are acquired themselves. These kinds of mergers are often not 

thought through and a bad outcome may be inevitable. Furthermore, forced acquisitions can 

also make managers forget to consider the cultural differences between the acquired and 

acquiring firm (Mercer, 2009). To overlook culture differences in an M&A can harm the 

outcome since culture differences is a crucial factor towards a successful acquisition (Mercer, 

2009).       

                                                

1	  When a company starts a new venture in a foreign market (Hill & Hernández-Requejo, 2011).	  	  	  
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However, there are successful mergers that create synergies and profits for companies, but 

there are many steps along the way that need careful consideration and a clear strategic plan.   

 
1.2 Problematization 

According to Gomes, Angwin, Weber and Taber (2013), the high failure rate of M&As are an 

effect of the acquiring firm’s; 1) lack of integration or too much integration, which can result 

in misunderstandings from the acquired firm on how the acquiring firm operates, or culture 

clashes respectively; 2) tendency to pay too much, which can lead to difficulties in achieving 

a satisfactory return; 3) management during the implementation phase.  
 

The M&A process is a process a company goes through when acquiring or merging with a 

company. The M&A process contains a pre and a post M&A phase and each phase contains 

critical success factors (Gomes et al., 2013). The critical success factors can be explained as 

events or steps within each phase that companies will go through towards a better outcome. 

The M&A process goes from the pre phase to the post phase when ownership is transferred 

from the acquired firm to the acquiring firm (Appelbaum, Gandell, Shapiro, Belisle, & 

Hoeven, 2000; Gomes et al., 2013). It is difficult to define when the pre phase starts and when 

the post phase ends. However, according to Kürsten (2008), the pre M&A phase begins with a 

desire for value creation and, according to Weber and Tarba (2012), the post M&A phase can 

be seen as completed when this value creation has been fulfilled.  

 

Furthermore, Gomes et al. (2013) highlight that very little research has been done about the 

interrelation between the pre and post critical success factors, which can be crucial towards 

the outcome of the M&A. One example of an important pre and post M&A interrelationship 

is the interrelation between the pre M&A phase critical success factor; the choice and 

evaluation of strategic partners, and how that (should) affect the post M&A phase critical 

success factor; integration strategies (Gomes et al., 2013). Furthermore, Gomes et al. (2013) 

suggest that interrelations should not only be explored between the two M&A phases but also 

within each phase for a better outcome.  
 

Different acquisitions have different goals concerning the outcome of the M&A (Ahuja & 

Katila, 2001). According to Ahuja and Katila (2001), motives for an acquisition can be 

technological reasons, to expand distribution channels, new market entry or to create financial 

synergies. On the contrary, Chung, Singh and Lee (2000) argue that the motives affecting 
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M&A are resource complementarities, similar business environment status and social capital. 

These findings led to a conclusion that tangible and intangible assets are both important in 

choice of a strategic partner (Chung et al., 2000). This shows that many factors have to be 

considered in the pre M&A phase for a higher probability of a successful M&A outcome. The 

post M&A phase integration strategy is one of the most critical factors toward a successful 

M&A (Gomes et al., 2013). When integrating with the strategic partner it is important to 

choose the integration strategy on the base of what value the acquiring company wants to 

capture. Inadequate integration can be a reason for an M&A failure (Gomes et al., 2013). 

Therefore, an interrelation between the pre and post M&A phases and its critical success 

factors are established to reduce risk of M&A failure. Furthermore, this suggests an overlap 

of critical success factors from one M&A phase to another to enhance the probability for a 

better outcome. Gomes et al. (2013) argue that this area of interrelations, within the M&A 

research, needs further exploration to improve M&A outcomes. 
 

Thus, based on previous research there is a suggested area for research on interrelations 

between critical success factors, which can enhance the outcome of an M&A. Moreover, 

critical success factors that overlaps from one M&A phase to another is rarely addressed and 

could also be a factor for enhancing M&A outcome.   

 

1.3 Research question and objectives 

Research question:  

- How is the M&A outcome influenced by interrelations between critical success factors 

as well as the overlapping of critical success factors between the M&A phases? 

 

Objectives: 

- To further contribute to and explore the M&A research area of how to enhance the 

probability of a successful M&A outcome. Furthermore, to establish interrelations 

between critical success factors and overlaps of critical success factors between the 

M&A phases.   
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2. Scientific Approach 
Chapter two will discuss the dissertation’s philosophical perspective, research strategy and 

research approach. Finally the research method is presented. This chapter will present that 

this dissertation is qualitative with an explorative research strategy and a combined, 

deductive and inductive, research approach.   

 

2.1 Philosophical perspective 

The study of knowledge can from a philosophical perspective be divided into the two 

principles, positivistic and the interpretivistic perspectives (Saunders, Lewis, & Thornhill, 

2006). The principle of positivism believes in, for example, that knowledge should come from 

developing new hypothesis from existing theory. This hypothesis will then either be 

confirmed or refuted through a quantitative research, which thereafter will be new knowledge 

and can be helpful for future research development (Saunders et al., 2006). Interpretivism, on 

the other hand, argue that the business and management surrounding is far too complex for 

being followed by strict ‘laws’ (positivism). According to Saunders et al. (2006), the 

interpretivism “advocates that it is necessary for the researcher to understand differences 

between humans in our role as social actors” (Saunders et al., 2006, p. 106). In sum, the 

interpretivistic perspective suggests that research should be conducted among people and to 

understand the social worlds point of view rather than the positivistic perspective ideal of 

objectivity (Saunders et al., 2006). 

 

To choose side of the philosophical perspective is not easy and may depend on whether the 

study is qualitative or quantitative. The aim of this dissertation is to explore how M&A 

performance can be affected by interrelations and overlapped critical success factors through 

a qualitative research. To build a theoretical framework and to conduct research among 

people will help the aim of this dissertation. Furthermore, to build a theoretical framework 

and to conduct research among people, through interviews, will further enhance the deeper 

meaning and understanding about the M&A business environment. Therefore, we choose to 

position ourselves at the philosophical perspective side, interpretivism. Hence, the aim of this 

dissertation is to further contribute to and explore existing M&A research to find ways to 

enhance M&A performance/outcome. Therefore, the principle of interpretivism fits this 

dissertations objective.               
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2.2 Research strategy 

An explorative research strategy aims at “finding out what is happening; to seek new insights; 

to ask questions and to assess phenomena in new light” (Saunders et al., 2006, p. 133). Since 

the research area of this dissertation is restricted and not well explored an explorative research 

strategy will be applied. Because of the explorative research strategy this dissertation will be 

open and flexible to changes in direction as a result of new findings and data.  

 

2.3 Research approach 

According to Saunders et al. (2006) there are two main research approaches, the deductive 

and inductive approach. The deductive approach includes developing a theory and building a 

hypothesis and test the hypothesis. The characteristic of the deductive approach is that the 

researcher wants to find/explain causal relationships between variables (Saunders et al., 

2006). The deductive approach is mostly used on quantitative studies but can according to 

Saunders et al. (2006) also be used on qualitative studies. The inductive approach would 

indicate that the researcher firstly, wants to know the subject and secondly understand the 

nature of the problem (Saunders et al., 2006). Hence, the collection of data would take place 

before the building of a theory and the hypothesis would be derived from the data collection. 

Saunders et al. (2006) explain that the two research approaches can be combined and that 

there may be advantages with the combined approach.  

 

For the purpose of this dissertation the combination of both inductive and deductive research 

approaches will be used, also known as abductive approach. This because of that the field of 

M&A research has a great wealth of existing literature and it is easy to define theoretical 

frameworks, which indicates a deductive approach. However, this dissertation will also 

explore an area within the M&A research that is a new and unexplored topic with little 

existing research, such as interrelations between critical success factors, which indicates an 

inductive approach.    

 

2.4 Research method 

The stated research question will be answered through the building of a theoretical framework 

around the pre and post M&A phases and each critical success factor separately. Furthermore, 

this theoretical framework will help to explore interrelations between critical success factors 

and overlaps of critical success factors between the M&A phases. This dissertation will be 

qualitative with an explorative research strategy and have an abductive research approach. In 
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order to find answers for this dissertations research question, interviews will be conducted 

with people that have M&A experiences. 

We are aware that neither the theoretical framework nor the case study will give an absolute 

answer to our research question; however, we hope that it can add important insights to the 

existing research gap. 
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3. Literature Review 
In chapter three, the Merger and Acquisition (M&A) process will be presented and divided 

into two phases; Pre and Post M&A. Furthermore, critical success factors within these 

phases will be presented and discussed separately. Finally a model will be presented, which 

illustrates interrelations between critical success factors as well as the overlapping of some 

critical success factors.   

 

3.1 M&A in Business Administration 

Mergers and acquisitions are placed within the strategy segment in the business 

administration field. Companies are using M&A as a strategy mainly for growth, reducing 

competitor, international expansion and synergy reasons (Gaughan, 2010). Companies can 

use M&A as a strategy for growth instead of organic growth, when organic growth can be 

seen as limited, expensive and time consuming (Gaughan, 2010; Kim et al., 2011). The M&A 

research field is wide and spread, for example, from choosing a strategic partner to culture 

differences to communication to integration (Gaughan, 2010). As the fields within the M&A 

research area are many, the numbers of theories used are equally as many. Some theories that 

can be useful for the M&A process are: 1) The Upper Echelon Theory, which suggests that 

top management characteristics influences strategic choices and that managerial backgrounds 

can influence organizational outcomes (Karake, 1995). 2) The Q-Theory, which explains why 

some companies buy another company. This is from a financial perspective (Jovanovic & 

Rousseau, 2002). 3) The Anxiety Theory involves employee’s anxiety during organizational 

change. This anxiety can arise from uncertainties about the impact of the M&A on future jobs 

and careers (Seo & Hill, 2005). 4) The Acculturation Theory is about when two different 

organizational cultures meet and how these organizational groups adapt to each other and 

resolve conflicts (Seo & Hill, 2005).  

 

Since this dissertation will explore the whole M&A process, one specific theory will not be 

used but the implication of several theories will be used throughout the dissertation. 

Hereafter, the M&A process with its content will be examined and presented.         

 

3.2 The M&A Process    

The M&A process is a process a company goes through when acquiring or merging with a 

company. This complex process can be divided into two phases, the pre and post M&A 

phases. The M&A process goes from the pre phase to the post phase when ownership is 
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transferred from the acquired firm to the acquiring firm (Appelbaum et al., 2000; Gomes et 

al., 2013). It is difficult to define when the pre phase starts and when the post phase ends. 

However, according to Kürsten (2008), the pre M&A phase begins with a desire for value 

creation and according to Weber and Tarba (2012), the post M&A phase can be seen as 

completed when this value creation has been fulfilled. Consideration of these events are 

argued to be related to the performance of the M&A.  

 

To understand the two M&A phases within the M&A process, one has to comprehend what 

an M&A process is. The M&A process can be described as series of events where ownership-

transfer divides the M&A process into two phases (DePamphilis, 2010). Figure 3.2 visualizes 

the M&A process with its different events and phases.  

 

Figure 3.2 The M&A process without interrelation  
(Based on: DePamphilis, Mergers and Acquisitions Basics: All You Need to Know, p. 125-126, 2010)   
 

Figure 3.2 shows the M&A process as a whole. The events within each M&A phase have no 

hierarchic ranking and there are no interrelations between the phases or events. However, this 

dissertation will explore the interrelation between the two phases, interrelations between 

events and how different events might overlap the ‘ownership transfer’ breakpoint. This 

exploration about overlaps and interrelations are suggested to enhance the M&A performance. 

Hereafter, the pre and post M&A phases will be further discussed with the purpose to find the 

interrelations between events and overlaps of events, which may affect performance.   

 

3.3 Pre and Post M&A Phases 

Gomes et al. (2013) have defined the events within the M&A phases as critical success 

factors. The review article by Gomes et al. (2013) thoroughly examines M&A research and it 

resulted in critical success factors, which can enhance performance in the pre and post M&A 
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phases.  Therefore, this dissertation finds these critical success factors credible to use when 

examining interrelations and overlaps.  

 

3.3.1 Pre M&A Phase 

This section will explore critical success factors from Gomes et al. (2013). For the purpose of 

this dissertation, six out of seven critical success factors are found to be relevant to explore. 

The exploration of the pre M&A critical success factors in this section will then help to 

establish interrelations, overlaps and affect on outcome in section 3.4. The pre M&A phase 

ends when ownership is transferred from the acquired firm to the acquiring firm. 

 

The pre M&A phase critical success factors have been summarized as followed:    

 

• Choice and evaluation of the strategic partner 

• Pay the right price 

• Size mismatches and organization 

• Accumulated experience on M&A 

• Courtship 

• Communication before the merger 

 

The pre M&A critical success factors will be discussed in detail in the following paragraphs. 

 

3.3.1.1 Choice and evaluation of the strategic partner 

The very first step in the M&A process is for the acquiring firm to choose a strategic partner. 

At this point, the acquiring firm has to evaluate the potential strategic partner’s strength and 

weaknesses, requirements for future investments, quality in management, and if any barriers 

for implementation exists (Gomes et al., 2013). This information will be collected through 

due diligence. Due diligence is the process where the acquiring firm scan target firm(s) to 

enhance knowledge and information, and is used for reducing risk (Howson, 2003). Due 

diligence helps acquiring firms to confirm that they are getting what they think they are 

buying (Howson, 2003). A more improved due diligence has been shown to be critical when 

choosing a strategic partner, in terms of achieving expected value creation (Perry & Herd, 

2004; Howard, 2003). According to Perry and Herd (2004), the reason for companies that do 

not achieve expected value creation is not because of failure to do due diligence, but to do it 

well.  
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The term due diligence is a broad subject used in numerous ways depending on industry’s and 

goals. Gleich, Kierans and Hasselbach (2010) highlight strategic fit, and organizational and 

cultural differences as important factors between bidding and target companies when 

implementing due diligence. Strategic fit can be explained as the degree of matching or 

aligning two organizations’ resources, in terms of external environmental opportunities, 

threats and uncertainties (Gleich et al., 2010; Chen & Liang, 2011). Two companies with 

greater strategic fit are, therefore, more likely to gain in performance than two companies 

with low strategic fit (Chen & Liang, 2011). The organizational and cultural differences are 

companies’ human elements according to Gleich et al. (2010). Human elements within 

companies have been defined by Gleich et al. (2010) to be: “company identity, processes, 

leadership, ego clashes, commitment to change and cultural integration” (Gleich et al., 2010, 

p. 7). Greater organizational and cultural fit between bidding and target firms makes the 

assimilation easier when first implement. Furthermore, organizational and cultural obstacles 

can make post M&A integration ineffective and may lead to a poor post M&A performance 

(Gleich et al., 2010). Thus, the choice of a strategic partner is the first step in the M&A 

process, so the evaluation within this critical success factor will, therefore, be crucial for 

outcome throughout the whole M&A process. A thorough due diligence at target firm(s) are, 

therefore, helpful and important for companies for achieving expected value creation.      

