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Management summary 
Many companies are involved with mergers and acquisitions (M&A) activities. Common goals of M&A 

projects are: saving costs due to economies of scale, gathering promising technologies and/or 

increasing their market share (Anderson, Havila, & Nilsson, 2012). However, many M&A projects fail 

because of their complexity (Straub, 2007). This research project aims to optimize the mergers and 

acquisitions process in order to generate an effective merger or acquisition. The assigning company 

assigned this project to optimize the integration phases of their M&A processes. In general, most of 

the acquisitions fail to achieve their objectives. A frequently mentioned cause is a poorly performed 

integration (Banal-Estañol & Seldeslachts, 2011; Dessein, Garicano, & Gertner, 2010; Hitt, Harrison, 

Ireland, & Best, 1998). Therefore, this project addressed the integration phase as target for 

optimization.  

The research was guided by a design science methodology to generate knowledge about the 

integration phase. This project generated a mix between theoretical and practical views. The problem 

was defined via a systematic literature review and the analysis and diagnose were performed via semi-

structured interviews with employees of the company and open interviews with experts from the 

field. Within the solution design both views, theoretical and practical, were combined.  

Systematic literature review 
The systematic literature review identified 24 factors which influence the M&A integration phase. Six 

of them were selected as most controllable and therefore most relevant for optimizing the integration 

phase. The six selected factors are: planning, goalsetting, communication, supervision, task/role 

division, and performance measurement: monitoring and evaluating. These factors served as 

reflection for the company‘s behaviours within the integration phase.  

Analysis and diagnose 
Based on the interviews with the company‘s employees which were or are currently involved in 

integrations, the conclusion was revealed that the company has most opportunities for improvement 

within planning. The integration phase of the company is rarely well prepared and planned before 

starting. However, this does not imply that the effectiveness of the company‘s M&A process is low, as 

many other factors of the integration phase influence this effectiveness. Besides, the definition of 

effectiveness can interpreted in many multiple ways according to the two interviewed experts. 

According to the experts, an effectiveness of an M&A project can by identified by: financial gain in 

profitability relative to pre-merger results, preservation of employment, integration of products and 

service, the pace of the integration, and the acquisition price. 

The solution design 
The integration team can be supported by the chosen designs, the roadmap and progress tracker. The 

roadmap can function as overview of project tasks and its interdependencies. The progress tracker 

can be used as progress overview for communication to the strategic management. In both designs 

the Stage-Gate model (Cooper, Edgett, & Kleinschmidt, 2002) is applied, where the strategic 

management can function as the gatekeepers.  

However, building the progress tracker and roadmap will not be enough to optimize the integration 

phase. Via a focus group was discovered that strategy-based priorities are not communicated to the 

company’s project teams. Therefore, the integration team does not get the guidance it needs from 

the strategic level for making important decisions and putting their efforts at the right focus. Besides, 

the knowledge transfer between the pre- and post-merger phase is lacking which is important to the 

integration manager in order to receive essential information about the target company and knowing 

the discussed synergies. This information can give the right decision guidance and the right focus for 
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the integration project. Therefore, the Stage-Gate model would be a recommended method to apply 

in the integration phase. For the gates, the right gatekeepers must be attracted in order to intervene 

and offer support in decision making and focus guidance of the project.  

Conclusion 
The M&A integration phase knows many challenges. This project aimed to optimize the M&A 

process and outcome. This was done by focusing on the M&A integration phase. An important 

finding of this study and previous studies was that the business strategy must function as foundation 

for the whole integration process. Thoughtful, strategy-based actions and decisions help to guide to 

realize predefined goals, which makes the M&A outcome more effective. Therefore, the strategic 

management of a company should be involved in the integration phase. This can be reached by the 

introduction of the Stage-Gate model, where strategic management intervenes after defined stages 

within the integration phase to support the integration team by advise and make strategic decisions. 

This model is originally used for R&D processes, however it appeared in this research that the Stage-

Gate model can offer very useful contributions to the integration phase as well.  

Based on the combination of the information from the literature review, interviews, and focus group, 

the following recommendations were proposed. In order to optimize the connection between the pre- 

to the post-merger phase a person from the pre-merger phase should be involved in the post-merger 

phase. This connection is needed to generate a knowledge transfer for similar reasons as the 

importance of the business strategy. In the pre-merger phase desired synergies are discussed and 

essential information about the company is gathered. This information is useful for making the right 

considerations and generating the right guidance for the project. Besides, a predefined planning 

should generate the right guidance and overview in the integration process. A planning framework 

should be used in order to track the progress of the integration project and evaluate on the project. 

By monitoring and evaluating, the process management adopts a learning attitude which enables 

optimization for the integration phase. The outcome of the M&A process can be measured by 

effectiveness identifiers which were mentioned by the experts: financial gain in profitability relative 

to pre-merger results, preservation of employment, integration of products and service, the pace of 

the integration, and the acquisition price. An expert mentioned that an appropriate time for 

evaluation would be five years after closing the deal.  
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1. Introduction 
Fast growing companies are continuously facing hard decisions that need to be made. Companies 

want to grow as fast as possible under the condition that it should be a sustainable growth (Schwenker 

& Bötzel, 2007). The decisions these companies make are crucial in whether the company would 

generate a healthy growth or not. A healthy growth is important to create a competitive advantage in 

the market and to adjust to the constantly changing environment (Papadakis, 2005). According to 

Christensen and Raynor (2003), it is very hard to know how to grow. Therefore, companies should look 

carefully into their options and should make thoughtful strategic decisions.  

This graduation project will focus on the decisions that need to be made in the Merger and Acquisition 

(M&A) process. Due to M&A, companies are able to reallocate resources in order to generate financial 

benefits and create business opportunities (DePamphilis, 2011). However, M&A processes know some 

bottlenecks that can cause serious problems. In this project, these bottlenecks as well as the success 

factors will be first identified and second addressed by a solution design.  

This project was assigned by a telecom company from the Netherlands. Therefore, the following 

paragraphs will introduce the assigning company and the assignment which incentivized this project. 

Thirdly, the outline of the report is described.  

Due to confidentiality reasons, the company’s name will not be mentioned in this report and 

appendices 3 and 4 will be left out in the published version of this report.  

The project is supervised by dr. A.S.A. Bobelyn from Eindhoven University of Technology, and L.M.G. 

Melsen and G.F.A.M. Gooijers from the company.   

1.1. Company introduction 
Due to confidentiality reasons, the company’s name will not be mentioned. 

The company is founded in 1999. In the beginning, the company offered advertisement for clubs. Since 

then, the company grew and expanded. Last year, the company grew from 270 to nearly 300 

employees. Simultaneously, the company grew last years in their offer in communication tools as well. 

Today, applications of these communication tools are text, voice, payments, access, and ticketing 

solutions. Due to these solutions, the company’s clients are able to maintain and/or improve a close 

connection with their customers. The expansion of its offer in communication tools is mainly enabled 

by the many acquisitions the company did. Twenty companies are already acquired by the company 

while the company exists for only 19 years. Acquisitions were done worldwide, which helped the 

company to enter multiple domestic and foreign markets. Offices were opened in the Netherlands, 

Belgium, United Kingdom, France, Germany, Hongkong, China, Japan, Dubai, and South Africa. Due to 

the worldwide spread offices, the company operates today in more than 200 countries. The company 

has its strongest market positions in the Netherlands and Belgium.  

The company proved to be very successful in managing the company’s growth. It has won the Deloitte 

Technology Fast 50 Award and the High Growth Award (Website company, 2017).  

1.2. Project description 
The commissioning company is according to their won awards very successful in managing their 

growth. The company is able to “successfully lead several mergers and acquisitions with no disruption” 

(website company, 2017). The company is very keen on maintaining a sustainable growth, which 
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makes them monitor carefully the processes and look for potential improvement. The M&A process 

is one of these processes that can be improved.  

The company has already a lot of experience in M&A processes due to the execution of twenty 

acquisitions. However, the company thinks that their M&A process could and should be optimized. 

Every acquisition is different, for instance on goals, magnitude, systems and employees. This diversity 

makes it hard to create one plan that would fit for all M&A processes. Therefore, the company tries 

to find a manner to offer more support to their integration teams in order to smoothen the M&A 

processes. According to the assigning company, the most critical part of the M&A process is the post-

merger integration phase (PMI). This part of the process is the moment when synergies and merger 

value need to be exploited. According to Gates and Very (2010), this phase can be seen as the most 

challenging part of the M&A process.  

Further analysis of the graduation project should confirm whether this phase is the main target of this 

research. The general aim of this project is to find manners which will optimize the M&A outcome. 

This will be done by finding the main bottlenecks and success factors in the M&A process and 

proposing a solution design to address the problems and support the success factors.  

1.3. Report outline 
This graduation project starts with predetermined directions within the project compass. The research 

methodology is explained in the following chapter, chapter 3. As described in the research 

methodology, this study follows partly the problem-solving cycle of Van Aken, Berendsen, and Van 

der Bij (2012). The steps in this cycle are followed in the structure of this report, which implies the 

problem definition as chapter 4, the analysis and diagnose as chapter 5, the solution design as chapter 

6. And finally, the conclusion and discussion are presented in chapter 7.   
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2. Project compass 
Predetermined directions are required in order to focus and thereby to approach a deeper level of 

understanding in certain parts of the M&A process. The project compass presents two kinds of 

directions; the scope and the research questions.   

2.1. Scope 
A predetermined scope is used to align the project targets with the company. The focus of the project 

must be clear. Besides, the limitations must be known.  

2.1.1. Focus 
As the M&A process is a broad and time consuming process, a particular area within the M&A process 

needs to be chosen for this project in order to approach a deeper level of understanding. The chosen 

area is the M&A integration phase. The decision of choosing this area is explained in section 4.2.  

This graduation project aims to discover the bottlenecks and success factors of the M&A integration 

phase of the company. Therefore, first a literature review is done in order to find the main bottlenecks 

and success factors of the M&A integration phase according to literature. These findings are used for 

assessing the company’s situation regarding the M&A integration phase. A solution design is then 

created to optimize the company’s integration approach. This solution design will function as a 

support tool for the integration teams of the company that will contain aspects which contribute to 

avoid or eliminate potential problem causes and to activate potential success causes. In this way, this 

project optimizes the M&A outcome, where potential synergies are utilized and bottlenecks are 

eliminated. The research approach and explanation can be found in the research methodology 

section, chapter 3.  

2.1.2. Predefined project limitations 
This project has certain boundaries that need to be clarified in order to be aware of the project limits.  

The first boundary that causes a limitation is the duration of the project. This graduation project will 

formally last six months, determined by Eindhoven University of Technology. Therefore, the formed 

solution design will be concrete, however, not prescribing actions for every specific event that might 

occur.  

The created solution design should be a standardized solution design which should be applicable in 

every M&A process of the company. As mentioned in the introduction chapter, a one-fit-all approach 

will be hard to apply. Therefore, the solution design will be designed in a manner that it will be 

adjustable and expandable for specific situations.  

Although this research will be focused on the assigning company, the solution design might be 

applicable in practice for other companies as well, as this research will be tight connected to practice. 

However, that tight connection to a particular practice company might cause information bias. The 

bottlenecks and success factors will be formed partly by the company’s point of view. The input 

information can be therefore biased. According to McLain (1983), information bias can occur when 

the research is influenced by a lack of objectivity. Subjective information may affect the solution 

design, which makes it probably less applicable to M&A process of other companies. It is inevitable 

that the viewpoint will be occasionally be biased by the assigning company. However, being aware of 

this fact and verifying conclusions by existing literature will help to minimize this bias.  
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2.2. Research Questions 
A research question must be composed in order to have a clear guideline and goal for this project 

which an important first step in solving is the main problem. The main project goal is to improve the 

current M&A process, which results in the main research question:  

‘What changes need to be implemented in the current M&A process of the company in order 

to generate an effective acquisition?’ 

Besides focusing on the needed changes in the company’s PMI process, it is important to know what 

the general optimal manner of integration is. With this information, the current process of the 

assigning company can be compared with the ideal process which can reveal the concrete faults of 

the current process. Therefore, a sub research question is composed. The solution of this research 

question serves as support for the main research question.  

A. ‘What is the optimal manner of realizing an effective acquisition in general?’ 

More specific questions that need to be answered in order to answer this question are: 

A.1. What are the main bottlenecks of the M&A process? 

A.2. What are the key success factors of the M&A process? 

A.3. What form of solution design is needed to support the M&A team?  

A.4. What features need to be included in the solution design? 

A.5. What are the required investments to implement the solution design? 

A.6. What are the cost savings of implementing the solution design? 

Moreover, in order to know the manner to achieve an effective acquisition, the goal needs to be clear. 

Therefore, this project should define what is meant by an effective acquisition. This definition is 

important in order to know what the aimed goal of companies’ mergers or acquisitions are. This 

required definition formed the following question: 

B. ‘What is the definition of an effective acquisition?’ 

More specific questions that need to be answered in order to answer this question are: 

B.1. What effects do the fail/success factors have on the M&A process? 

B.2. What are the ideal effects of mergers and acquisitions? 

B.3. What is the line between failure and success of an acquisition? 

Note: These questions were predefined before the scope of the research within the M&A process 

was determined. Therefore, the questions were first composed for the general M&A process. 

However, the questions are applied on the particular scoped part of the M&A process (the now 

known scope: the integration phase) instead of the general M&A process.  

 

As the scope and research questions of this report are composed, the research methodology can be 

set.   
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3. Research methodology 
Research methods are helpful tools to use as guidelines during the research. Therefore, these methods 

were set before the research started. The problem-solving cycle (Van Aken et al., 2012) is the main 

model which is applied throughout the research process. The Design thinking process (Plattner, 2010) 

will be applied as an attitude in order to remain the focus on delivering eventually a practical solution 

design. In this way, a right balance will be set between theoretical and practical implementations. 

These implementations will be performed by specific research methods.  

3.1. Applied research models 
The aim of this project is to find a proper solution to solve the particular problems at the company. 

According to Van Aken, Berendsen, and Van der Bij (2012), graduation projects can apply either the 

explanatory research paradigm or the design science paradigm. This project fits best the design 

science paradigm, the problem-solving approach. This approach is the best choice mainly due to the 

fact that this project needs to deliver a support model that fits the target (M&A) process. The path 

that needs to be followed in the design science paradigm is the problem-solving cycle which is shown 

in figure 1.  

 

 

Due to time and capacity boundaries, this project only performs the problem definition, the analysis 

and diagnose, and the solution design. The problem definition is formed by a systematic literature 

review, the analysis and diagnose by semi-structured, and the solution design by a combination the 

problem definition and the analysis and diagnose as input. 

  

Figure 1: Problem-solving cycle (Van Aken, Berendsen & Van der Bij, 2012) 

Problem 
definition

Analysis & 
diagnose

Solution 
design

Intervention

Evaluation & 
learning
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Besides these straight forwarded steps, essential for this project is knowing that “thinking as a 

designer” should be in force. Figure 2 shows the framework of Plattner (2010) which shows guidelines 

about how to think like a designer. This model focuses especially on the human aspects in the 

designing process.  

Figure 2: Design Thinking Process (Plattner, 2010) 

In this project, Plattner's (2010) design thinking process is used parallel to the problem-solving cycle 

to function as support for applying the human aspects, the practical view, in the problem-solving cycle. 