 

3.3.1.2 Pay the right price 

The fact that acquirers are paying too much has indicated to be a major reason for failure in 

M&A (Gomes et al., 2013). This type of failure is from a financial perspective and means that 

value can be destroyed if the acquirer is paying too much and, therefore, makes it more 

difficult to achieve a high enough return (Gomes et al., 2013). Cross-border M&A has gained 

in popularity due to a more globalized environment. Therefore, the evaluation process has 

been more complicated when an acquirer evaluate a potential target firm (Shimizu, Hitt, 

Vaidyanath & Pisano, 2004). There are greater information differences with a cross-border 

acquisition, which makes the evaluation of the target firms’ market value more complex. 

Therefore, a cross-boarder merger needs to be evaluated even more carefully than a domestic 

merger to avoid paying too much, because of information asymmetry (Shimizu et al., 2004). 

Another reason for paying too much can be owners and managers desperate need for growth, 

which can lead to an overpaid acquisition. This desperate action will most certainly harm the 

outcome of the acquisition (Kim, Haleblian & Finkelstein, 2011). Decisions made by 

desperate owners and managers are mostly based on cases where organizations have 

difficulties in organic growth, but are in need of growth (Kim et al., 2011). In sum, an 
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overpaid acquisition has been proved to be a reason for companies to not fulfill expected 

value creation. Awareness of this risk, due to paying the right price, should, therefore, be 

taken into consideration when evaluating target firm(s) market value.        

                             

3.3.1.3 Size Mismatches and Organization 

Size matching or size mismatching between organizations play an important role for M&A 

outcome when choosing a strategic partner. According to Moeller, Schlingemann and Stulz 

(2003), small firms appear to manage significantly better than large firms when acquiring or 

merging. Small firms acquiring small or large firms have been proved to succeed far better 

than a large firm acquiring a small firm (Moeller et al., 2003). A reason for differences in 

performance due to size can be that larger firms often pay larger premiums for acquisitions 

than small firms. Therefore, the large firm will have a negative synergy gain when entering 

the acquisition (Moeller et al., 2003). Another reason for under-performance, when a large 

firm acquires a small firm, is that each organization is struggling for dominance. This can lead 

to a difficulty to assimilate the two organizations into one combined organization (Tuch & 

O´Sullivan, 2007; Gomes et al., 2013). However, Moeller et al. (2003) point out that 

acquiring very large firms compared to the acquirers firm size can also result in 

underperformance. Furthermore, a similar organizational firm size between buying and target 

firms have been proved to perform better. However, with mismatches between organization 

firm sizes, it is proved that smaller firms acquiring larger firms are preferable than large firms 

acquiring small firms (Gomes et al., 2013).       

 

3.3.1.4 Accumulated Experience on M&A 

A high number of M&As can be seen as unsuccessful based on a lower performance than 

expected (Seldeslachts, 2011). However, organizations with previous acquisition 

experience(s) have been argued to more often achieve a successful outcome compared to 

organizations without experiences in previous acquisitions (Heleblian & Finkelstein, 1999). 

Measures of a more successful outcome for organizations with previous acquisition 

experience have been a more effective integration process and a greater synergy between the 

two organizations return on assets (Heleblian & Finkelstein, 1999). Acquisition experience is 

also crucial for helping managers to avoid poor decisions when the company wants growth 

through acquisition (Kim et al., 2011). Experience in M&A can increase manager’s 

knowledge about how to evaluate risks and values of the target firm. Managers will, therefore, 

be more able to avoid making poor decisions in terms of paying the right price (Kim et al., 

2011). With earlier acquisition experiences a manager/company can create standardized 
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routines, templates and checklists based on previous M&A experience. Necessary information 

can then be documented and followed to avoid poor decision-making (Kim et a., 2011; 

Gomes et al., 2013).  However, instead of just creating own standardized routines based on 

earlier experiences it is also argued that learning from observational learning can increase the 

chances of a successful outcome (Hora & Klassen, 2013; Gomes et al., 2013). With 

observational learning, companies examine the environment of successful M&As to identify 

options and effective solutions. This can be useful to apply and imitate for increasing the 

firm’s chance for success in M&A (Hora & Klassen, 2013). With no earlier experiences in 

acquisition, observational learning can be a crucial strategy for achieving a successful M&A 

outcome (Gomes et al., 2013). In conclusion, experience in M&A and observational learning 

has been proved to be important factors for companies to achieve a greater M&A outcome. 

This will be helpful throughout the whole M&A process.                  

       

3.3.1.5 Courtship 

The courtship period is the time when two companies “get to know each other” before taking 

the big decision to merge (Gomes et al., 2013). To build a relationship before deciding to 

merge or not can help both companies to understand each other’s informational asymmetry, 

financial and strategic fit, and the culture at the other company and cultural fit (Gomes et al., 

2013; Cartwreight & Cooper, 1995). Moreover, it is important to trust each other and to build 

confidence, but also to avoid any future conflicts based on lack of mutual knowledge (Gomes 

et al., 2013). The courtship period can be seen as a due diligence supplement to get a wider 

knowledge about the other company. Furthermore, the courtship period is important for 

companies to facilitate future negotiations and collaboration to ease the M&A integration.  

 
3.3.1.6 Communication Before the Merger 

Communication plays an important role for the M&A process. To have a constant and clear 

communication during the M&A process keeps uncertainties away from employees and key 

stakeholders. This might otherwise damage confidence and increases the risk of rumors 

(Gomes et al., 2013). An M&A can force employees at a company to change their current 

characteristics to meet the characteristics from group members at the other company (van 

Leeuwen, van Knippenberg & Ellemers, 2003). To continuously keep employees informed 

during the pre M&A phase can, therefore, be helpful to reduce any feelings of threats by 

group members, based on change or adaption of characteristics between the merging firms 

(van Leeuwen et al., 2003; Gomes et al., 2013).  A company’s identity will change with an 

M&A, and according to Devenport and Barrow (2009) this can harm the loyalty employees 
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have built up for the organization. Hence, Devenport and Barrow (2009) prove the importance 

of communication with employees to be a critical element for an M&A to achieve value 

creation or not.     

 

By providing employees with realistic information about the M&A process during the whole 

pre phase it keeps unwanted uncertainties away, which otherwise may damage the outcome of 

integrating the two organizations (Bhaskar, Bhal, & Mishra, 2012).  Bhaskar et al. (2012) also 

highlight researched linkage between quality in communication and a successful M&A 

outcome. Furthermore, findings are that; “the more the communication, the better it is for the 

organization” (Bhaskar et al., 2012, p. 410).  

 

After examining the six pre M&A critical success factors, the M&A process then goes into 

the post M&A phase. Ownership transfer divides the pre and post M&A phases. The 

following section will in detail explore the post M&A phase critical success factors.  

  

3.3.2 Post M&A phase 

As mentioned in 3.2 The M&A Process, Gomes et al. (2013) have identified critical success 

factors for both pre and post M&A phases within the M&A process. This section will explore 

five out of seven critical success factors from Gomes et al. (2013). For the purpose of this 

dissertation, five out of seven critical success factors are found to be relevant to explore. The 

exploration of the post M&A critical success factors in this section will then help to establish 

interrelations overlaps and affect on outcome in section 3.4 

 

The post M&A phase critical success factors have been summarized as followed:    

 

• Integration Strategies 

• Post Acquisition Leadership 

• Speed of Implementation 

• Communication During Implementation 

• Managing Corporate and National Culture Differences  

 

The post M&A critical success factors will be discussed in detail in the following paragraphs. 
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3.3.2.1 Integration Strategies 

Integration strategy plays a major part in whether an M&A is going to be successful or not 

(Gomes et al., 2013). According to Angwin and Meadows (2009), the majority of post 

acquisition integration styles examine the cultural cohesion rather than organizational change. 

However, Angwin and Meadows (2009) present one framework made by Haspeslagh and 

Jemmison (1991) that examines different post acquisition organizational styles that are linked 

to different organizational changes.  

 
Table 3.3.2.1, Haspeslagh & Jemmison, Post-acquisition organizational styles 

(Retrieved from: McKiernan, P., and Merali, Y., (1995). Integrating Information Systems after a merger. Long 

Range Planning, Vol 28, p 56.)  

 

As shown in table 3.3.2.1, Haspeslagh and Jemmison (1991) use two dimensions, 

organizational autonomy and strategic interdependence. These dimensions explain what 

organizational style that should be used and which organizational change it results in. A high 

level of organizational autonomy is important when an acquired firm’s strategic ability is 

strongly connected to its organizational culture (Angwin & Meadows, 2009). According to 

Angwin and Meadows (2009), interference with the organizational autonomy in such case 

could erase the strategic abilities that the acquiring firm wanted to gain; hence, low levels of 

organizational change in the integration strategy. Accordingly when the strategic ability of an 

acquired firm is not deeply rooted in the acquired firm’s culture, a high level of organizational 

autonomy is not necessary. 
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Strategic interdependence is explained by Angwin and Meadows (2009) as the degree of 

interdependence between the acquirer and acquire in capability-transfer and resource sharing. 

How much interdependence there should be between the two firms is decided through how 

value is gained for the acquiring firm. High interdependence is linked with the acquiring 

firm’s ability to gain its value through value creation. Value creation is according to Angwin 

and Meadows (2009) a long-term solution when synergy between the firms is created from 

resource sharing, skill transfer and general management capability. Low interdependence 

gains value for the acquiring firm through value capture, which is a “one time, transaction 

related, event, involving shifting value from previous shareholders/stakeholders to the 

acquiring firm’s stakeholders” (Angwin & Meadows, 2009, p. 3).  

 

The two dimensions, organizational autonomy and strategic interdependence, results in four 

organizational integration styles; Preservation, Holding, Absorption, and Symbiotic. The 

preservation strategy involves a high need of organizational autonomy but a low need for 

strategic interdependence. Thus, this strategy leads to that both firms continue to function as 

isolated organizations (Iborra & Dolz, 2006). According to Iborra and Dolz (2006) the 

holding strategy does not really involve any integration since there is both a low need for 

interdependence and autonomy. The absorption strategy involves a full integration of the 

acquired firm into the acquiring firm. According to Haspeslagh and Jemison (1991) this 

strategy will consolidate the acquired firm’s culture, operations and organization (Iborra & 

Dolz, 2006). Finally, the symbiotic strategy is when the two firms work together to achieve 

joint development by adding their qualities, opportunities and strengths. Since both 

companies need a high level of autonomy and a high level of strategic interdependence to 

create value; the two firms have to work alongside rather than within one organization (Iborra 

& Dolz, 2006). In sum, integration needs thorough consideration to be successful. A firm do 

not only have to consider the organizational culture at the acquired firm, but also how 

interdependent the acquired firm need to be in order to gain the expected value.     

 

3.3.2.2 Post acquisition leadership 

Many scholars report findings that the post acquisition leadership is a vital factor for a 

successful outcome of an M&A (Gomes et al. 2013; Angwin and Meadow, 2009; Kavanagh 

and Ashkanasy, 2006; Karaevli, 2007). In order to succeed with an M&A, Gomes et al. 

(2013) suggest that the relationship and management between the two firms must be 

established. Furthermore, the acquiring firm needs to appoint a top executive that will be put 

in charge of the acquired firm after the pre merger phase. Angwin and Meadow (2009) argue 
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that the responsible top executive for the acquired firm is crucial to restore strategic 

leadership and is highly influential on the M&A performance. The choice of new leadership 

in the acquired company can be a person within the company (insider) or a person outside the 

acquired company (outsider) (Angwin & Meadows, 2009).  Whether to choose an insider or 

outsider CEO does to some extent, according to Angwin and Meadow (2009), depend on the 

degree of organizational change that will occur in the acquired company. With a higher 

expected organizational change, the acquiring firm is more likely to choose an outsider CEO 

(Angwin & Meadow, 2009). Furthermore, Karaevli (2007) suggests that an outsider CEO is 

more probable to improve a poor performing company’s performance. An insider CEO is 

more reluctant to make large changes within his or hers organization. Although, Karaevli 

(2007) states that the downsides with an outsider CEO could be the shortage of knowledge 

about the industry and company culture. Karaevli (2007) suggests that these disadvantages of 

an outsider CEO could in some cases overthrow the advantages. In conclusion, the choice of 

leadership in an acquired company is important for strategic and influential reasons. 

Moreover, whom to choose for the position also depends on the situation the acquired 

company is in.  

 

3.3.2.3 Speed of implementation 

Both Homburg and Bucerius (2006) and Angwin (2004) state that research about the 

importance of speed during the integration has been overlooked. However, Homburg and 

Bacerius find that a great deal of authors identify speed of integration as one of the post 

acquisition success factors. Furthermore, it is argued that a “speedy” implementation 

minimizes any uncertainties between the two firms, especially for the employees. Homburg 

and Bucerius (2006) correspondingly find evidence that the success of an M&A may be 

positively correlated with the speed of the integration.  

 

Angwin (2004) suggests that the first 100-days after the ownership transfer (when integration 

begins) is the most critical towards success. However, Angwin (2004) states that different 

parties perceive what should be done in those 100-days differently. Some think that after 100-

days an integration plan must have been created. Others see it as the launching period for the 

integration process, whilst some believe that the 100-days includes the entire integration 

process. Although, above mentioned research focuses on a high-speed integration process, 

Homburg and Bucerius (2006) identify that a slow integration could help the acquiring firm. 

The slow-speed integration may build the acquired firm’s trust and decrease the risk of 

conflicts. However, Gomes et al. (2013) suggest that there are no ‘right’ speed for integration, 
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although speed in right places of the integration can help the acquirer; especially in the 

beginning of the integration process. Contrary to Gomes et al. (2013) statement, Angwin 

(2004) argues that it is difficult to find empirical evidence to support the notion of that 

different integration speeds at different times is more efficient. To avoid uncertainty among 

employees a faster integration process is preferred. However, scholars arguments differ on 

whether faster or slower integration is better for the outcome of the M&A. Furthermore, there 

are different arguments on whether speed in the right places of the integration process will 

lead to an more successful outcome or not.  

 

3.3.2.4 Communication during implementation 

Gomes et al. (2013) have found that communication during the integration process, post 

acquisition, is vital to a successful integration. It is important to report any progress and 

changes of the integration to the acquired company (Weber, Rachman-Moore & Tarba, 2011). 

Failure to communicate with the acquired firm’s managers may, according to Weber et al. 

(2011), put a strain on the relationship between the two firms and increase the level of culture 

differences. Both Weber et al. (2011) and Weber and Tarba (2010) highlight the importance 

of having full disclosure, being honest and to communicate the acquiring firm’s intentions to 

the acquired firm’s employees. This will not only reduce anxiety and uncertainty, but also 

additionally reflect the acquiring company as trustworthy and reliable. However Weber et al. 

(2011) found that although the acquiring firm used frequent communication they could not 

restore employees’ mind-sets fully to what it was pre acquisition. Furthermore, Weber et al. 

(2011) and Weber and Tarba (2010) argue that the type of communication differs depending 

on the company’s geographical location. For example, indirect and unspoken type of 

communication is common in many Asian cultures unlike close and direct communication in 

the US. Hence, communication during the integration process is important for the acquiring 

company; this is the only channel that they have to inform the acquired company about 

changes. Clear communication may lead to less confusion among employees at the acquired 

firm and reflect the acquiring company as transparent and reliable.    

  

3.3.2.5 Managing corporate and national culture differences 

Corporate culture is defined by Teerikangas and Very (2006) as “beliefs, values and 

assumptions shared by an organization’s members” (Teerikangas & Very, 2006, p. 32). 

Moreover, it is suggested that also productivity, commitment, longevity and satisfaction of an 

employee should be considered as organizational culture. Furthermore, national culture is 

defined by Hofstede (1980) as “the ‘shoulds’ and the ‘oughts’ of life that impregnate the 



Henrik Törnell & Mårten Lindén IC10 
	  

 23 

minds of a country’s citizens, their ‘collective programming of the mind’” (Teerikangas & 

Very, 2006, p. 34). Weber and Tarba (2012) argue that culture differences should be assessed 

already in the pre merger stage. However, the use of consultants in different parts of the M&A 

process could be one reason why culture differences may be forgotten. Each consultant is 

focused on his or her specialty/area. Weber and Tarba (2012) also mention that culture 

differences are hard to measure and quantify and accordingly easily overlooked.  

 

Teerikangas and Very (2006) state that differences in organizational culture has an impact on 

the M&A performance. It is however more difficult to prove whether the impact is positive or 

negative. Furthermore, it is found that cross-boarder (national) M&A and cultural differences 

are positively related. Teerikangas and Very (2006) conclude that cultural differences and 

performance of an M&A is both subtle and complex. We suggest that the subject of cultural 

differences should be more carefully looked upon in the M&A environment and the 

importance of discussing culture throughout the M&A process.   

 

Both the pre and post M&A critical success factors have now been explored. The next section 

3.4, will explore, explain and argue the interrelationships between critical success factors and 

overlapping of critical success factors between the pre and post M&A phase. This with the 

purpose to enhance the M&A outcome.  

 

3.4 Interrelations between critical success factors and overlapping between the pre and 

post M&A phases 

After reviewing the M&A process, the pre and post M&A phases and critical success factors, 

an understanding for M&A under performance becomes clearer. Therefore, we suggest that 

the M&A process should not be strictly divided into two phases with ownership transfer as 

the breaking point.  It should rather be seen as a whole process and that critical success factors 

can overlap between M&A phases for a better M&A outcome. Furthermore, in the literature 

review by Gomes et al. (2013) they argue that interrelations between critical success factors 

can enhance M&A outcome. With inspiration from Gomes et al. (2013), we have found 

possible overlaps of critical success factors between the M&A phases and interrelations 

between critical success factors that can enhance the M&A outcome. Figure 3.4 visualizes 

this suggested M&A process.   

 

The black arrows in figure 3.4 suggest interrelations between critical success factors. The 

white boxes are pre M&A phase critical success factors and the grey boxes are post M&A 
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phase critical success factors. As shown in figure 3.4, some critical success factors should be 

considered to overlap the M&A phases and some should be considered throughout the whole 

M&A process. However, there are critical success factors that can only be considered in one 

phase, but they are not less important to the outcome of the M&A. All interrelations and 

overlaps are suggested to enhance the probability for a successful M&A outcome. There are 

no indications in the literature review of this dissertation that critical success factors cannot 

overlap from one M&A phase to the other. Therefore, it is interesting to explore whether 

critical success factors overlapping the M&A phases can enhance the M&A outcome or not.  

 

 

Figure 3.4. The M&A Process with Interrelations and overlaps.  
 

As figure 3.4 illustrates, an accumulated experience on M&A can help companies to perform 

better throughout the whole M&A process and not only during the pre M&A phase. Gomes et 

al. (2013) have placed the critical success factor accumulated experience on M&A as a pre 

M&A phase critical success factor (see 3.3.1.4). However, we have suggested that previous 

M&A experience can be helpful throughout the whole M&A process, for the outcome of the 

M&A, and not only during the per M&A phase. With previous M&A experience, companies 

are more likely to avoid making poor decisions and will be better at evaluating risk and value 

of the target firm. Companies with less or none previous experience can use observational 

learning as a tool to carry out an M&A by imitating other successful M&As. With 

observational learning, companies examine the environment of successful M&As to identify 
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options and effective solutions. This can be useful to apply and imitate for increasing the 

firm’s chance for success in M&A (Hora & Klassen, 2013). Both these approaches, 

accumulated experience on M&A and observational learning, will be useful throughout the 

whole M&A process. Both experience and observational learning will help companies to 

avoid risks and poor decision-making not only before the ownership transfer but also after. In 

sum, both experience and observational learning throughout the whole M&A process are 

suggested to enhance the possibility of a successful M&A outcome.  

 

Before choosing a strategic partner, companies should take into consideration whether the 

organizations match, in terms of size. It is argued by Moeller et al. (2003) that small firms 

acquiring small or large firms, and large firms acquiring large firms have a better outcome. 

Hence, the critical success factor size mismatches and organization should, therefore, be the 

starting point of choice and evaluation of the strategic partner. For this reason, these two 

critical success factors are interrelated. Furthermore, due to the arguments made by Moeller et 

al. (2003) about size mismatches, a mistake made this early in the M&A process can directly 

affect the outcome of the M&A. These interrelations are visualized in figure 3.4.      

 

The choice and evaluation of the strategic partner starts in the beginning of the M&A process 

and ends at the ownership transfer breaking point. The choice and evaluation of the strategic 

partner is important for this dissertation because of its suggested interrelation with the critical 

success factors: integration strategies, post acquisition leadership and managing corporate 

and national culture differences. Moreover, this interrelation should increase the probability 

for companies to achieve a successful M&A outcome. Hence, when choosing a strategic 

partner, companies use due diligence as an evaluation tool. In the due diligence process the 

acquiring firm evaluates, for example, implementation barriers, culture differences and 

management at the target firm(s). Moreover, this interrelation supports the suggested 

overlapping of the three post M&A critical success factors; integration strategies, post 

acquisition leadership and managing corporate and national culture differences between the 

pre and post M&A phases (see figure 3.4). To ease the choice and evaluation of the strategic 

partner process, it is important to have clear and constant communication before the merger, 

within the acquiring company, to avoid uncertainties and to keep employees and managers 

motivated and positive.  

 

The courtship period is according to Gomes et al. (2013) and Cartwreight and Cooper (1995) 

a further development of the critical success factor choice and evaluation of the strategic 
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partner. When the courtship period starts (see figure 3.4), the acquiring firm should have 

narrowed down their choice of strategic partner. In this stage, it is important to find any 

strategic fit and/or cultural fit between the acquirer and possible acquiree. Thus, the findings 

in this stage, regarding the strategic fit and/or cultural fit between companies, can ease the 

integration, choice of future leadership and culture differences. Moreover, these findings will 

give the company an advantage in the post M&A phase and, therefore, can enhance the 

chances of a successful M&A outcome.    

 

The following three paragraphs will further explore the suggested interrelation and 

overlapping of the critical success factors: integration strategies, post acquisition leadership 

and managing corporate and national culture differences. Gomes et al. (2013) have placed 

these three critical success factors as post M&A phase critical success factors. However, we 

have suggested that these three critical success factors can overlap between the two phases 

(pre and post M&A phases), as well as they can be interrelated with other critical success 

factors.        

 

Integration strategies will be different depending on what the acquiring company wants to 

achieve with the acquired company. For example, if the acquiring company wants the 

knowledge base of the acquired firm it is important to keep key employees. This should lead 

to a specific integration strategy. Therefore, it can be argued that the integration strategy 

should be incorporated in the pre M&A phase to avoid a prolonged implementation and loss 

of the value that the company wanted to capture with the M&A. For example, if the acquiring 

firm requires key employees at target firm to capture value, it is suggested that the acquiring 

firm lets the acquired firm keep its organizational autonomy (see 3.3.1). Hence, when 

choosing and evaluating strategic partners in the pre M&A phase, the acquiring firm has to 

consider whether suggested integration approach of target firm is possible to manage or not. 

This makes the interrelation between integration strategies and choice and evaluation of the 

strategic partner important for the M&A outcome (figure 3.4).    

 

Furthermore, depending on what integration strategy the acquiring firm decides to use, this 

strategy ought to influence the choice of post acquisition leadership. The process of choosing 

post acquisition leadership can, therefore, be interrelated with the critical success factor 

integration strategies (figure 3.4). Depending on whether the integration strategy involves 

more or less organizational change, influences if the leadership should be sourced from inside 

the acquired company or from outside. To start the process of choosing the post acquisition 
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leadership in the pre M&A phase will avoid any uncertainties at both companies. Thus, the 

acquiring company can present a clearer picture of what will happen at the point of ownership 

transfer.  

 

The post M&A critical success factor managing corporate and national culture differences 

(figure 3.4) is suggested to be interrelated with integration strategies and post acquisition 

leadership and, therefore, overlaps into the pre M&A phase (figure 3.4). There is an 

interrelation between these critical success factors since culture differences may affect the 

performance of the integration strategy and the choice of new leadership, in terms of 

organizational change and type of communication (see 3.3.2.1, 3.3.2.2, 3.3.2.5). To consider 

culture differences between the acquirer and the acquiree in the pre M&A phase can reduce 

risk of culture clashes in the post M&A phase, which can damage the M&A outcome.    

 

The last pre M&A phase critical success factor in figure 3.4 is Pay the right price. At this 

stage the acquiring firm has chosen a strategic partner to buy, and the monetary transfer will 

be the breakpoint of the pre and post M&A phase. To pay the “right” price has been argued to 

be a decisive factor for outcome of an M&A (e.g. Gomes et al., 2013). If the acquiring firm 

pays “too much”, it can be difficult to achieve the expected return on the investment. Hence, 

the critical success factor pay the right price can directly affect the outcome of the M&A.  

 

To continue, when the acquiring firm has bought its target firm, the ownership transfer is 

completed and the companies will work with post M&A questions. At this point, the post 

M&A phase critical success factors; integration strategy, post acquisition leadership and 

managing corporate and national culture differences, which were started in the pre M&A 

phase, will be continued with two additional critical success factors. These are speed of 

implementation and communication during implementation (see figure 3.4).  

 

Firstly, the speed of implementation and its interrelation with integration strategies can be 

argued by the fact that a “speedy” implementation of the integration strategy avoids 

uncertainties between the two companies. These uncertainties can lead to, for example, that 

key employees leave the firm and that the value the acquiring firm wanted to capture may 

disappear. There are different opinions about the speed of the implementation, where some 

argue for a high-speed integration whilst some believe in a low-speed integration process. 

However, the usage of high or low speed in the implementation process is irrelevant for the 

aim of this dissertation, but instead the effectiveness of the implementation. Furthermore, we 
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argue that an early start of the critical success factor integration strategies will enhance the 

knowledge about whether to use high or low speed in the implementation process for a more 

effective implementation and a better outcome. Hence, this indicates the interrelation between 

integration strategies and speed of implementation.  

 

Secondly, communication during implementation is the last critical success factor explored in 

the post M&A phase. Companies that failed in communicating during the implementation 

process have been proven to have a less successful M&A outcome (Weber et al., 2011). This 

unsuccessful outcome can arise from lack of communication between the companies about the 

integration approach and progress. Another reason for failure in communication can be 

because of different ways of communicating in different cultures. Mistakes in communication 

during implementation can be reduced when the acquiring company, in the pre M&A phase, 

works with the overlapping critical success factors integration strategies, post acquisition 

leadership and managing corporate and national culture differences. For example, to identify 

culture differences and integration strategies in the pre M&A phase will help the acquiring 

company to have a clear communication plan when the ownership is transferred. Hence, 

communication during implementation is interrelated to the overlapping critical success 

factors; integration strategies, post acquisition leadership and managing corporate and 

national culture differences.  