According to Plattner, Meinel, and Leifer (2015), the design thinking process should guide a non-

designer through the process from a unclear understanding of a problem to an actual prototype to 

address the problem. The “user-centeredness” (p. 25) became a very significant element during the 

design process. Interactions and perspective taking by different stakeholders toward the user is critical 

information to use for further development of a design. This model therefore serves as a trigger to 

aim for a final practical design throughout the process. The right ‘designer’ attitude was in force due 

to Plattner's (2010) process. Therefore, this process is integrated in the problem-solving cycle (Van 

Aken et al., 2012). The application of the models are explained in the following section.  

3.2. Research methods 
This project aims to optimize the integration phase by a balance of theoretical and practical 

implementations. Therefore, diverse research methods are required. Based on the main model, the 

problem-solving cycle (Van Aken et al., 2012), the applied research methods are explained within this 

section.  

3.2.1. Problem definition 
This important step, the problem definition is the foundation of the project. The project leader needs 

to identify the correct problem, otherwise the solution design will not be able to improve the 

addressed situation. It might be needed to iterate this step while applying other steps in order to 

certainly address the right problems.  

In this project, the problem definition is applied otherwise than usual. According to Van Aken et al. 

(2012), the problem definition will be determined by internal orientation. Then, the current situation 

will be compared to the desired situation. However, within this project it was decided to first build the 

problem definition on scientific literature. This project required more understanding on the subject 

first, before correct internal investigation could be done. Therefore, the problem definition step starts 

with a comparison of three M&A process models from scientific literature which serves as a clear 

introduction to the general M&A process. Then, the scope proposed by the assigning company was 

investigated on general relevance for the M&A process. This proposed scope is the M&A integration 

phase. The scope relevance investigation concluded that the integration phase is indeed a very 
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important aspect for the final M&A outcome. Therefore, the third part of the problem definition 

identifies the most important factors which influence the integration phase via a systematic literature 

review. This factor identification explains how to cope with the challenges and how to apply these 

factors in a manner which benefits the integration phase, and in the end the M&A outcome. Therefore, 

this problem definition results in factors which can influence the integration phase both negative and 

positive, depending on how the company copes with them. This is actually the reversed path of Van 

Aken et al. (2012). First, the desired behaviours are described for the integration phase, based on 

literature. Then, this information will serve as input for assessing the approach of the assigning 

company in the analysis and diagnose phase.  

To conclude, the problem definition of this project consists of three parts: an introduction to the M&A 

process, the scope: the integration phase, and the literature review. These three parts are further 

explained below.  

Introduction to the M&A process 

The comparison of three M&A processes provides an introduction to mergers and acquisitions 

activities in general.  

The models were selected by three criteria:   

- The sources must have been cited for at least 100 times in one of the well-known databases 

(Scholar, Web of Science, and Scopus); 

- The models should be shown in a structured and clear overview; 

- The models should be clearly explained in the source. 

By already discussing the sequences of activities and notifying the diverse focusses of the three models 

an understanding of the general M&A process is generated which is a good foundation for the report. 

However, this general process overview is still superficial. Therefore, the scope is discussed in the next 

section.  

Scope: the integration phase 

The integration phase was the original focus for optimization within the M&A process for the assigning 

company as mentioned in chapter 1. As this project aims to generate useful findings for a wider 

audience than just this company, it is investigated what other scientific literature sources said about 

the integration phase. Probably, the assigning company is not the only one who finds it hard to 

integrate acquisitions in the most optimal manner. As soon as it is confirmed by scientific literature 

that the integration phase is a very essential part of the integration phase were many companies find 

challenges to overcome, this scope is selected as main research area for this project.  

The disadvantage of this method is that the scope topic was only determined by the assignment of 

the project of the company, while the actual internal confirmation of the problem is still missing at 

this moment. However, the researcher worked closely along in a real-life M&A process of the company 

during this project. By observation and listening to the employees of both companies, it was as well 

confirmed that many challenges need to be overcome within especially the integration phase of the 

company’s M&A projects.  

Literature review 

By this literature review, main bottlenecks and success factors, and their effect on the M&A process 

are identified. These factors form essential information for optimizing the M&A outcome. The 
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application and identification of the factors form the basis for assessing the assigning company’s 

approach via interviews.  

The literature review follows a Wohlin (2012) approach. Although Wohlin (2012) applies this approach 

to software engineering, the explanation on the approach is on a general level, including the path to 

qualitative research. Therefore, Wohlin's (2012) literature review approach is highly applicable in this 

project as well. Wohlin (2012) applies three simple steps for a systematic literature review which are 

followed by this study as well: planning, conducting, and reporting.  

Within the planning, the goal of the literature review and the research questions which needed to be 

answered are set. Then, the approach of Ravasi and Stigliani (2012) is used for the application steps in 

the search and selection plan for relevant articles. This approach is chosen because of its highly 

similarity of research characteristics. Ravasi and Stigliani (2012) aim to do a broad literature review 

research on certain phases of a process as well, the design process. However, the main reason this 

method was chosen is because of the many levels of meaning in its terms. ‘Design’ as well as 

‘acquisition’, ‘merger’ or ‘integration’ can be interpreted in many ways and provides therefore in an 

overload of hits containing many irrelevant articles. This was done by first selecting a database and 

then filter within this database on categories. For this project it was decided to first search for relevant 

journals within our research topic and then apply search terms per relevant journal in order to ensure 

relevant articles were not missed out by applying search terms on a too large assembly of articles. 

Moreover, this research gives therefore an overview of how many relevant articles were found per 

relevant journal. This information could be useful to other researchers of M&A areas. Then, more 

advanced search queries were composed to search per relevant journal for relevant articles. The 

articles were selected via multiple criteria which can be found in appendix 1. Based on an evaluation 

of the title and abstracts of the articles using the selection criteria, a selection of relevant articles was 

made. The selected articles were fully screened on the possible answers (bottlenecks, success factors, 

and effects) to the research questions. Some articles covered multiple research questions. Therefore, 

the method Ravasi and Stigliani (2012) used, mapping the articles on topic, could not be applied. 

Schemes were built that enabled the tracking of the possible bottlenecks and success factors and how 

many articles mentioned these factors by a checkmark ‘X’. The schemes can be found in appendix 1. 

Then, the articles which had covered the most possible factors (with the most checkmarks) were 

selected to analyse and describe the factors and their effects, including desired behaviours regarding 

these factors which generate the desired effects.  

By applying this structured method, the most important factors within the integration phase which 

influence the M&A outcome are revealed. As this approach is only theoretical based, the next steps, 

practical views are included in order to form an applicable design for the assigning company.  

3.2.2. Analysis and diagnose 
This analysis and diagnose generate the practical view of the project. As mentioned before, this project 

applies a reversed approach of the problem definition by first identifying bottlenecks and success 

factors including a description of desired behaviors regarding these factors by literature. And then, 

these desired behaviors are reflected to the company’s integration approach. On one hand, this is a 

disadvantage as the problem orientation is then based on only literature and conjectures of the 

assigning company. However, the missing internal problem orientation is partly covered by 

observation and listening which confirmed the former scope. On the other hand, this reversed 

approach has some major advantages for this project. The scope step and the systematic literature 

review provided already a deeper level of understanding on the topic to the researcher. Moreover, an 

assessment is performed based on these literature based findings to determine again whether the 
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integration phase is indeed a good area to improve for the company. The assessment method can be 

found in the analysis section. Secondly, the definition of effectiveness of an M&A project is analyzed 

via expert interviews. Then, a diagnose can be made which implies the overview of the factor scores 

of the company.  

 

Analysis 

Interview technique 

This assessment of the company’s approach for the integration phase is executed via face-to-face 

semi-structured interviews with employees of the assigning company. The semi-structured interview 

technique is for this project the best choice, because it should be discovered how the employees cope 

with the predefined bottlenecks and success factors within the integration processes of the assigning 

company and what their own biggest challenges. The structured interview technique will direct the 

participant too much into the predefined directions of the literature. The opportunity must be 

available to express other directions of challenges or problems. The structured interview technique 

eliminates this opportunity. Another alternative is the unstructured interview technique. This 

technique gives too much freedom and is therefore more suitable for explorative purposes on general 

themes. The semi-structured interview technique offers the right dose of direction by posing 

predefined open-ended and closed-ended questions which allows additional contribution from both 

the interviewer and the participant (Wilson, 2013).  