 

Hereby, all the interrelations between critical success factors and overlaps between M&A 

phases, as shown in figure 3.4, has been explained and argued for. Hereafter, the empirical 

method will be discussed, where figure 3.4 is the base for the empirical evaluation.  
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4. Empirical Method   
In chapter four, the empirical method will be presented. Data is collected by interviews with 

knowledgeable people at multinational companies with a large and long time M&A 

experience. The interviews are conducted at one point in time and they can, therefore, be seen 

as a cross-sectional study. Furthermore, chapter four also presents the interviewee’s M&A 

experience, and finally chapter four ends with interview questions and justification of the 

interview questions.           

 

4.1 Data collection method 

According to Denscombe (2010) the four main methods of social research are: questionnaires, 

interviews, observation and documents. Empirical data can be collected using any of these 

four methods. For the purpose of this dissertation the method of interviews have been chosen 

as the collection tool for empirical data. Interviews are the best method for this dissertation 

since the empirical data that needs to be gathered is dependent upon people’s experiences and 

opinions about the M&A process and needs to be more in depth rather than questionnaire 

answers. According to Denscombe (2010) interviews are used when a research area has to be 

explored in depth with experience and opinions as the base for answering. According to 

Saunders, Lewis and Thornhill (2006) and Denscombe (2010) there are three types of 

interviews: structured, semi-structured and unstructured/in depth interviews. A structured 

interview is according to Denscombe (2010) “like a questionnaire which is administered face-

to-face with a respondent”. Thus, the structured interview involves standardized questions 

and the interviewer reads them out as written in a neutral voice to avoid any indication of bias 

(Saunders et al., 2006). A semi-structured interview has pre written interview questions that 

needs to be answered (Denscombe, 2010).  

 

However, the semi-structured interview style gives the interviewee more space to develop 

thoughts and opinions on the questions; the questions are asked open-ended and encourages 

elaboration from the interviewee. The questions do not necessarily have to be asked in the 

“right” order; this depends on the flow of the conversation (Denscombe, 2010; Saunders et 

al., 2006). Finally unstructured interviews do not have a pre written list of questions that the 

interviewer has to ask. This kind of interviews usually involves minimal interference by the 

interviewer and focuses on that the interviewee’s will develop their thoughts and ideas on the 

topic (Denscombe, 2010; Saunders et al., 2006). According to Denscombe (2010) the 

unstructured interview is used for “discovery” rather than “checking”.  
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The aim of this dissertation is to explore the M&A process and its constituents. Therefore, 

semi-structured interviews will be conducted so that the respondent has a chance to develop 

thoughts and elaborate the answers for each question. Furthermore, the semi-structured 

interview gives the interviewer a chance to ask follow-up questions to get a deeper 

understanding in certain areas (Denscombe, 2010). 

 

4.2 Cross-sectional study  

The empirical method for this study has been conducted by interviewing knowledgeable 

people at companies with M&A experience. These interviews have been conducted at one 

occasion, three face-to-face and two over telephone. The authors of this dissertation 

performed all interviews. Because of the way this study has been conducted it can be seen as a 

cross-sectional study. According to Saunders et al. (2006), a cross-sectional study is when you 

study a particular phenomenon at a particular time. Thus, for this dissertation the particular 

phenomenon is the interrelations and overlaps of critical success factors affecting the M&A 

performance.   

 
4.3 Sample 

Convenience sampling has been the deciding factor when choosing samples from the 

population. The empirical of this study is primary data collected from five different 

companies with five different knowledgeable persons. Person A, person B and person E were 

interviewed face-to-face, whilst person C and person D were interviewed over the phone. All 

companies are multinational companies in different industries and all have completed both big 

and small M&A’s. All interviewees have between 10 and 20 years of M&A-related 

experience, which makes them credible to answer M&A related questions. However, years of 

experience or multinational companies were not criteria when choosing interview objects.       

 

Person A has worked with M&A and business development since 1998, with positions such 

as CFO and senior advisor for business development. The interview with person A was 

conducted on the 30th of April 2013 and lasted for 60 minutes. Person B has experiences of 

M&A with three different companies. However, mainly the last 11 years when person B, as 

CFO and vice president, grew the company from SEK 8 billion to SEK 40 billion in turnover 

through M&A and organic growth. The interview with person B was conducted on the 30th of 

April 2013 and lasted for 40 minutes. Person C has worked with different parts of the M&A 

process since 1997 and person C’s current position is vice president for strategic alliances. 
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The interview with person C was conducted on the 6th of May 2013 and lasted for 55 minutes. 

Person D has worked with strategies and business development since 2003. Person D is today 

in a team that is responsible for the company’s M&A’s. The interview with person D was 

conducted on the 7th of May 2013 and lasted for 47 minutes. Person E has around 15 years of 

M&A experience for three major multinational companies. Person E is now a part of his 

company’s corporate global M&A team. The interview with person E was conducted on the 

10th of May 2013 and lasted for 40 minutes.     

 

4.4 Reliability and validity    

The interviews were conducted with respondents with 10 to 20 years of M&A experience. All 

respondents have senior positions in their company and had access to- and involvement in 

many M&A cases. Since the interviewees all hold senior positions, it reduces the participation 

bias. In general, companies M&A cases are very confidential, so all questions were 

formulated so that the respondent could answer generally and did not have to talk about one 

specific M&A case. Furthermore, all interviews and answers have been conducted and 

analyzed respectively by both of the authors of this dissertation.       

         

4.5 Interview guide 

The semi-structured interviews were conducted with the purpose to gain knowledge about the 

M&A process and how critical success factors might be interrelated with each other as well as 

overlap the pre and post M&A phases to enhance the M&A performance. Hereafter the 

interview questions and justification for the interview questions will be presented 

respectively.  

 

4.4.1 Interview questions   

Q 1: (The M&A Process)  

-Do you agree with the statement that the M&A process contains two phases divided by 

ownership transfer and end with a goal fulfillment?  

-If no, how do you see the process? 

 

Q 2: (Accumulated experience on M&A)  

-What is your M&A experience?  

-Do you think experience increases the chances for a successful M&A outcome?  

 

Q 3: (Accumulated experience on M&A)  
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-When during the M&A process does previous experience matter?  

-Also, do you ever look at other companies’ successful M&A case(s) for help/guidance? 

 

Q 4: (Size mismatches and organization) 

-When screening potential target companies, is organizational size differences a factor you 

look at?  

-If yes: why and when during the M&A process?  

-Also, could a “mismatch” in size affect the M&A outcome? 

    

Q 5: (Interrelation between choice and evaluation of the strategic partner and integration 

strategy and overlap of integration strategies) 

-During the due diligence process when you evaluate strategic partners, do you already then 

consider future integration approach?   

-If yes: do you sometimes even start working with these questions before you have bought the 

company?  

-Have you noticed that this has affected the M&A process and goal fulfillment?  

 

Q 6: (Interrelation between choice and evaluation of the strategic partner and post acquisition 

leadership and overlap of post acquisition leadership)   

-When doing due diligence, does future leadership come into consideration?  

-If yes: why do you think that is important already during the due diligence process? 

-Have you noticed that this has affected the M&A process and goal fulfillment?  

 

Q 7: (Interrelation between choice and evaluation of the strategic partner and Managing 

Corporate and National Culture and overlap of managing corporate and national culture) 

-When looking at potential M&A targets, how do you work with target firms’ corporate 

culture and country culture differences?  

-If yes: have you noticed that looking at culture differences in an early stage have affected the 

M&A process and goal fulfillment?  

-If no: have you noticed that this has affected the M&A process and goal fulfillment? 

 

Q 8: (Interrelation between integration strategies, post acquisition leadership and managing 

corporate and national culture)   

-In general, can you see a pattern that integration strategy, future leadership and culture 

differences can be influenced by each other?  



Henrik Törnell & Mårten Lindén IC10 
	  

 33 

 

Q 9: (Communication before the merger)  

-Do you find that internal communication before buying a company is important?  

-Also, why is this important or not important?  

-Do you think that internal communication before the merger can have an effect on the M&A 

fulfillment?     

 

Q 10: (Interrelation between courtship and integration strategy)  

-In the time between when you have chosen a strategic partner and when you actually buy 

them, do you use this time period to “get to know” each other for the purpose to ease future 

work with e.g. integration strategies, future leadership and cultural differences? 

 

Q 11: (Pay the right price affect outcome) 

-In your experience, does the price you pay for the company affect the goal fulfillment in 

terms of return on investment? 

 

Q 12: (Factors affecting speed of implementation) 

-In general, how important is speed of implementation for you?  

-Is the speed controlled or does it just “happen”? 

-If controlled: how is it controlled and by what?  

-Have you experienced that an ineffective implementation has harmed the M&A goal 

fulfillment? 

 

Q 13: (Communication during implementation) 

-To what degree do you communicate your post M&A plan with the acquired company? 

-Is it important for the integration to have a clear communication with the acquired company?  

-Have you seen that a lack of communication has led to a less successful M&A? 

 

Q 14: (Outcome/Performance)  

What do you consider to be most critical during the M&A process?  

 

4.4.2 Justification for interview guide 

Question 1 is asked so that the interviewer and the interviewee have the same perception 

about the M&A process.  
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The purpose of question 2 and 3 is to find out whether accumulated experience is important 

and helpful throughout the whole M&A process. The answer from the interviewee can help us 

to analyze the effect of accumulated experience towards the M&A outcome.  

 

Question 4 is asked to find if the company considers size differences when acquiring other 

firms and if the difference in size affects them. Also, when size mismatches come into 

consideration during the M&A process. Lastly, to find whether size mismatches affect the 

outcome or not.  

 

Question 5, 6, 7 are asked to explore the interrelationship between the critical success factor 

Choice and evaluation of the strategic partner and the three post M&A phase critical success 

factors; Integration Strategies, Post Acquisition Leadership and Managing Corporate and 

National Culture. These questions are also asked to explore the overlap of these three post 

M&A critical success factors and how they affect the M&A outcome.  

 

Question 8 is asked to find out how the three post acquisition critical success factors, 

integration strategies, post acquisition leadership and managing corporate and national 

culture, might be interrelated and influence each other.     

 

Question 9 is asked so that a analysis based on the answer can be made about how important 

it is to, internally, keep employees informed to avoid anxiety. Furthermore, to see if 

communication before the merger can enhance the probability of a successful M&A outcome.    

 

Question 10 is asked for the purpose to determine if the courtship period affects how the 

acquiring company works with integration, culture and leadership.  

 

Question 11 is asked to see how payment affects the outcome of an M&A. 

 

Question 12 is asked to contribute information about how companies work with speed of 

implementation, and furthermore, how an effective/ineffective implementation can affect the 

M&A outcome.    

 

Question 13, communication during implementation, is proved to play an important role for 

companies when integrating the two organizations. Therefore, to ask the interviewee about 
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their view of communication during implementation can help us to find interrelations with 

outcome and integration.  

 

Question 14 is asked to find the most critical stages during this M&A process, according to 

the interviewee. Moreover, it can help to further understand the “real life” M&A process.                       
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5. Empirical analysis  
In chapter five, the empiric material presented in appendix 1 will be analyzed and compared 

with the suggested figure 3.4 and literature review. Furthermore, a new model will be 

presented which is based on figure 3.4 but with corrections from the findings in chapter 5. 

The new model can be seen as a conclusion of the analysis in chapter 5. 

 

The purpose of chapter 5 is to compare empirical data with literature review from chapter 3 

and suggested interrelations, overlaps and affects on the M&A outcome in figure 3.4. The 

purpose is to explore whether empirical data can be in line with the suggested figure 3.4 or 

not.   

 

In the following sections, we have based the analysis on the empirical data from appendix 1. 

Appendix 1 contains material from the interviews with all the respondents. Answers from 

respondents are categorized under critical success factors with its suggested overlap, 

interrelation and affect on the M&A outcome. Material in appendix 1 is extracts from the 

interviews, which is chosen to help us to answer the research question. The extracts in 

appendix 1 are not direct quotes, but summarized and interpreted answers. Material from 

appendix 1 is further analyzed and classified, in this chapter, in order to explore overlaps, 

interrelations and affect on the M&A outcome for each critical success factor. The 

respondent’s answers are classified into the five classes: not applicable, weak, strong, medium 

and contradicts. If a respondent’s answer is classified as not applicable for overlap, 

interrelation and/or outcome, it means that the respondent did not answer or the answer was 

not applicable. A weak classification means that the answer from the respondent only 

indicates some overlap, interrelation and/or affect on the M&A outcome. A strong 

classification means that the answer from the respondent is in line with the suggested overlap, 

interrelation and/or affect on the M&A outcome. A medium classification is interpreted as that 

there is an overlap, interrelation and/or affect on the M&A outcome, but the respondent’s 

answer is not directly in line with the suggested overlap, interrelation and/or affect on the 

M&A outcome. If a respondent’s answer is classified as contradicts for overlap, interrelation 

and/or outcome, it means that the answer contradicts the suggested overlap, interrelation 

and/or affect on the M&A outcome. The following figure 5 shows an example of the 

classifications for each respondent A to E.  
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Figure 5  Example with classified Overlaps & Interrelations and Outcomes. 
 

Hereafter, an analysis of each critical success factor (shown in figure 3.4, chapter 3) will be 

made on order to see whether the empirical data is in line with the suggested M&A process in 

figure 3.4.    

 

5.1 Accumulated Experience in M&A  

Heleblian and Finkelstein (1999) argue that organizations with previous acquisition 

experience(s) more often achieve a successful outcome compared to organizations without 

experience(s) in previous acquisitions.  Furthermore, Kim et al. (2011) argue that M&A 

experience is also crucial for helping managers to avoid making poor decisions when the 

company wants growth through M&A. According to Heleblian and Finkelstein (1999), 

measures of a more successful outcome for organizations with previous acquisition 

experience have been a more effective integration process and a greater synergy between the 

two organizations’ return on assets. It is also suggested in chapter 3 that the critical success 

factor accumulated experience on M&A should overlap the pre and post M&A phases to 

enhance the M&A outcome (figure 3.4). The following figure 5.1 shows analyzed and 

classified empirical data from appendix 1. Thus, figure 5.1 represents to what degree the 

respondent’s answers are in line with the suggested overlap and how this overlap can affect 

the M&A outcome.      

 

 

 

 

 

 

Figure 5.1  Accumulated Experience with classified Overlaps and Outcomes. 
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E: Not applicable 
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Respondents C, D and E’s answers have been classified as strong in terms of overlap and as 

strong in terms of outcome. For example, respondent C said that experience is helpful 

throughout the whole M&A process and that experience can enhance the M&A outcome in 

terms of that you can create synergies more smoothly. Respondent D said that some are good 

at evaluating the target company while others are good at integrating the company. 

Respondent D also said that the first time you do an M&A you do not really understand it. 

Respondent E argued that it is important with experience on how you negotiate and structure 

contracts of an M&A. Also how you plan for the integration and implementation. These 

answers’ from respondent C, D and E indicate that accumulated experience on M&A is 

helpful throughout the whole M&A process, where experienced people from different sectors 

should be the responsible. Furthermore, people with, for example, experience of integration 

can make this process more effective, which can enhance the M&A outcome.      

 

However, respondent A’s answers have been classified as a medium in terms of overlap and 

as weak in terms of outcome. Respondent A said that you learn helpful things along the M&A 

way, but there is no guidebook to follow for enhancing the M&A outcome. These answers 

can be analyzed as that each M&A case is unique and experience is not a critical factor for 

enhancing the M&A outcome. However, you will learn helpful things along the way that can 

be applied and useful during another M&A case.  

 

Respondent B’s answers have been classified as strong in terms of overlap and as medium in 

terms of outcome. Respondent B said that there is no particular part that is more useful; it is 

more the overall experience of the whole M&A process that can help you. However, no M&A 

case are similar to the other, but of course you learn by previous mistakes. These answers 

from respondent B further confirms that experience during the whole M&A process can be 

helpful, but each M&A case is unique.  

 

The literature argues that accumulated experience on M&A can enhance the M&A outcome 

and that experience can be helpful for managers to avoid making poor decisions. Furthermore, 

previous experience is also argued to make the integration more effective and helpful for 

creating synergies. When analyzing accumulated experience on M&A, we can see that there is 

a connection, to some extent, between the literature review, the suggested overlap and the 

empirical data. All respondents says that experience can be helpful throughout the whole 

M&A process, but not all respondents agree that this experience has an direct effect on the 
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M&A outcome. Hence, every M&A case should be seen as unique. However, experience will 

help more than hinder the M&A process when working with critical parts, such as integration 

and synergy creation.     

 

5.2 Size Mismatches and Organization 

Several researches argue that size mismatches in an M&A will have an impact on the M&A 

outcome. For example, Moeller et al. (2003) have found that small firms acquiring small or 

large firms have succeeded far better than when a large firm acquires a small firm. We 

suggested that the critical success factor size mismatches and organization should interrelate 

with the critical success factor choice and evaluation of the strategic partner to enhance the 

M&A outcome (figure 3.4).  

 

The following figure 5.2 shows analyzed and classified empirical data from appendix 1. Thus, 

figure 5.2 represents to what degree the respondent’s answers are in line with the suggested 

interrelation between size mismatches and organization and the choice and evaluation of the 

strategic partner and how that can affect the outcome.      

     

 

 

 

 

 

Figure 5.2  $ize Mismatches and Organization with classified Interrelations and Outcomes. 
 

Respondent A has a strong classification in terms of interrelation. Respondent A said during 

the interview that the board’s approach has been to avoid relatively small companies since 

every M&A needs a lot of management capacity. These answers gives a strong indication that 

respondent A’s company sorts out small companies from their selection process and, 

therefore, confirms a interrelation between size mismatch and organization and choice and 

evaluation of the strategic partner. However, respondent A has a medium classification in 

terms of outcome. Respondent A does not give a clear answer on whether the consideration of 

size will affect the M&A outcome or not. Furthermore, respondent A said that when acquiring 

relatively smaller firms the responsibility tends to be pushed down in the own organization. 

This can in some cases be a good thing, for example, when integrating the business side. 
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Respondent A, however, said that more complex issues, like compliances, are often hard to 

explain and will be better understood if explained by more senior staff. Respondent A’s 

answer indicate that there could be an effect on the M&A outcome when acquiring relatively 

smaller firms, since some of the issues that needs to be addressed by more senior people will 

be pushed down the organization, and thus, will create confusion at the acquired firm. Hence, 

respondent A confirms the suggestion in chapter 3 that the size of the target firm affects the 

M&A outcome to some extent.   

 

Respondent B has a not applicable classification in terms of interrelation. During the 

interview respondent B did not indicate that size mismatches and organization and choice and 

evaluation of the strategic partner would be interrelated. However, respondent B did say that 

acquiring relatively bigger companies are more complex and harder to implement and that 

relatively smaller firms are easier to implement. This indicates that more effort has to be put 

in when acquiring a relatively larger firm; thus, a failure to do this will harm the M&A 

outcome. Therefore, respondent B is classified as medium in terms of outcome. Respondent 

B’s answers, therefore, imply that the size of an organization can affect the outcome of the 

M&A as was suggested in chapter 3. However, respondent B does not give further evidence 

to the suggestion that size mismatches and organization would be interrelated with choice and 

evaluation of the strategic partner.     

 

Respondents C and D, whom both are classified to have a strong degree of interrelation, both 

said during the interview that their companies had a “size range” when evaluating target 

firms. Acquisitions of companies outside this range, both larger and smaller, will not be 

pursued. Since the answer from respondent C and D clearly state that they actively sort out 

companies that does not fit into the “range”. It can, therefore, be interpreted that there is an 

interrelation between size mismatch and organization and choice and evaluation of the 

strategic partner. Furthermore, both respondent C and D have a strong classification in terms 

of outcome. Respondent C said in the interview that acquiring many small firms will drain 

energy from the company and that acquiring too large companies takes too much resource and 

is too risky, hence, this can affect the outcome of the M&A. Respondent D said that when 

acquiring relatively larger firms, it is more complex to achieve the end goal and that when 

acquiring relatively small firms one can become ignorant, and thus, the outcome will be 

harmed. These statements from respondent C and D indicate that size mismatches and 

organization has an effect on the M&A outcome. Respondent C and D both confirm what was 

suggested in chapter 3. Which was, that the critical success factor size mismatch and 
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organization is interrelated to the choice and evaluation of the strategic partner as well as 

that a consideration of relative size difference can affect the M&A outcome.    

 

Respondent E is classified as strong in terms of interrelation. Respondent E said during the 

interview that if the target firms are to small it is easier to hire the people at the firm instead of 

going through with an actual acquisition. This indicates that the company has a process where 

they consider the size of the company, hence, respondent E confirms the suggested 

interrelation between size mismatch and organization and choice and evaluation of the 

strategic partner. Furthermore, respondent E has a weak classification in terms on outcome. 

Respondent E said during the interview that bigger deals were more complex from both a 

financial and integration standpoint. However, respondent E said that although size is 

important, the company is only looking for the right deal, big or small. The fact that 

respondent E admitted that the larger the acquisition the more complex it gets, implies that 

larger deals could hurt the M&A outcome if not the right precautions are taken. That 

statement gives a weak indication on that the size of an acquisition would have an effect on 

the M&A outcome as suggested in chapter 3. 

 

Moeller et al. (2003) and Gomes et al. (2013), among others, argue that the size mismatches 

of two organizations can have an affect on the outcome of the M&A. After analyzing the 

empirical data in appendix 1, we cannot see a clear pattern that the size affects the outcome. 

However, it gives us an indication that size mismatches can make the M&A more complex or 

that it will be given less attention. These indications can, if not though through, affect the 

outcome of the M&A negatively. Furthermore, these indications makes it clear that the size 

mismatches of organizations have to come into consideration early in the M&A process, 

hence, this can be interpreted as a interrelation between size mismatches and organization and 

choice and evaluation of the strategic partner.  

 

5.3 Choice and Evaluation of the Strategic Partner 

In the literature review in chapter 3, scholars describe the critical success factor choice and 

evaluate of the strategic partner as the very first step in the M&A process. At this point the 

acquiring firm collect information, through due diligence, to find the potential strategic 

partner(s) strength and weaknesses. Hence, in the due diligence process the companies 

evaluates, for example, implementation barriers, culture differences and management at the 

target firm(s). As suggested in figure 3.4, these examples lead to an interrelation between the 

critical success factor choice and evaluation of the strategic partner and the three post M&A 
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critical success factors: integration strategy, post acquisition leadership and managing 

corporate and national culture differences.  

 

We have decided that it would be easier to understand these interrelations if they were 

explained separately under, 5.6 Integration Strategy, 5.7 Post Acquisition Leadership and 5.8 

Managing Corporate and National Culture Differences, since these interrelations also explain 

the overlap of the three critical success factors from the post phase to the pre phase. However, 

the critical success factor choice and evaluation of the strategic partner will, hereafter, be 

analyzed.  

 

During the interviews it was found that choice and evaluation of the strategic partner is a 

continuous process. Respondent A said that the company continuously searches for a strategic 

partner and that it is all part of a bigger strategy for the company. Furthermore, respondent A 

said that the due diligence process will start if there is a common interest and that it ends with 

a monetary transfer. Respondent B said that they constantly look at potential targets, what 

rivals are doing and how the business environment is developing. Respondent C, on the other 

hand, said that the search of an M&A depends on the present situation in the company. An 

M&A involves risks and when the company has an appetite for risk they continuously search 

for companies that would fit into the organization. Respondent D said that the company 

continuously searches for M&A targets that will fit into their present strategy. Respondent E 

said that they have strategies to grow their business and that the search for good M&A 

opportunities are an on going process. These answers can be interpret as the companies have 

an overall strategy, which includes what types of M&A targets they should be looking at. 

Moreover, if the company finds an attractive target they then start the M&A process with due 

diligence of that target firm. Therefore, the critical success factor choice and evaluation of the 

strategic partner could be divided into different stages where stage one is the ongoing search 

for target companies that will fit into their growth strategy and stage two could be the due 

diligence process, which ends with the ownership transfer. These two stages will be further 

discussed in section 5.13.   

 

5.4 Communication Before the Merger 

It is argued that Communication Before the Merger is important to keep uncertainties away 

from employees and stakeholders. Furthermore, to continuously keep employees informed 

during the pre M&A phase can be helpful to reduce any feelings of threats by group members, 

because an M&A can force group members to change and adapt their characteristics between 



Henrik Törnell & Mårten Lindén IC10 
	  

 43 

the merging firms (van Leeuwen et al., 2003; Gomes et al., 2013). However, we suggested, in 

chapter 3 (figure 3.4), that; to ease the choice and evaluation of the strategic partner process, 

it is important to have a clear and constant communication before the merger, within the 

acquiring company, for the reason to avoid uncertainties and to keep employees and managers 

motivated and positive. Hence, this interrelation between choice and evaluation of the 

strategic partner and communication before the merger is suggested to affect the M&A 

outcome positively.   

 

The following figure 5.4 shows analyzed and classified empirical data from appendix 1. Thus, 

figure 5.4 represents to what degree the respondent’s answers are in line with the suggested 

interrelation and how this interrelation can affect the M&A outcome.     

 

 

 

 

 

 

 

Figure 5.4  Communication Before the Merger with classified Interrelations and Outcomes. 
 

All respondents have been classified as contradicts in terms of interrelation. All respondents 

say that they do not have any internal communication before the merger, because an M&A is 

very confidential. Respondent A, B, D and E are classified as contradicts in terms of 

interrelation and as strong in terms of outcome. Respondent A said that the people involve 

with the M&A has to sign confidential agreements and can get fired if they talk to 

unauthorized people. The internal communication starts first when the deal is official. 

However, respondent A also said that when the deal is official it is important to quickly 

communicate internally to avoid rumors etc. Hence, lack in this communication can lead to 

catastrophic consequences. Respondent B also said that the very few involved with the M&A 

has to sign a special agreement, which they are not allowed to discuss with anyone. 

Furthermore, if this information leek out it can destroy the whole M&A. Respondent D also 

said that very selected individuals get the information about the potential M&A. However, 

respondent D highlights that communication between these selected individuals are very 

important. Hence, if people involved with the M&A process gets information too late in the 
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due diligence they can have problems with inputs in the business case, which can harm the 

M&A outcome. Respondent E also said that they have a very limited internal communication. 

However, respondent E says that after the public announcement it is very important with 

internal communication so that people know how they will be affected personally and to 

avoid uncertainties. Respondent C has been classified as contradicts in terms of interrelation 

and as not applicable in outcome. Respondent C said that their M&A’s are very secret and 

that they only communicate with its employees that they have a plan for growth through 

M&A.  Unfortunately, respondent C’s answer could not be useful for the matter of the affect 

on the M&A outcome.   

 

When analyzing the empirical data, very similar material from all respondents contradicts 

both the literature review and the suggested interrelations in figure 3.4. It seems like the “real 

world” M&A cases differ from what the literature suggests enhancing the M&A outcome. 

Furthermore, every M&A is very confidential, so to continuously keep employees and 

stakeholder informed in the pre M&A phase is simply not possible because of legal 

agreements. However, internal communication when the deal is publicly announced can be 

argued to play an important role for the M&A outcome, in terms of keeping uncertainties 

away. What seems to be crucial with internal communication is the communication between 

the limited groups working with the M&A process.             

 

5.5 Courtship Period 

Gomes et al. (2013) and Cartwright and Cooper (1995) argue that the courtship period is 

important to help build a relationship between the acquiring company and the target firm. 

This period is a supplement to the due diligence process and is essential to use to find cultural 

fit and strategic fit between the organizations. The findings concerning strategic and cultural 

fit can ease the integration, choice of future leadership and cultural differences. Therefore, it 

is suggested in figure 3.4 that courtship period ought to be interrelated with the three post 

M&A phase critical success factors: integration strategy, post acquisition leadership and 

managing corporate and national culture differences. Furthermore, the courtship period can 

affect the outcome of the M&A if important issues concerning these three critical success 

factors are found.  

 

The following figure 5.5 shows analyzed and classified empirical data from appendix 1. Thus, 

figure 5.5 represents to what degree the respondent’s answers are in line with the suggested 

interrelation between courtship period and the three post M&A critical success factors 
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integration strategy, post acquisition leadership and managing corporate and national 

culture differences. Furthermore, how the courtship period can affect the outcome. 