 

Interview protocol 

An interview protocol is formed in order to generate an interview with usable outcomes. The interview 

protocol l contains the interview procedure, including an introduction, predefined questions, and a 

closing. The interview protocol can be found in appendix 2.  

Having a good interview protocol does not ensure success. The protocol needs to be combined with 

creating connections with the participants which makes them feel free to share more information than 

asked (Jacob & Furgerson, 2012). This corresponds with Plattner's (2010) design thinking process 

which insists that observation, engaging, watching, and listening are essential in such projects were 

solution designs for users are developed. The interviewer applies this by attempting to create more a 

conversation than just posing the predefined questions which means that the interviewer responds 

to the participant’s statements and emotions. Besides, the interviewer consciously does not mention 

the assessment purpose of the interview as people could feel uncomfortable and might give biased 

answers when they are aware of this purpose.  

 

Interview participants 

Besides the composition of the right questions and right interview behaviors, the selection of the right 

participants is as well very important for generating useful interview output.  

As the M&A integration process knows many stakeholders which operates on many diverse levels and 

roles, it is important to generate a complete view of these multiple perspectives. Besides, the assigning 

company did multiple acquisitions which differ from each other. Therefore, the following selection 

criteria were composed. The first selection criterium is that the candidate should be or have been 

involved in an M&A integration process. As this project will create a solution design for the assigning 

company in particular, the candidates must be an employee of the assigning company. The aim is to 

find employees with diverse roles within the integration process. Besides, the aim is to find candidates 

from a broad range of diversity of acquisitions. The acquisition selection is made based on (1) the goals 
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of the acquisition and (2) abroad/domestic. (1) The four goals which trigger the company to establish 

an acquisition are: generating technology, acquire customers, recruit the employees, or entering a 

new market. The diversity in goals may cause different problems in the M&A process and may require 

different approaches for the integration phase. Therefore, the selection of participants is partly based 

on the acquisition goals of the M&A processes they were/are involved in. (2) For the diversity of 

participants in abroad or domestic acquisitions applies the same. Abroad acquisitions may deal with 

for instance more cultural problems which require another process approach. Based on this criteria, 

eleven participants were selected covering at least seven diverse acquisitions. A description of all 

participants is shown in a random order below.  

 

Participant 1  
Participant 1 is a product manager at the company. He graduated with a research focused on M&A 

in 2015 on a university. Due to his experience of his graduation, he was assigned to migrate the 

acquisition located in the United Kingdom. The main acquisition goal was to enter the British 

Market.  

Participant 2  
Participant 2 leads multiple teams within the company which develop software as service products. 

He will be involved within integrations when the acquisition concerns software applications. 

Therefore, he has experience within multiple acquisitions. 

Participant 3 
Participant 3 does activities for sales management within the company. He was involved with an 

integration especially on the sales migration part. Besides, he informed the employees of acquired 

company about what kind of company the acquirer is, what the acquirer does within its market and 

how this is translated in its products. In the first place, the company only bought just a small part of 

the company. Participant 3 was at that time already involved, within this part, customer migration 

needed to be done. During this migration, the partly-bought company went bankrupt. The assigning 

company was afraid to lose their investment and their required knowledge from the partly-bought 

company which was needed for the customer migration. Besides, the employees from the partly-

bought company were very interesting to acquire for the assigning company. Therefore, the 

assigning company decided to acquire the whole company. This company was located in the 

Netherlands.  

Participant 4 
Participant 4 is CTO within the company which implies that he is involved with all technology related 

activities. Within acquisitions, this participant is involved with the due diligence in order to check 

what kind of systems they use, whether these are suitable to integrate, stable, maintained and 

secured.  

Participant 5 
Participant 5 started 5 years ago as product manager within the company. He was involved in the 

integration of a Belgium acquisition in order to migrate the administration and used systems. The 

acquired company was one of the biggest players in its market in Belgium. The obvious aim of this 

acquisition was to enter the Belgium market.  

Participant 6 
Participant 6 was himself acquired by the assigning company due to an acquisition six years ago. He 

is currently working on the finance department where he does tasks related to controlling, monthly 



11 
 

reports, annual reports, and accountancy. Within integrations, he is involved in migrating the 

financial part. 

Participant 7 
Participant 7 is working at the human resources department of the company. This participant was 

actually not selected for the interviews, because he is working at the company since the beginning of 

this year and was not involved in an acquisition of the assigning company. However, since the HR 

department made some comments during a running acquisition, he was invited for a conversation to 

speak on behalf of the HR department about the integrations. Besides, this participant does have 

experience himself within acquisitions because of his former job where he was as well part of the HR 

team and performing tasks within HR integrations. Small adjustments were made in the interview 

questions for this participant.  

Participant 8 
Participant 8 is support manager within the company. As a support manager, he noticed a lack of 

cultural attention within the company’s acquisitions. Therefore, he became part of company’s 

culture team which is currently in its start-up phase.  

Participant 9 
Participant 9 works as a controller assistant on the finance department. He was involved with the 

financial migration of a German acquisition. The company wanted to generate opportunities within 

the German market and gain knowledge about the advanced technology the acquired company had.  

Participant 10 
Participant 10 is a product manager. He was involved in an integration of a Dutch company which 

was active in another market than the assigning company. The acquisition goal was to enter this 

market.  

Participant 11 
Participant 11 is business consultant. She is main responsible for the migration of two acquisitions. 

One acquisition was already discussed at the introduction of participant 9. The other acquired 

company was located in Germany as well. Both German acquisitions had the same goal which is 

generating a larger market share in the German market and gathering knowledge.  

Organizing interview results 

The interview output was analyzed by coding the statements the participants made. The statements 

were coded per factor by colors green, orange, red or yellow. Every colour has a different meaning 

which are: the company handles the particular factor as ideal (green), partly ideal (orange), far from 

ideal (red), or indifferent (yellow). The coding scheme in appendix 3 shows specifically per factors 

what colour should be given to what kind of statement. Of course, this is a very subjective way of 

analysing. However, processing these kinds of statements in an objective, quantifiable manner is not 

possible and not desirable as the identified factors are behaviour-based.  

Expert interviews 

The diagnose is completed by the determination of the definition of effectiveness of an M&A 

integration process. This definition is determined via open interviews with two experts from the field. 

As the effectiveness was not clearly documented in the existing literature, it was unpredictable how 

the two experts thought about this topic. As Wilson (2013) recommended, the interview was guided 

by an agenda. Topics such as their own experiences within integration phases, common bottlenecks 

and success factors, and their perspective of M&A effectiveness where discussed. As this was an open 



12 
 

interview, the interview is more a conversation. Therefore, the statements and findings are 

summarized for the analysis.  

Diagnose 

Reflection of the company’s approach 

Via an overview of the granted colors, the situation of the company is diagnosed. The main problem 

of the company is revealed.  

 

By combining the diagnosed situation of the company and the definition of effectiveness, the solution 

design can be formed.  

 

3.2.3. Solution design 
The key activities for designing the solution design, formed by Van Aken et al. (2012) are performed 

during this phase, shown in figure 3.  

 

  

 

 

  

For the first step, the problem is already analysed via the problem-solving steps problem definition 

(chapter 4) and analysis and diagnose (chapter 5). The second step, development of design 

requirements are based on Van Aken et al. (2012). The synthesis phase is where the actual design will 

be created. Ideation and prototyping (Plattner, 2010) are main tasks performed in this phase. Van 

Aken et al. (2012) mention this as “the creative jump”. The diagnosed main problem of the company 

will be addressed by this solution design. The presented synthesis is evaluated by a focus group. The 

focus group included multiple stakeholders who are identified as potential user of the final solution 

design. The stakeholders discussed their opinions on the designs and according to these arguments, 

the solution design could be refined. This iteration could be done until the potential users would be 

contented. However, due to time boundaries the iteration was performed only once via a focus group. 