 

 

 

 

 

 

Figure 5.5  Courtship Period with classified Interrelations and Outcomes. 
 

Respondent A and E have been classified as strong in terms of both interrelation and 

outcome. Respondent A said in the interview that the “get to know each other” period is 

where they try to gain knowledge about the target company’s top management and if their 

intended integration strategy is the best choice. Therefore, it is clear that respondent A 

confirms the interrelation between the courtship period and integration strategy, post 

acquisition leadership and managing corporate and culture differences. Furthermore, 

respondent A said that it is important to have this time to find and avoid problems in different 

departments which indicates that if the company would neglect the courtship period it would 

have an impact on the M&A outcome. Respondent E gave a clear answer that the courtship 

period is crucial for the future work with integration, leadership and culture, which is in line 

with the suggested interrelation in figure 3.4. Respondent E also said that if they get to spend 

time with the target company they could give the target company a further understanding 

about the opportunities with the M&A. This would, according to respondent E, be a motivator 

for the employees at the target firm and make them look positively on the M&A. Hence, a 

target company that goes into a post M&A phase positive and motivated will affect the M&A 

positively and vise versa. Respondent A and E does not only confirm the suggested overlap 

and affect on outcome in figure 3.4 but their answers also corresponds with what Gomes et al. 

(2013) and Cartwright and Cooper (2003) suggests about the courtship period in the literature 

review.  

 

Respondent B is classified as weak in terms of interrelation. Respondent B said that there is 

usually little information you can gain from the target before the purchase. The information 

that they do gain could help with the post M&A work but since the information flow is very 

limited the information there is very little evidence for an interrelation. Furthermore, 
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respondent B is classified as strong in terms of outcome. Respondent B said that it is very 

important to build up confidence between the two companies and that a lack of knowledge 

about each other can create unwanted situations later on in the process. This statement 

suggests that the courtship period is important for the outcome of the M&A. Respondent B 

confirms that the courtship period does have an effect on the M&A outcome as suggested in 

section 3.4. However, it is unclear how confidence between companies can be built up when, 

according to respondent B, the information flow is limited.  

 

Respondent C is classified as medium both in terms of interrelation and outcome. In 

respondent C’s experience it is beneficial to meet before the purchase and discuss relevant 

matters. This would, according to respondent C, be valuable for the future integration. The 

respondents answers indicates both that the courtship period is used to discuss the future 

integration to make the integration in the post M&A phase easier. However, the respondent 

does not give any further information about the relevant matters that are discussed, thus, the 

classifications are medium. In this case we can see that respondent C to some extent confirms 

the suggested interrelation and affect on outcome in section 3.4.  

 

Respondent D is classified as strong in terms of interrelation, this because that the respondent 

said in the interview that during the courtship period the company set up a more detailed 

integration strategy plan. Furthermore, they have an ongoing discussion to get to know the 

target company. In terms of outcome respondent D is classified as medium. This classification 

is set since the respondent only answered that it is always better to know the company you are 

acquiring before integrating. There is some indication that the courtship period may affect the 

outcome but it is not clear enough to be classified as strong, thus, the classification medium. 

 

It is argued by scholars that the courtship period should be used to create a relationship with 

the target firm as well as find out information that will help with future M&A work. It is also 

suggested in figure 3.4 that the courtship period is interrelated with the three post M&A phase 

critical success factors integration strategy, post acquisition leadership and managing 

corporate and culture differences. After analyzing the empirical data in appendix 1, the 

assumption that there is an interrelation between the courtship period and the three post M&A 

phase critical success factors mentioned above may be confirmed to some extent. The 

majority of the interviewees confirmed the interrelation, however, since some of the 

interviewees had a rather short and undeveloped answer we cannot be certain about the 

interrelation. As for the question if the courtship period would have an affect on the outcome 
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it seems that all interviewees confirm that there is an affect on the M&A outcome. The 

answers also support the current literature that it is important to build a relationship before 

purchasing a company and that this period can be used to ease the future M&A work.  

 

5.6 Integration Strategy 

Both Gomes et al. (2013) and Angwin and Meadows (2009) argue that the integration 

strategy plays a major part in whether an M&A is going to be successful or not. Haspeslagh 

and Jemmison (1991) have developed a framework on how to integrate companies based on 

organizational autonomy and strategic interdependence. This framework resulted in four 

different integration strategies based on whether the target company needs to keep their 

organizational autonomy and/or their strategic interdependence. It is also suggested that the 

integration strategy will be different dependent on what the acquiring company want to 

achieve with the acquisition. For example, if the acquiring firm wants to keep key employees 

at target firm to capture value, it is suggested that the acquiring firm lets the acquired firm 

keep its organizational autonomy. Therefore, it is crucial for the outcome of the M&A that the 

acquiring company considers the integration strategy during the choice and evaluation of the 

strategic partner in the pre M&A phase. Thus, the suggested overlap of integration strategy 

in figure 3.4 and the suggested interrelation between the critical successes factors integration 

strategy and choice and evaluation of the strategic partner and its affect on the M&A 

outcome.   

 
The following figure 5.6 shows analyzed and classified empirical data from appendix 1. Thus, 

figure 5.6 represents to what degree the respondent’s answers are in line with the suggested 

overlap of integration strategy and the suggested interrelation between integration strategy 

and the choice and evaluation of the strategic partner and how that can affect the M&A 

outcome. 

 

 

 

 

 

 
Figure 5.6  Integration Strategy with classified Overlaps & Interrelations and Outcomes. 
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In the following text the term “business case” is used. With a business case the respondents 

mean a sort of report that is done prior to any M&A and that will be evaluated by the board 

that will take a decision on whether to proceed or not. 

 

Respondent C, D and E have been classified as strong in terms of interrelation, overlap and 

outcome. Respondent C said during the interview that the company starts the process of future 

integration strategy during the due diligence period (part of choice and evaluation of the 

strategic partner). Furthermore, respondent C said that it is essential to work with the 

integration strategy before buying the target firm so they can create an understanding whether 

or not the target firm fits into their organization. Moreover, respondent C said that it could be 

devastating for the company to buy a company and then face the problems of integration. 

Thus, starting the work with integration strategy early will make you prepared and enhance 

your chances for a successful M&A outcome. Respondent D said that they start to look at the 

integration strategy even before the due diligence starts, this is done to get a further 

understanding about the business case before they start the due diligence. From there on they 

work continuously with the integration strategy. Furthermore, respondent D said that to start 

the work with integration early helps them to avoid problems and risks during the 

implementation of the integration. Hence, it will help the integration to run smoothly and 

affect the M&A outcome positively. Respondent E said during the interview that when they 

are looking at a M&A opportunity they, in order to understand the financials and analyze the 

profitability once the target firm is owned by them, have to understand how the target firm 

will be integrated. Moreover, respondent E said that during the due diligence it is important to 

know future integration to capture synergies, i.e. to create a more successful M&A outcome. 

 

Respondent A has been classified as strong in terms of interrelation and overlap. Respondent 

A said during the interview that they build a business case based on the M&A. Included in the 

business case there is a plan for the integration strategy. Unfortunately, respondent A did not 

give an answer that indicated that the early work with integration could affect the M&A 

outcome, hence, a not applicable classification in terms of outcome. However, since 

respondents C, D and E all said that to start the work with the integration strategy early 

would have a positive affect on the outcome, it can be assumed that respondent A would have 

said the same, since respondent A also started early with the integration strategy.  

 

Respondent B has been classified as strong in terms of interrelation and overlap. Respondent 

B said that the company has an overall strategy for growth, with this overall strategy you 



Henrik Törnell & Mårten Lindén IC10 
	  

 49 

know what you want to achieve and how the target firm will fit into the organization, thus, 

you know how to integrate it. Respondent B has been classified as medium in terms of 

outcome. The reason is that the respondent only indicated that the lack of consideration of the 

integration strategy in an early stage can lead to unexpected surprises and did not specify 

whether these surprises harmed the outcome or not. However, the answer can be interpret that 

the unexpected surprises is a negative factor and will in some way hurt the integration and the 

M&A outcome.  

 

It is argued by scholars that the integration strategy plays an important roll on whether the 

M&A will be successful or not. It is also said that different types of integration should be 

used to achieve different goals with the M&A. In figure 3.4 these arguments lead to the 

suggestion that the critical success factor integration strategy should overlap between the pre 

and post M&A phases and that it should be interrelated with the critical success factor choice 

and evaluation of the strategic partner. After analyzing the respondent’s answers it is clear 

that all of the respondents start the work with integration either during or before the due 

diligence in the pre M&A phase which is aligned with the suggested overlap and interrelation 

in figure 3.4. Furthermore, a majority of the respondents saw a correlation between the early 

work with integration and a successful M&A outcome. However, there were respondents that 

did not clearly express the same insights, but since all the respondents started the work with 

integration early it can be assumed that it is done to enhance the integration process and M&A 

outcome. Moreover, a majority of the respondents did say that they start the work with 

integration to understand how they can integrate the target firm and how they can capture 

synergies. These statements concurs with the present research that different types of 

integration will be used to achieve different goals with an M&A. 

 

5.7 Post Acquisition Leadership 

The literature review, in chapter 3, highlights that the post acquisition leadership is a vital 

factor for a successful outcome of an M&A (Gomes et al., 2013; Angwin and Meadow, 2009; 

Kavanagh and Ashkanasy, 2006; Karaevli, 2007). It is argued that the acquiring firm needs to 

appoint a top executive that will be put in charge of the acquired firm after the pre merger 

phase. Furthermore, the choice of new leadership in the acquired company can be a person 

within the company (insider) or a person outside the acquired company (outsider) (Angwin & 

Meadows, 2009). To choose future leadership at an early stage is important, therefore, we 

suggest an overlap of this critical success factor between the pre and post M&A phases to 

enhance the M&A outcome (figure 3.4). Also, that post acquisition leadership should have an 
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interrelation with the critical success factor choice and evaluation of the strategic partner 

(figure 3.4).  

 

The following figure 5.7 shows analyzed and classified empirical data from appendix 1. Thus, 

figure 5.7 represents to what degree the respondent’s answers are in line with the suggested 

overlap and interrelation and how this overlap and interrelation can affect the M&A outcome. 

 

 

 

 

 

 

Figure 5  Example with classified Overlasp & Interrelations and Outcomes. 
 

Respondent A, B, D and E’s answers have been classified as strong in terms of overlap and 

interrelation and as strong in terms of outcome. Respondent A said that during the due 

diligence (choice and evaluation of the strategic partner) it is included to examine the current 

top management at the target firm. Respondent A also says that it is often the top 

managements inabilities that can affect the M&A result negatively. Furthermore, wrong 

leadership for the new organization can be devastating. Respondent B said that the choice of 

new leadership is decided before they start the due diligence. Respondent B also said that it is 

important to understand whether to keep existing management at the acquired firm or to 

change management. Furthermore, to keep existing management involves risks because of 

loyalty questions etc. Respondent B says that this can harm the M&A outcome, but 

sometimes is it necessary for the objects of the M&A. Respondent D said that they evaluates 

management during the due diligence process. It is important to understand whether to have 

management with experience from their own company, use an outsider or to keep the existing 

management at the acquired company. Respondent D also said that; to create expected value 

for the M&A it is very important to have the right management team and it is important to 

have this team involved early in the M&A process before the integration. Respondent E said 

that they always during the due diligence process look at the target companies if they have 

any great leaders, if they fit in their company culture and if they have a future within their 

company. Also, who will be responsible for the future integration. Respondent E also said that 

it is important to understand the management at the target firm in an early stage. If key leaders 
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leave the organization after the M&A it can damage the M&A outcome. Furthermore, it is 

important to get the leaders “on board” as soon as possible, so they can help to set the attitude 

and tone towards the acquisition and their company. Respondent A, B, D and E have been 

classified to have a strong overlap and interrelation and a strong outcome. It is clear that 

respondent A, B, D and E consider future management in an early stage during the due 

diligence (Part of choice and evaluation of the strategic partner), for the reason to enhance 

the M&A outcome. Furthermore, to start the work with post acquisition leadership too late 

would be, according to respondent A, B, D and E’s answers, very negative for the M&A 

outcome. Hence, it is important to decide whether to keep existing management or change 

management so that right management can be involved as soon as possible.      

 

Respondent C’s answers have been classified as strong in terms of overlap and interrelation 

and as not applicable in terms of outcome. Respondent C said that they start looking at future 

leadership already during the due diligence process. Unfortunately could not any answer from 

respondent C be tied to if this early work with future leadership could affect the M&A 

outcome positively or negatively. However, respondent C has a strong overlap and 

interrelation because they start the work with future leadership in an early stage. We can 

assume that this early work with future leadership is considered to make the M&A outcome 

better.  

 

When analyzing all respondents answers from the empirical data, we can find a strong 

connection between suggested interrelation, overlap and affect on the M&A outcome in figure 

3.4 in chapter 3.  Furthermore, the literature review argues that post acquisition leadership is 

a vital factor for a successful outcome of an M&A. Therefore; it seems like respondents 

consider the early work with future leadership to avoid problems involved with future 

leadership.   

 

5.8 Managing Corporate and National Culture Differences 

Teerikangas and Very (2006) state that differences in organizational culture have an impact 

on the M&A outcome. Furthermore, it is suggested in the literature review, chapter 3, that the 

subject of cultural differences should be more carefully looked upon in the M&A 

environment and highlights the importance of discussing culture throughout the whole M&A 

process. It is suggested in chapter 3 and figure 3.4 that culture differences should be 

considered already in the pre M&A phase when evaluating strategic partners, for the reason to 

enhance the M&A outcome. Moreover, to consider culture differences already in the pre 
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M&A phase is suggested to reduce risk of culture clashes in the post M&A phase, which can 

damage the M&A outcome. 

 

The following figure 5.8 shows analyzed and classified empirical data from appendix 1. Thus, 

figure 5.8 represents to what degree the respondent’s answers are in line with the suggested 

overlap and interrelation and how this overlap and interrelation can affect the M&A outcome. 

 

 

 

 

 

 

Figure 5.8  Managing Corporate and National Culture Differences with classified Overlaps & Interrelations and 

Outcomes. 
 

Respondent B, D and E’s answers have been classified as strong in terms of overlap and 

interrelation and as strong in terms of outcome. Respondent B said that they are looking at 

both corporate and national culture when doing the due diligence (part of choice and 

evaluation of the strategic partner). Respondent B also said that if they would not look at 

culture differences at this early stage it would be bad for the M&A outcome. Respondent D 

said that different companies and countries have different cultures. Therefore, it is important 

to work with cultural questions before acquiring the company. Furthermore, it is important to 

educate people at the acquired company about our culture and how we work, respondent D 

said. Respondent D also said that if they would work more with cultural questions, their 

M&A outcomes would be even better. Respondent E said that companies that they do not 

think will fit into their own culture, they will either not pursue the opportunity or if they do 

they have to, in a early stage, identify the risks and make sure to develop strategies to mediate 

the risks. Respondent E also said that if they acquire a company with a very different culture, 

the probabilities of a successful M&A outcome is much lower. When analyzing answers from 

respondent B, D and E, we can see that all of them have a strong overlap because of their 

early and considered work with culture differences when doing due diligence. Furthermore, it 

seems like respondent B, D and E are aware of risks that culture differences means, and to 

start the work with culture differences in an early stage can reduce risks and enhance the 
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M&A outcome. Therefore, the suggested overlap and interrelation and affect on outcome in 

figure 3.4 can be confirmed.  

 

Respondent A’s answers have been classified as weak in terms of overlap and interrelation 

and as strong in terms of outcome. Respondent A said that they do consider culture 

differences during due diligence, but not nearly enough. Respondent A also said that they 

generally do not look at culture differences enough, which has led to that wrong management 

in some cases have been put in charge and that has been bad for the M&A outcome. 

Respondent A’s answers differs from respondent B, D and E. Respondent A is aware of the 

risks that culture differences can result in, but do not consider it enough in the M&A process. 

Respondent A has, therefore, been classified to have a weak overlap and interrelation and a 

strong outcome. However, if respondent A would consider culture differences in an early 

stage in the M&A process, maybe mistakes such as choosing wrong leadership could have 

been avoided.  

 

Respondent C’s answers have been classified as strong in terms of overlap and interrelation 

and as medium in terms of outcome. Respondent C said that when they create their business 

case, they investigate if there are any big culture differences, both national and corporate. 

Respondent C also said that cultural differences are not disadvantages; they just have to be 

aware of them. Respondent C has a strong overlap because it seems like culture differences 

are a part of their business case and that it should be consider already when doing the due 

diligence. Respondent C could not see any disadvantages about culture differences; they just 

have to be aware of them. Therefore, respondent C has been classified to have a medium 

outcome, because every culture can be managed if you are aware of it. 

 

When analyzing empirical data about managing corporate and national culture differences, 

we can assume that culture differences are a very important part of the M&A process. All 

respondents look at culture differences during due diligence. However, respondent A does not 

consider culture differences as much as remaining respondents. Furthermore, respondent A 

has faced consequences with culture differences, which early work with cultural questions 

maybe could have avoided. We can assume that the suggested overlap, interrelation and affect 

on the M&A outcome in figure 3.4 in chapter 3 is helpful to enhance the M&A outcome.      
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5.9 Interrelation Between Integration, Leadership and Culture Differences 

Integration strategy, future leadership and managing corporate and national culture 

differences are suggested in chapter 3 and figure 3.4 to be interrelated with each other. These 

interrelations are based on, for example, that culture differences may affect the performance 

of the integration strategy and the choice of new leadership (insider, outsider etc.), in terms of 

organizational change and type of communication. Furthermore, depending on what 

integration strategy the acquiring firm decides to use, it is suggested that this strategy ought to 

influence the choice of post acquisition leadership. Respondent A said that acquired 

companies that are in good shape are often worth more than originally perceived, they will be 

gradually integrated and works fine on their own. Companies in bad shape are often worth 

less than originally perceived and should be managed by a senior and qualified management 

with background from respondent A’s company. Furthermore, the bigger the company is the 

more you have to take culture differences in to account. Respondent A also said that 

leadership and cultural questions are the most important factors to work with. The lack of 

examination of culture differences can result in that wrong management can been put in 

charge of the organization. Respondent B said that integration, leadership and culture 

differences of course affect each other. Respondent B said that you have to take all these three 

factors in to account and try to get your own perception about what is the best way to go. 

Respondent C said that there is a linkage between these three factors. Furthermore, an 

acquisition involving high risks, such as large culture differences, requires more experienced 

people from their own organization that works together with local management, thus, this will 

make the integration easier. Respondent D said that these three factors are all very important 

parts of the process and of course they affect each other. However, it is not that easy to say 

that if it is large culture differences you should always integrate in one way, because every 

case is very unique. Respondent E said that these three factors are very linked. Respondent E 

also said that you could not make one decision without understanding the others.  

 

When analyzing empirical data about interrelations between integration, leadership and 

culture differences we can find a strong connection between suggested interrelations in figure 

3.4 and empirical data. All three factors are very important to highly consider in an early stage 

of the M&A process. Also, that every M&A case is unique and it seems like each factor affect 

the other to some extent. When the acquire has gained knowledge about target firm(s), in 

terms of culture differences and management at target firm(s), it seems to be important to 

adapt each factor to the other for enhancing the M&A outcome.   
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5.10 Pay the Right Price 

In the literature review in chapter 3 scholars argue that the fact that acquirers are paying too 

much has indicated to be a major reason for failure in M&A. It is also argued that cross-

boarder M&A will make it harder to evaluate the “right” price and that companies in some 

cases acquire business in desperation for growth, which will make the price factor less 

important. The critical success factor pay the right price can for these reasons be seen to have 

a direct affect on the outcome.    

 

The following figure 5.10 shows analyzed and classified empirical data from appendix 1. 

Thus, figure 5.10 represents to what degree the respondent’s answers are in line with the 

suggested affect on outcome caused by the critical success factor pay the right price. 

 

 

 

 

 

 
Figure 5  Pay the Right Price with classified Outcomes. 
 

All respondents have been classified as weak in terms of outcome. All respondents said that if 

you pay too much for an acquisition, of course, it will take a longer time too achieve your 

goal in terms of return on investment. However, respondent A said that sometimes paying too 

much for a “good” company can give you a good return anyway. Respondent B said that you 

usually pay more for a good company and less for a bad company. The way the respondents 

answered indicated that they all have pricing models from which they price the target 

company and that the matter of price is not very important for the outcome of the M&A.  

 

Even though the present research points towards that paying too much is a reason for M&A 

failure, none of the respondents gave an indication that would support this notion. They only 

agreed with the fact that if you pay too much it will take longer to reach your goal in terms of 

return on investment, although in some cases this was not seen as a hinder or a problem to the 

respondent.  
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5.11 Speed of Implementation 

Scholars argue that there are different opinions about the speed of the implementation, where 

some argue for a high-speed integration whilst some believe in a low-speed integration 

process. However, it is argued that with a “speedy” implementation of the integration strategy 

you avoid uncertainties between the two companies. These uncertainties can lead to, for 

example, that key employees leave the firm and that the value the acquiring firm wanted to 

capture may disappear. We have suggested that an early start of the critical success factors 

integration strategy, post acquisition leadership and managing corporate and national 

culture differences will enhance the knowledge about whether to use high or low speed in the 

implementation process for a more effective implementation and a better outcome (figure 

3.4).    

 

The following figure 5.11 shows analyzed and classified empirical data from appendix 1. 

Thus, figure 5.11 represents to what degree the respondent’s answers are in line with the 

suggested interrelation and how this interrelation can affect the M&A outcome. 

 

 

 

 

 

 

Figure 5.11  Speed of Implementation with classified Interrelations and Outcomes. 
 

Respondent A, B, D and E’s answers have been classified as strong in terms of interrelation 

and as strong in terms of outcome. Respondent A said that; to succeed with the 

implementation it is important to have a clear integration plan. Furthermore, it is important to 

consider the cultural aspects so the right people are put in the right place. Respondent A also 

said that if cultural aspects and plan for integration are not taken seriously it could harm the 

M&A outcome. Respondent A also said that if the acquired company is in good health and is 

currently doing well. In such cases there is no need to rush the implementation. However, if 

the acquired company has some problems or is not very well managed, it is important to 

integrate them as soon as possible. Respondent B said that if you decide leadership in an early 

stage you could make the implementation more effective. Respondent B also said that fast 
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implementation and a lot of information is generally better for the outcome. It is important to, 

as early as possible, cut off rumors and take away uncertainties at the acquired company. 

Respondent B also said that it is generally better to implement fast, but in some cases if you, 

for example, buy a company to compliment your own company then it is not that important to 

implement fast. Respondent D said that the speed they will implement is decided before the 

work with integration starts in the post phase. Respondent D also said that an ineffective 

integration could create confusions and harm the synergy creation. Respondent E said that the 

speed of implementation depends on what your objectives are and what you want to achieve. 

If it is assumed in the integration strategy that to generate significant synergies quickly then 

the implementation should be quick. Respondent E also said that, for example, a too quick 

integration could result in that you overlook the importance of cultural differences and with a 

too slow integration there are often lost synergies.  Respondent E also said that you have to 

have a very thoughtful strategy for integration.  

 

Furthermore, there are examples of both rapid and slow integrations and how that have 

harmed the synergies, thus, a lot of consideration has to be put in the speed. For example, a 

too quick integration can result in that you overlook the importance of cultural differences and 

with a too slow integration there are often lost synergies. When analyzing the empirical data 

from respondent A, B, D and E, we can see that all think that an early integration plan can 

enhance the chances for an more effective integration, which can enhance the M&A outcome. 

Furthermore, the speed of implementation seems to be better for the M&A outcome and more 

effective if the two companies integrate fast. However, choice of speed is different from case 

to case, where some says that you should have a fast integration if the acquired company is in 

bad shape, and you can integrate slowly if the acquired company is in good health. However, 

it seems like if you build a plan for integration early in the M&A process, you will get better 

knowledge of whether to integrate fast or slow and, therefore, can enhance the M&A 

outcome.  

 

Respondent C has been classified as not applicable in terms of interrelation and as medium in 

terms of outcome. Respondent C said that different parts integrate at different speeds. For 

example, the financial parts have to be integrated quickly and other operational aspects can be 

integrated step by step. Unfortunately could not respondent C be analyzed when, during the 

M&A process, they start their plan for integration. However, respondent C said that if they do 

not have enough control, they could place themselves in a problematic situation. Furthermore, 

the acquired firm sometimes expects that they have limitless money supply and that they can 
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solve all of the acquired firms problems, but investments have to be considered in the long 

run and they have to think about the payback. Respondent C has been classified as not 

applicable in terms of interrelation, because it is unclear where during the M&A process 

respondent C starts their plan for integration. However, respondent C said that they have to 

have control of the integration, and respondent C also said that they start the process of future 

integration strategy during the due diligence period. Hence, respondent C most probably start 

the plan for implementation when starting the process of future integration strategy. These for 

the reason to avoid place themselves in a problematic situation that can harm the M&A 

outcome.  

 

Some scholars argue for a fast integration and some argue for a slow integration, and the 

arguments are different whether fast or slow integration is the best for the M&A outcome. 

When analyzing the empirical data about speed of implementation we can find that speed of 

implementation is an important part of the M&A process. All respondents, more or less, 

consider their plan for implementation already when considers future integration strategy in 

the pre M&A phase. An interesting discovery is that cultural questions are important for the 

decision whether to integrate fast or slow. Hence, a connection between suggested 

interrelations (figure 3.4) and empirical data. Furthermore, empirical data can be connected to 

suggested interrelations in figure 3.4 because it seems like choosing leadership in an early 

stage in the M&A process can help the implementation to be more effective. In sum, it is 

more important to build your plan for implementation based on conditions, rather than speed. 

It seems like the speed of implementation is an affect of conditions.   

     

5.12 Communication During Implementation 

It is argued that it is important to report any progress and changes of the integration to the 

acquired company. Moreover, the failure to communicate can put a strain on the relationship 

between the two firms and increase the level of culture differences (Gomes et al., 2013; 

Weber et al., 2011). Furthermore, Weber and Tarba (2010) highlight the importance of having 

full disclosure, being honest and to communicate the acquiring firm’s intentions to the 

acquired firm’s employees. This will not only reduce anxiety and uncertainty, but also 

additionally reflect the acquiring company as trustworthy and reliable. Additionally, Weber et 

al. (2011) argue that companies that fail in communicating during the implementation process 

have been proven to have a less successful M&A outcome. This research indicates that to 

identify culture differences and integration strategies in the pre M&A phase will help the 

acquiring company to have a clear communication plan when the ownership is transferred for 
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a better outcome. Thus, the critical success factor communication during implementation is in 

figure 3.4 interrelated to the overlapping critical success factors; integration strategies, post 

acquisition leadership and managing corporate and national culture differences. 

  

The following figure 5.12 shows analyzed and classified empirical data from appendix 1. 

Thus, figure 5.12 represents to what degree the respondent’s answers are in line with the 

suggested interrelation between the critical success factor communication during 

implementation and the critical success factors integration strategies, post acquisition 

leadership and managing corporate and national culture differences. As well as the effect on 

the M&A outcome.  

 

 

 

 

 
 

Figure 5.12  Communication During Implementation with classified Interrelations and Outcomes. 
 

All respondents have been classified as strong in terms of both interrelation and outcome. 

Respondent A said during the interview that communication is a important tool to use in order 

to understand the importance of corporate and national culture as well as that the right people 

are put in the right positions. Furthermore, respondent A said that lack in communication can 

get catastrophic results. Respondent B said that a company can never communicate too much 

with the acquired company and that people always needs to now what is going to happen. 