Finally, based on the focus group outcomes, a final design is composed. 

Focus group 

The evaluation of the synthesis is done via a focus group. This method is an interview with multiple 

interviewees. These interviewees can discuss certain topics or issues (Bryman, 2012). The purpose of 

this focus group is to discover what features the participants would prefer in the final design. 

According to Bryman (2012), the participants are more challenged by each other in a focus group. 

They need to justify their answers to each other by arguing about the topic. Therefore, important 

information will reveal which would not have been revealed via one-on-one interviews. Disadvantages 

of the focus group method is that the researcher has less control than in a one-on-one interview. 

Besides, the data is difficult to analyse as it can be hard to identify via recordings who is speaking 

(Bryman, 2012).  

Participants 
The preferred number of participants was five, because it was noticed during the individual interviews 

that the integration involved many issues according to the employees. Six interviewees of the 

individual interviews were invited to join the focus group, to cover the risk of last minute cancellation 

Yes 

No 

Developing 

design 

requirements 

Problem 

analysis 

Synthesis Evaluation 
 

Design 
OK? 

Figure 3: The key activities in actual designing: synthesis-evaluation iterations (Van Aken, Berendsen, and Van der Bij, 2012) 
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(Bryman, 2012). They were selected based on the variety of functions and roles. Three product 

managers, one finance employee, a technology responsible, and a business consultant were invited. 

All these participants participated as well in the individual semi-structured interviews. Four of them 

have been or still are integration manager within an M&A project, one was the finance responsible in 

integrations, and one was responsible for the technological due diligence within the M&A process. 

Involving someone from the due diligence was a conscious decision in order to investigate the 

dynamics between the pre- and post-merger operators. One project manager was not present during 

the focus group discussion.  

Questions 
As mentioned before, the main purpose of the focus group evaluation is to discover the preferred 

features for the final solution design. A desired side-effect of the focus group was to discover the 

dynamics between pre- and post-merger operators. This second one has not been addressed in the 

questions, however should be discovered by observation and listening.  

First an introduction on the models were given. The specific tasks in the models were blurred in order 

to avoid discussion on irrelevant topics. The specific tasks are irrelevant as they can be adjusted by 

the participants themselves when they start working with the model. The following questions were 

posed after the models were shown and explained:  

- What features would you add/remove from the feature list? 

- Which model(s) would you use? Why? 

- For which purpose would you use it? 

- When would you use it and how often? 

- Which model would you never use? Why? 

3.3. Reliability and validity 
This qualitative research is based on subjective methods, such as the semi-structured and open 

interviews and the manner of analysing and diagnosing them. This can be a disadvantage. However, 

transparency about the research process can help to explain the made choices in the procedure. This 

transparency can be reached via assessment of the procedure on reliability and validity criteria 

(Flick, 2009). 

Reliability 

This section evaluates the reliability of the research procedures. Reliability aims for stable outcomes 

while repeating the study. Kirk and Miller (1986) discussed three types of reliability.  

The first reliability criterium is a clear distinction must be made between the original data and the 

point where the interpretation of the researcher starts. Secondly, the circumstances must be as 

similar as possible by repetition of a method. For instance, in the case of interviews with different 

interviewers, the interviewers must have done the same interview training in order to limit 

unintentional influences on the outcomes. Moreover, the reliability can be increased by a very clear 

description of what the procedure was in order to enable repetition (Kirk & Miller, 1986).  

The first criterium is covered within the semi-structured interviews by showing all statements which 

are related to the questioned topics in the coding tables (See appendix 3). Based on these 

statements, the interpretation follows by rating the statements via colours. These rating colours are 

as well defined in appendix 3. Besides, an interview protocol was composed (appendix 2). These 

procedure descriptions cover the third criterium, clearness of procedure description. The second 

criterium is covered by the fact that one researcher executed all the interviews.  
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The interviews with the experts and the focus group were analysed by summarizing the most 

important findings. To clarify, all the interviews were recorded and transcribed. However, the 

transcripts of the interviews with the employees and experts are not included in the appendix 

because this would cause a paper overload which would be very bad for the environment. Besides, 

essential statements are quoted, which covers the first reliability criterium. Only the transcript of the 

focus group is included in appendix 4, because tracing the group dynamics is essential for this part.  

Validity 

Three errors may occur during the research which the researcher should be aware of regarding the 

validity. The type 1 error means that the researcher sees a principle while the principle does not 

exist or is misunderstood. The type 2 error means that a principle is rejected by the researcher while 

it is actually correct. And the type 3 error means that the wrong types of questions are asked which 

limits the chances of correct outcomes for the addressed phenomenon (Kirk & Miller, 1986).  

The first error is often a result of a biased researcher. The researcher bias is a phenomenon that will 

always exist due to prejudices which result in prior assumptions. This error will therefore not be fully 

covered in this research. However, being aware of this error may help to reduce the degree of this 

error. This is the reason why the problem definition chapter has a reversed approach. The interview 

questions were therefore based on the found literature review topics. This makes sure that the 

interviews were not an orientation of the topic. However, the interviews will reach a higher level of 

discussion because the researcher had generated a well understanding on the topic prior to the 

interviews. On the other hand, this can be a disadvantage, relying too much on the prior gathered 

knowledge can decrease the degree of an open mindset which may result in type error 3. In order to 

limit this effect, the researcher tried to give as much opportunity as possible to the participant to 

openly speak about the company’s M&A process approach. This was done by adding a question 

which asks if the participant has any additions to what already has been said. And by generating 

more a conversation than just posing questions as explained before in this chapter (see section 

interview protocol). This approach was aimed for both interviews (employees and experts).  

The second error is not really applicable to this project as this project did a broad systematic 

literature review which resulted in multiple factors that are identified by many articles. Therefore, it 

was not questioned whether these factors were correct or not. The interviews with the employees 

were done to assess how the company’s approach is regarding these factors. In the interviews with 

the experts, it was checked if the experts mention similar factors. Within this research approach, 

principles will not particularly be rejected. The researcher in this project, is not the person who 

should doubt the answers participants give. However, by bringing multiple practitioners together via 

a focus group, statements are being discussed, argued, rejected and justified. Based on this group 

conversation, the researcher determines which statements, which were mentioned in the 

conversation, are confirmed or rejected.  

 

After explaining the research methodology, the first step of the problem-solving cycle (Van Aken et 

al., 2012) can be executed.   
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4. Problem definition 
This project follows the problem-solving cycle from Van Aken et al. (2012). As mentioned before within 

the research methodology (chapter 3), this project deviates from the original problem definition 

approach. The title of this chapter can therefore be misunderstood because it does not define one 

particular problem. However this chapter results in multiple factors which could become either a 

bottleneck or a success factor for the scoped process.  

Many companies are involved with mergers and acquisitions (M&A) activities. The most common goals 

companies want to achieve via M&As are: saving costs due to economies of scale, gathering promising 

technologies and/or increasing their market share (Anderson et al., 2012). Mergers and acquisitions 

are a collection of complex events that may not be totally understood by organizations and 

researchers (Larsson & Finkelstein, 1999). Many mergers and acquisitions fail because of their 

complexity (Straub, 2007). Therefore, this project aims to find the causes of the failure and actions 

that could be done to solve, avoid or eliminate these M&A failure causes. Because of its complexity, 

this chapter will first describe the general M&A process in order to gain a better understanding on 

M&A. Secondly, an explanation of the scope is given. Then, the systematic literature will be shown, 

which includes the identification of the bottlenecks and success factors of the M&A integration 

process.  

4.1. Introduction to the M&A process 
As mentioned previously, the M&A process has a high complexity level (Straub, 2007), which is why 

the M&A process is introduced in this project. This introduction is performed by a comparison of three 

models. By comparing three models, the researcher and reader are challenged to critically view the 

M&A process by considerations.  

The models were selected by three criteria:   
- The sources must have been cited for at least 100 times in one of the well-known databases 

(Scholar, Web of Science and Scopus); 

- The models should be shown in a structured and clear overview; 

- The models should be clearly explained in the source. 

  



16 
 

Business plan 

Acquisition plan 

Search 

Screen 

First contact 

Negotiate 

Integration plan 

Closing 

Integration 

Evaluation 

Refine 

valuation 

Structure 

deal 

Perform due 

diligence 

Develop 

financing plan 

Decide: close 

or walk away 

The three found suitable models are shown and explained below.  

4.1.1. The DePamphilis (2012) model 
 

 

 

 

 

 

 

 

 

 

 

 

 

DePamphilis (2012) shows an extended M&A process model. DePamphilis (2012) emphasizes that the 

business plan is an important start for M&A activities. M&A is a manner of applying a business 

strategy. M&A should therefore not be seen as an activity on its own, however as an embedded and 

chained activity within the application of the strategy. Without a good business strategy, growth via 

M&A is possible, however, this growth lasts often not on the long run. Therefore, the upcoming 

acquisition planning and objectives needs to be based on the business strategy. After the business 

plan is made, the acquisition activities can be executed. First, the target needs to be selected. Then 

the two companies negotiate about the price and implementations based on the due diligence report. 

The integration plan starts as soon as the deal is made. The fundamental information which is required 

to notify how potential synergies can be realized has been gathered already during the due diligence. 

Therefore, the due diligence responsible should be aware of this useful information and transfer this 

information to the integration phase where synergies can be implemented. As DePamphilis (2012) 

recommends in his model, the integration phase must has been prepared before the deal closes. After 

the integration phase, the whole process has to be evaluated to check the effectiveness of the merger 

or acquisition.  

Figure 4: The M&A process (DePamphilis, 2012) 
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Figure 5: M&A process (Sudarsanam, 2010) 

4.1.2. The Sudarsanam (2010) model 
 

 

Sudarsanam's (2010) model is very abstract compared to DePamphilis' (2012) model. Although, 

Sudarsanam (2010) explains per stage extensive what is meant by it. Therefore, this model was as well 

selected for the comparison. Again, the business strategy is mentioned as first important step with 

similar arguments as DePamphilis (2012); M&A activity must be seen as just one of the many potential 

applications for implementing the business strategy. Besides, Sudarsanam (2010) warns for risks 

during the M&A process due to inevitable lack of knowledge. Even due diligence will not be able to 

eliminate this risk. As a consequence, potential synergies or bottlenecks are hard to predict. A solution 

to lower the risks of lack of knowledge is following the business strategy in performing the M&A 

process. According to Sudarsanam (2010), this approach lowers the risks of unwanted events and 

outcomes.  

Sudarsanam (2010) elaborates on the second stage by another model, figure 6.  

 

 

 

 

These steps are very similar to the acquisition planning of DePamphilis (2012). Sudarsanam (2010) 

calls this the ‘rationalist view’ of the acquisition decision process and aims next to this view for an 

organizational view. The organizational view offers an element which is missing in the rationalist view 

according to Sudarsanam (2010): the process starts and will be justified by trial and error during the 

acquisition progress. This approach implies that the process should not only be organized as a hard 

economic path. However, the steps should be applied in a flexible manner. Another difference is that 

(DePamphilis, 2012) emphasizes on the first contact with a potential target, while Sudarsanam (2010) 

does not mention this step.  

Stage 1 

Corporate 
strategy 

Stage 2 

Organizing for 
acquisition Stage 3 

Deal 
structuring & 
negotiation 

Stage 4 

Post-acquisition 
integration 

Stage 5 

Post-acquisition 
audit 

Strategic 

objectives 

Search and 

screening 

Strategic 

evaluation 

Financial 

evaluation 

Negotiation Agreement Integration 

Figure 6: The rationalist view of the acquisition decision process (Sudarsanam, 2010) 
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Both models (DePamphilis, 2012; Sudarsanam, 2010) are very similar to each other. However, they 

differ in their focus and extensiveness of the process display. Therefore, both models complement 

rather than contradict each other.   

4.1.3. The Galpin and Herndon (2000) model 

The M&A process model of Galpin and Herndon (2000) displays not only the main steps, the key 

activities and issues and risks per main step are mentioned as well. This view gives a good impression 

of what activities should be performed and what issues and risks might occur within the M&A process.  

In terms of content, there is a significant difference between this model and the two previous ones. 

Galpin and Herndon (2000) do not pay as much attention to the M&A plan as the previous sources 

did. Besides, according to this model, the M&A plan is formed after the selection of a target, while 

according to the previous models the activities should be planned before the selection is made. 

However, Galpin and Herndon (2000) do mention that the main goal of the second phase is notifying 

the potential synergies due to the combination of the companies. Brainstorm sessions need to be 

planned with both parties in order to plan the implementation of the potential synergies, which may 

be seen as forming the acquisition plan which DePamphilis (2012) broadly discusses. Still, DePamphilis 

(2012) recommends to form the acquisition plan before an potential target has been searched. As 

they both mention the importance of forming a business plan first, the acquisition plan should be 

made right after the business strategy in order generate a consistent approach throughout the whole 

M&A process, including the search and selection of targets. Moreover, this acquisition plan may help 

within the selection decision in order to foresee challenges and risks which would occur for instance 

in the integration phase where all synergies needs to be exploited. The remaining part of the model is 

very similar to the previous models.  

  

Figure 7: The M&A process (Galpin & Herndon, 2000) 
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4.2. Scope: the integration phase 
The three compared models in this chapter show many interesting optional topics to zoom in to. The 

company which assigned this project had a clear preference which area needed to be done research 

on, the integration phase. Therefore, this section will first consult the literature in order to investigate 

whether the integration phase is found to be an essential phase which needs attention from 

researchers and companies.  

The integration phase is often mentioned as ‘post-merger integration’ (PMI) phase in scientific articles 

(Epstein, 2004; Gates & Very, 2003; Noble, Gustafson, & Hergert, 1988; Vaara, 2002). This term implies 

that the attention goes to the actual formal merger, the deal. The integration is therefore the phase 

that happens ‘after’ the merger. The choice of words in this case shows already that the deal itself is 

seen as the merger, while the merging phase actually starts in practice from that moment. As the title 

of the article of Eisenstaedt and Montgomery (2010) already says: “The process doesn’t stop after 

closing”. In fact, many researchers say that the real challenges then only have begun. The success of 

an acquisition heavily relies on how the integration phase has been implemented (Bergamin & Braun, 

2018; DePamphilis, 2011; Galpin & Herndon, 2000; Haspeslagh & Jemison, 1991).  

DePamphilis (2011) states that if the integration phase is performed badly, the acquisition deal can 

become a failed project where objectives are not accomplished. The failure of objectives in an M&A 

process happens unfortunately too often. Most of the acquisitions fail to achieve their objectives, a 

frequently mentioned cause is a poorly performed integration (Banal-Estañol & Seldeslachts, 2011; 

Dessein, Garicano, & Gertner, 2010; Hitt, Harrison, Ireland, & Best, 1998).  

Bergamin and Braun (2018) visualize the degree of relevance for success of M&A projects per key 

success factor (see figure 8). 