Moreover, if people at the acquired firm do not know what is about to happen with the 

company it can damage the day-to-day business, and thus, the M&A outcome. Respondent C 

said that it is important to communicate with the management at the acquired firm and that all 

management should have the same information about strategies. Furthermore, respondent C 

said that it is important to communicate the future intentions for the acquired company so that 

the acquired company knows what to expect from the M&A. Moreover, so that the acquired 

firm does not plan for major changes when there in fact will be none. Respondent D said 

during the interview that it is important to communicate how they will manage the integration 

with the acquired firm. Respondent D also pointed out that it is important to communicate 

with the acquired firm in order to keep key employees onboard after the acquisition. 

Communication During 
Implementation 

Interrelation 
 

A: Strong 
B: Strong 
C: Strong 
D: Strong 
E: Strong 

 
A: Strong 
B: Weak 
C: Medium 
D: Contradicts 

E: 
StrongOverlap  

 
A: Strong 
B: Weak 
C: Medium 
D: Contradicts 
E: Strong 

Outcome 
 
A: Strong 
B: Strong 
C: Strong 
D: Strong 
E: Strong  
 
A: Medium 
B: Strong 
C: Not 
applicable 
D: Weak 

E: 
StrongOutcome 
 
A: Medium 
B: Strong 
C: Not 
applicable 
D: Weak 
E: Strong 
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Respondent E said that communication with the acquired firm is vital to help them understand 

the future steps. Furthermore, respondent E could not stress enough how important 

communication during implementation is for the future integration. Moreover, respondent E 

said that horrible communication with the acquired firm will lead to a more ineffective 

implementation and adaptation will take longer time, thus, communication is really important. 

 

In the literature review it is argued that communication during the implementation is vital to 

keep employees at the acquired firm calm and positive about the acquisition and that a lack in 

communication would build up barriers in terms of culture and integration. In figure 3.4 this 

is visualized by suggesting an interrelation between the critical success factor communication 

during the implementation and integration strategies, post acquisition leadership and 

managing corporate and national culture differences. Since all the respondents in one way or 

another indicates that to have an effective implementation all relevant post M&A parts must 

be communicated well, therefore, it can be assumed that the suggested interrelation does 

exists in the M&A process. Moreover, all the respondents do say that a lack of 

communication can harm the M&A outcome, which is consistent with the suggestion in 

section 3.4 that a better and more transparent communication during the implementation has 

an positive affect on the M&A outcome. The answers from the respondents are also coherent 

with present research and supports that communication during the implementation is a vital 

factor in the M&A process. 
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5.13 Summary and conclusion of the empirical data 

The analysis of the empirical data has enhanced our knowledge about how the M&A outcome 

is influenced by interrelations between critical success factors as well as the overlapping of 

critical success factors between the M&A phases. Hereafter, this section will through a 

reconstructed figure, based on figure 3.4, show findings from the analyzed empirical data.  

 

The following figure 5.13 visualizes the findings from chapter 5.  

 

 

Figure 5.13 The M&A Process with developed Interrelations and overlaps affecting the M&A outcome.  
 

Figure 5.13 differs from figure 3.4 in terms of that some critical success factors have been 

removed, merged, added and some factors have been positioned differently. As shown in 

figure 5.13, overall strategy for growth has been added to the figure. When empirical data was 

analyzed we found that all respondents said that they had an overall strategy for the company. 

All respondents said that an overall strategy will give the company a clear picture on what 

M&A opportunities they should pursue, for example, target firms in attractive geographical 

areas, target firms with attractive products or target firms with attractive knowledge. The 

search for M&A’s will, therefore, be a continuous process. The curved black arrows in figure 

5.13 visualize that the overall strategy for growth is a continuous process. The removed 

critical success factor size mismatches and organization has been incorporated into the new 

critical success factor overall strategy for growth, since it was found in the analysis that 

companies actively sort out target firms that does not fit into the strategy in terms of size. 
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Furthermore, it was found that when a company finds a potential M&A target they create a 

business case, which is visualized with a black arrow from overall strategy for growth to 

business case in figure 5.13. The business case can, therefore, be seen as starting point of the 

M&A process. The business case contains information about the target firm and strategies on 

how the M&A would be carried out. For example, the business case can cover what the 

company wants to capture with the M&A, as well as the intended integration strategy and 

future management. The business case will be presented to the board and will be either 

accepted or rejected. An accepted business case can be seen as the start of the M&A process.   

 

The critical success factor accumulated experience on M&A is still in the same place as in 

figure 3.4. Hence, experience on M&A has been confirmed to be important throughout that 

whole M&A process.  

 

The critical success factor choice and evaluation of the strategic partner in figure 3.4 has be 

divided into the two new critical success factors: overall strategy for growth and due 

diligence. When the board of the company has accepted the business case, the due diligence 

process will start. When analyzing the respondents’ answers, it seems like the due diligence 

process includes a strong consideration for future integration, leadership and risks with 

culture differences. Furthermore, the due diligence process has been merged with the critical 

success factor courtship period. This merge is done because it was found that the courtship 

period is an extension/part of the due diligence process. During the courtship period, the 

integration strategy, leadership and culture differences are further explored when the two 

companies gets to know each other.  

 

The three critical success factors integration strategy, post acquisition leadership and 

managing corporate and national culture differences are in figure 5.13 merged into one 

critical success factor. All respondents indicated that these three factors are highly interrelated 

and that each factor affects the other to some extent. Also, this merged critical success factor 

is now suggested to start earlier in the process than in figure 3.4. This extended overlap is 

based on the respondents’ answers that consideration of these three factors is taken during the 

due diligence. The three merged factors are interrelated with the critical success factor speed 

of implementation. The speed of implementation is found to be dependent on the choice of 

integration strategy and culture differences, hence, the interrelation.  

 



Henrik Törnell & Mårten Lindén IC10 
	  

 63 

The critical success factor communication before the merger has been moved and its name 

has been changed to internal communication and is now in the post M&A phase (figure 5.13). 

When analyzing the respondents’ answers about internal communication, all said that internal 

communication does not exist outside the very limited group working directly with the M&A. 

However, it is found that, once that deal is publicly announced, it is very important to quickly 

communicate internally.  

 

The last critical success factor communication during implementation in figure 5.13 is in the 

same position as in figure 3.4. Communication during implementation can be assumed, after 

analyzing the respondents’ answers, to have an interrelation with the three merged factors as 

suggested in figure 3.4. This interrelation is further confirmed by that all the respondents, in 

one way or another, indicated that to have an effective implementation all relevant post M&A 

parts must be communicated well.  

 

Hereby, figure 5.13 is presented as a summary of the analyzed empirical data. Throughout 

this dissertation, the aim has been to find how M&A outcome is influenced by interrelations 

between critical success factors as well as the overlapping of critical success factors between 

the M&A phases. From the exploration in this dissertation we have found that, through 

extensive material research and empirical data analysis, interrelations between certain critical 

success factors and overlaps of certain critical success factors does in fact affect the M&A 

outcome.  
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6. Thesis Conclusions 
In chapter six, a discussion about this dissertation’s theoretical and practical contribution 

will be presented as well as societal and ethical effects. Finally a section about self criticism 

and future research will be discussed.  

 

6.1 Discussion about theoretical and practical contributions 

The aim of this dissertation has been to find if interrelations between critical success factors 

and the overlap of critical success factors between the M&A phases effects the M&A 

outcome. Gomes et al. (2013), suggested in a review paper that to enhance the M&A outcome 

companies have to consider a number of critical success factors. Furthermore, Gomes et al. 

(2013) suggested that further research should be made on how critical success factors might 

be connected (interrelated) within each M&A phase, but also across (overlap). This 

dissertation has further contributed insights on the matter of the suggested interrelation 

between critical success factors within the phases as well as exploring the overlaps of critical 

success factors between the two phases. The new findings in this dissertation can be 

interpreted as that the M&A process might not be strictly divided into two phases, but can be 

seen as one process where critical success factors work together, in terms of interrelating and 

overlapping, for the best possible outcome. 

 

6.1.1 Overlaps affecting the M&A outcome 

In our research we have found that companies have an overall strategy for growth through 

M&A. The team that works with scanning the market for potential growth opportunities does 

this search continuously and since the possible target firm has to fit the current strategy there 

will, already here, be criteria that have to be met. The fact that the companies, already before 

the M&A process has started, know for what reason they acquire the target company; that 

itself will ease the work with the M&A process and possibly affect the outcome positively. 

Moreover, it was found that experience is an important factor throughout the whole M&A 

process. This particular finding is in line with the arguments of Heleblian and Finkelstein 

(1999) that organizations with previous M&A experience more often achieve a successful 

M&A than companies without previous experience.  Furthermore, we found that the three 

post M&A critical success factors, integration strategy, post acquisition leadership and 

corporate and national culture differences, do not only overlap as suggested in figure 3.4 but 

are in fact important throughout the whole M&A process. Thus, starting the work with these 

three factors in the very beginning of the M&A process can majorly improve the chances for a 
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successful M&A outcome. All findings discussed above implicate that companies have to be 

proactive both to find the “right” strategic partner, but also when the M&A process starts. 

Moreover, the companies have to have good knowledge about why they acquire a company, 

and this reason to why they acquire a company is important to the work throughout the whole 

M&A process. The findings are also in line with Gomes et al. (2013) notion that critical 

success factors are connected across the M&A phases and that consideration of these in both 

the pre and post M&A phase can be a decider whether the M&A will be successful or not. 

Moreover, it was found that the companies in this research paper consider many of the critical 

success factors already in their business case, which is done before the M&A process starts. 

This leads to the question, if an bad M&A outcome is caused by ignorance of the business 

case rather than the lack of consideration of the critical success factors? 

 

6.1.2 Interrelations affecting the M&A outcome 

Findings in our research are that interrelations between critical success factors are crucial for 

the M&A outcome. For example, it is important that the business case affects the due 

diligence process. The business case includes, for example, the value the company wants to 

capture with the M&A, future integration and future leadership. The company should, 

therefore, have the business case as a basis when doing the due diligence. We have found that 

it is important to highly examine and consider future integration strategy, future leadership 

and culture differences when doing the due diligence, to enhance the M&A outcome. 

Furthermore, the due diligence process is, therefore, a very important process in which the 

companies can find risks and opportunities in terms of integration strategy, future leadership 

and culture differences. Also, we have found a strong interrelation between future integration, 

future leadership and culture differences. These three factors affect each other to some extent 

and all three factors are very important to consider when doing the due diligence. Scholars 

argue that similar strategic and operational fit between the two organizations are better for the 

M&A outcome, and that a more improved due diligence is crucial for achieving expected 

value creation (Perry & Herd, 2004; Howard, 2003; Gleich et al., 2010; Chen & Liang, 2011). 

These arguments are in line with our findings that an improved and extensive due diligence, 

with plans for integration strategy, future leadership and culture differences, is crucial for a 

better M&A outcome. Furthermore, it is important to find risks and opportunities that the 

M&A involves during the due diligence process.  

 

The three factors; future integration, future leadership and culture differences are also found 

to be interrelated with speed of implementation and communication during implementation. 
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The speed of implementation is found to be dependent on the choice of integration strategy 

and culture differences for a better M&A outcome. Scholars argue differently about speed of 

implementation, where some argue for a slow-speed implementation and others argue for a 

fast-speed implementation. However, we have found that speed of implementation should be 

decided on a case-to-case basis, influenced by culture differences and integration strategy. 

Some M&As require a slow-speed implementation and some M&As require a fast-speed 

implementation. We have also found that; to have an effective implementation, all relevant 

post M&A parts must be communicated well for a better M&A outcome. Therefore, 

integration strategy is interrelated with communication during implementation. Gomes et al. 

(2013) have found that communication during the integration process is vital to a successful 

integration. These argument by Gomes et al. (2013) are in line with finding in this 

dissertation.  

 

Furthermore, another interesting finding is the acquiring company’s internal communication. 

Scholars argue that a constant and clear communication during the M&A process keeps 

uncertainties away from employees and key stakeholders, which otherwise may harm the 

M&A outcome. Findings in this research paper are that internal communication before the 

ownership transfer does not exist. However, internal communication after the ownership 

transfer is very important for the reason to keep uncertainties away.   

 

These contributions in 6.1.1 and 6.1.2 can help researchers in the M&A and strategy field to 

further understand the very complex process that is the M&A process. Through the findings 

in this dissertation we can conclude that for a company to succeed with an M&A it would be 

beneficial to consider the whole process with all its interrelations and overlaps and not only 

consider one interrelation or overlap. 

 

6.2 Societal and ethical aspects 

The proposed M&A process in figure 5.13 is developed from the literature review and 

empirical data and is suggested to enhance the M&A outcome. A more successful M&A can 

provide more value to the society, such as increase of work opportunities and GDP. If the 

M&A can create economic benefits for the society, it can be seen as an ethical action 

(Saunders et al., 2006). The proposed M&A process in figure 5.13 suggests that factors 

throughout the whole M&A process are interrelated and overlaps from one M&A phase to 

another, to enhance the M&A outcome. Furthermore, if people at the acquiring firm 

professionally consider all the factors interrelating and overlapping, this can help people to 
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avoid making unethical and bad societal decisions because of a more controlled M&A 

process. An ineffective and not thought through M&A process can harm the M&A outcome 

and, therefore, can create societal damage.  

 

6.3 Self criticism  

Figure 5.13 can be criticized and have deficiencies because it covers the breadth and not the 

depth of the M&A process. The M&A process is a very complex process and every factor 

during the M&A process could be its own research field. Moreover, the method to find the 

answer to our research question can be criticized because the interviewees are convenience 

samples and are all working for multinational companies. Furthermore, the companies have 

an extensive experience in the M&A field, which can have contributed to that the companies 

have more set routines and standards on the M&A process than, for example, small and  

inexperienced companies. If the interviewees were more mixed with different experiences and 

came from both small and medium enterprises as well as multinational companies, possibly 

figure 5.13 would have a different design.  

 

6.4 Future research 

Interesting future research on the M&A process can be to explore each critical success factors 

interrelations and/or overlaps in depth. Furthermore, this dissertation has used multinational 

companies to find answers; it would be interesting and useful for future research if the same 

study would be conducted among small and medium enterprises with less M&A experience.     
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Appendix 1 
 

Categorized and analyzed interview answers 
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