 

Figure 8: Degree of relevance for success of M&A projects (Bergamin & Braun, 2018) 

Being on top of the integration process is one of the most important factors to cause a successful M&A 

project. The reason why this degree of relevance is this high at the integration is because of its 

complexity according to Bergamin and Braun (2018). The integration is not about measurable 

Strategy 
development

Screening of 
candidates

Negotiations
Closing the 

deal

Post-merger 
integration 

(PMI)



20 
 

objectives. This phase is about having the right qualitative skills. According to Müller-Stewens (2006), 

the operational synergies are harder to achieve compared to the financial synergies. This situation 

was described in a quote: “After the legal papers are signed, the major task still lies ahead. The 

problem is to keep the faces smiling the morning after” (Müller-Stewens, 2006, p. 3).  

Moreover, without a good preparation, this post-deal phase will fail, which is why DePamphilis (2012) 

emphasizes on the creation of an acquisition plan. However, all these plans need to be well-

implemented in order to make the final result a success. When this phase will be optimized, the final 

result of the merger or acquisition will increase as well as the integration phase is the moment where 

predefined potential synergies must be revealed (DePamphilis, 2012). Therefore, the integration 

phase will be chosen as the point of view for this research in order to find manners to optimize the 

M&A result.  

4.3. Literature review 
This project performs a systematic literature review in order to identify potential bottlenecks and 

success factors within the integration phase of the M&A process. This literature review follows a 

Wohlin (2012) approach. According to this approach, three main tasks give the right guidance for a 

systematic literature review, which are planning, conducting, and reporting. The whole path 

description can be found in Appendix 1. Due to time limitations, this systematic literature review will 

be only performed once within this project. However, the reliability could be checked by following the 

exact same steps.  

The direct goal of the literature review is to answer partly the research questions of this project. 

Without a literature review, this project would only focus on practice in the assigning company. 

However, this literature review aims to provide value in a broader sense; to add value to existing M&A 

research and projects.  

The following research questions are aimed to be answered via the literature review.  

1. What are the bottlenecks of the M&A integration phase? 

2. What are the key success factors of the M&A integration phase? 

3. What effects do the fail/success factors have on the integration phase? 

The following section describes the bottleneck and success factors which influence the M&A 

integration phase.  

4.3.1. Factor description and effects 
The systematic literature review resulted in 24 factors which influence the M&A integration process. 

An overview is given in table 1. During the literature review it became clear that these factors are two-

folded. All these factors can affect the effectiveness of the M&A project negatively and positively, 

depending on the manner this factor is applied within the integration process. This section gives a 

description of these influences and clarifies how these factors can generate a positive effect on the 

M&A integration phase. 
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# Identified factor Definition 

1 Planning The degree of a predefined route of the integration phase.   

2 Guidelines The use of tools or indications which give the project 
direction. 

3 Goalsetting The determination of the end destinations of an M&A 
project.  

4 Communication The connectivity between all stakeholders of the process. 

5 Supervision The existence of a responsible for the integration phase. 

6 Integration as key task Prioritization of the integration phase within the M&A 
process itself and/or within the combined company.  

7 Prioritization during the 
integration process 

The decision of which tasks to focus on within the 
integration phase.    

8 Customization The degree of adjustability based on the situations of a 
specific M&A project.  

9 Task/role division The degree of clarity in who performs which tasks and who 
is responsible for which part of the integration process.  

10 Performance measurement: 
monitoring and evaluating 

Activities which contribute to tracking the progress and to 
learning from previous applied approaches.   

11 Target size The magnitude of the acquired company in for instance 
employees, revenue, number of clients, projects, etcetera.  

12 Adaptive process The responsiveness to internal and external influences 
during the integration process. 

13 Connecting pre- with post-
merger phase 

The ability to make all essential information available 
throughout the whole M&A process.  

14 Level of integration The level of integration can variate from a full autonomous 
form to a highly absorbed form of integration.  

15 Pace of integration The speed of the integration process. 

16 Continuity Continuity in execution of integration activities and in the 
target’s daily business operations. 

17 Strategic fit The degree of applying the business strategy throughout the 
whole M&A process.    

18 Cultural fit The degree of similarity of organizational and/or 
geographic/cross-border between the two companies.  

19 Experience The level of gained experience of the acquiring company due 
to previous executed M&A projects.  

20 Expectations The thoughts and feelings both companies have about the 
combined form before closing, from realistic to non-realistic 
positive. 

21 Skills/knowledge transfer The availability and transference of knowledge and 
information to both companies. 

22 Attitude target The behaviours of the target employees towards the 
integration process activities.  

23 Attitude acquirer The behaviours of the involved employees of the acquirer 
towards the integration process activities.  

24 Pre-merger performance The performance of all M&A activities taken place before 
the start of the integration phase.  

Table 1: Defined identified factors 
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4.3.1.1. Planning 

As highlighted in the book of DePamphilis (2012), planning is an essential factor for the success of a 

merger or acquisition (see chapter 4). Gates and Very (2003) and Schuler and Jackson (2001) all agree 

with DePamphilis (2012) on the statement that the planning should be made in a very early stage of 

the M&A process. Gates and Very (2003) address that via planning, measure tools will reveal, which 

will happen during the planning of strategy, synergies, and the integration phase itself. The measure 

tools are also the basis for good supervision. The planning should contain milestones and targets for 

every measure. Then, these milestones and targets should be efficiently controlled and monitored 

throughout the process. Besides, the planning should be practical and time-effective. Epstein (2005) 

mentions the same aspects that a planning should contain as Gates and Very (2003). Besides, he adds: 

roles and responsibilities should be made clear and the planning should be communicated in a 

coordinated manner in order to optimize the integration phase.   

Although these aspects for a planning appear very strict, in practice, a planning can be applied more 

flexible. According to Chatterjee (2009), acquirers who focus on small targets often give them a high 

level of autonomy. Still, a planning is made, however, it is applied more as a direction than as a 

definite, strict plan. On the other hand, a planning is mentioned as well for avoiding neglection of the 

integration phase by the management (Bauer, Dao, Matzler, & Tarba, 2017). Therefore, a planning 

should be created in a sense that it allows flexibility, however, acts as a trigger to continuously make 

progress in integrating an acquisition. Bauer et al. (2017) mention that integration is a long-lasting 

process. Especially in unstable situations, clarity is very important in order to minimize fear and 

uncertainty. Other positive effects of planning that were mentioned by Colombo et al. (2007) were: 

resources will be sooner allocated, objectives can be shared between the two companies, useful 

information can be transferred in order to share along the different phases within the whole M&A 

process. In this way required knowledge will be transferred to the integration process, which will result 

in better decision making during the integration process.  

Therefore, planning has a positive effect on the integration process. However, the way of applying a 

planning (strict or as direction) must be decided by means of the situation. 

4.3.1.2. Guidelines 

Guidelines is a very broad aspect in the literature which implies that companies can provide guidelines 

in the integration process in many ways. Palmatier et al. (2007) mention three applications of 

guidelines: an integration planning, a gradual introduction of corporate culture to the target company, 

and the creation of a trusting teamwork environment. Epstein (2005) mentions guidelines in the form 

of discussing key decisions in an early stage, setting metrics and targets. Jap et al. (2017) mention a 

combination of these two articles by stating that the sequence of activities should be clear via an 

“explicit and detailed plan”. Besides, expectations and accountability must be clear and KPIs should 

be set.  

Jap et al. (2017) mention the fact that everything before the merger must be very “concentrated, 

focused, and, at times, relentless” (p. 132). Afterwards, just concrete tasks must be executed. The 

workload is in this way more divided, which works more pleasant within the process. Therefore, 

guidelines can help to divide the workload in order to simplify the integration process. Besides, 

guidelines give clarity. Therefore, guidelines have a positive effect on the integration process. 

However, the tools that provide guidelines must be well-chosen by means of the situation.  
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4.3.1.3. Goalsetting 

Schuler and Jackson (2001) mention well-thought out goals and objectives as one of the main reasons 

for success in the integration process. Goalsetting could be part of a planning, however, this is a 

separate mentioned aspect, because many researchers mention it as a success factor by itself. 

According to Epstein (2005), milestones must have the right balance between financial and 

nonfinancial indicators. Gates and Very (2003) agree by mentioning the four types of goals of their 

example real life case Cisco: the acquisition’s revenue, product, technology and people.  

Once these goals are set, these can be used as metrics in monitoring and evaluating the process. 

Besides, these goals can help to improve communication between the two merging companies. 

Particular metrics are needed to avoid an overload of information or miscommunications due to 

company languages which may vary (Gates & Very, 2003). Moreover, if the companies succeed to 

make employees commit to the goals, they will be less tended to show personal interest behaviours 

that harm the integration outcome (Meyer, 2008). Therefore, clear goalsetting and communicating 

the goalsetting would positively affect the integration process.  

4.3.1.4. Communication 

Communication is an often mentioned success factor for the integration process. Rouzies et al. (2018) 

state that the M&A process should be seen as a change development through the whole organization 

rather than view it as an isolated process. Change within the organization always entails a level of 

uncertainty. Therefore, Rouzies et al. (2018) recommend that organizations should be aware of these 

uncertainties and perceptions of the employees due to the changes. Communication plays an 

important role in coping with these uncertainties and perceptions.  

The selected scientific literature for this study highlights different, however not contradicting 

applications within the communication of the integration process. The communication should be 

clear, proactive and interactive (Rouzies et al., 2018). Epstein (2005) states that the communication 

“should be coordinated, widespread and quickly developed to all stakeholders. Colombo et al. (2007) 

agrees with Epstein (2005) about the coordination. They state that a post-merger team should take 

responsibility for the communication. Moreover, according to Colombo et al. (2007) communication 

should be complete, open, perceived as reliable and frequent. If the communication is applied in the 

right manner, it will be able to reduce the uncertainty or even anxiety employees have due to the 

changes within the integration process.  

4.3.1.5. Supervision 

The study of Jap et al. (2017) revealed an important insight on leadership regarding the integration 

process. This study states that the most successful mergers differentiated themselves from the other 

mergers on the point that the most successful mergers had “strong leadership” in place before the 

integration phase started. Schuler and Jackson (2001) and Baroncelli (1998) agree as well on the 

statement that leadership is one of the main reasons to success.  

The kind of leadership which will be preferable within the integration process is transformational 

leadership, according to Colombo et al. (2007). Jap et al. (2017) refer to a meta-analysis of Junni and 

Sarala (2014) which states that the right application of leadership will positively support the 

development of a common organizational culture, cooperation and successful post-merger 

performance. Therefore, leadership is considered as one of the key success factors for the integration 

phase. 
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4.3.1.6. Integration as key task 

This aspect must be viewed as a perception both companies (target and acquirer) have regarding the 

M&A integration phase. Both companies must think about what the priorities are within the 

organizations during an integration phase. As many researchers state, the integration phase is the 

most important phase of the whole M&A process (Baroncelli, 1998; Colombo et al., 2007; Jordão, 

Souza, & Avelar, 2014; Palmatier et al., 2007; Rouzies et al., 2018).  

The importance of the integration phase implies that efforts must be made during this phase. Often, 

daily operations still are ongoing and employees must make the effort to do the integration next to 

these operations. This implies that many employees have to make extra working hours. Besides, the 

focus of the content of their work is reallocated to the integrations as it is seen as most important in 

order to lead a merger or acquisition to success. Therefore, extra costs are included in order to focus 

on the integration phase. In order to cover these costs it must be taken into consideration during the 

determination of the acquisition value (Meyer, 2008).  

4.3.1.7. Prioritization during the integration process 

This aspect of the integration process is strongly connected to the planning. The planning should state 

in the first place the sequence and timing of events. However, even though a planning is made, the 

integration team should be aware that they put the effort at the right tasks and should not just follow 

blind a schedule because of “the sake of integration”. The tasks which will be performed should create 

an advantage for the company (Schuler & Jackson, 2001).  

Advantages might lie in the cost reduction area. However, focusing too much on reduction in for 

instance a surplus workforce might cause cultural and motivational issues. Therefore, a good strategy 

which has the right balance must be thought out. However, this is a hard challenge (Birkinshaw, 1999)  

4.3.1.8. Customization 

“There is no perfect set of managerial actions for integration” (Bauer et al., 2017). Every integration 

process needs a different approach due to situational influences. Bauer et al. (2017) highlight the 

external factors in industry context. Also internal factors, like culture, can influence the process in an 

unexpected way. However, this refers more to factor 12, the adaptiveness of the process. According 

to Gates and Very (2003), the planning of the integration phase must be based on the deal context. 

Besides, the particular company to be integrated will never be the same as a prior integrated company 

(Baroncelli, 1998).  

Therefore, every integration should be planned manually and needs to be based on situational factors, 

the company and deal context.  

4.3.1.9. Task/role division 

Task and/or role division seems to be an important topic within the integration phase for researchers. 

Merging two organizations implies many tasks and decisions (Meyer, 2008). The division of 

responsibilities and tasks may be hard, especially in the case of merging two equal companies (Epstein, 

2005), which implies higher implementation costs (Meyer, 2008).  

Meyer (2008) mentions several important tasks and responsibilities that need to be divided: “the 

organization of new organizational solutions has to be decided, positions must be allocated, product 

programs must be adjusted, routines and policies must be revised, employees need training, and so 

on.” Coordination of these integration tasks could be optimized by for shared responsibility especially 

in case of merging equals. Although shared responsibility knows challenges as well to overcome 

(Epstein, 2005). Schuler and Jackson (2001) went more in depth by specifying the roles of the 

integration manager: project manager, communicator, advisor, advocate, relationship builder, 
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facilitator, team leader, ombudsperson, and negotiator. The case study of Baroncelli (1998) highlights 

that the roles and responsibilities above all should be clear and should create the right atmosphere in 

the integration process. Epstein (2005) concludes as well in the end that final authority, direction and 

responsibility must be clarified for the integration process. Therefore, all researchers within this 

literature selection agree that task and/or role division has a positive impact on the integration process 

if tasks, roles and the corresponding responsibilities are clearly set.  

4.3.1.10. Performance measurement: monitoring and evaluating 

Measures have a strong connection with communication, according to Gates and Very (2003). 

Measures enable clear communication about targets and expectations within an integration process. 

Via good communication about the measures and targets, stakeholders can be updated about the 

progress. Moreover, the bottlenecks will reveal easily which enables directed action on these 

problems. Another advantage of measures is that measures offer a perception of control in an 

uncomfortable situation, like the changing environment due to the integration process (Gates & Very, 

2003).  

Rouzies et al. (2018) advocates for a broad view regarding the integration process. Their research 

states that an embedded view enables managers to link with multiple targets and challenges on the 

broad organizational level. This manner helps to evaluate an integration process from a broader 

perspective. Epstein (2005) is consistent with this statement by stating that the measures itself should 

have the right balance between financial and nonfinancial indicators and between leading and lagging 

measures. Moreover, Jordão et al. (2014) mentions the balance between formal and informal control 

mechanisms. The right balances will lead to “functional integration of sectors, processes, people and 

activities, and will consequently improve the use of material, financial, technological, intellectual, and 

production resources that ensure higher competitive positions” (Jordão et al., 2014). Gates and Very 

(2003) recommend to set the measurement tools before the actual deal in order to get started with 

the integration phase right after the deal. The right balances in measures/mechanisms in combination 

with the broad view in evaluation enables the merging companies to create a fair consideration of the 

progress and final results (effective or not) of the integration phase. Moreover, performance 

measurements lead to better communication during the process. Therefore, this multiple-disciplined 

aspect has a positive effect on the integration process.  

4.3.1.11. Target size 

Target size is a factor that is already determined in an early stage of the M&A process. However, it 

affects the integration phase according to several researchers. Chatterjee (2009) mentions that the 

complexity of the integration phase increases when the target size is bigger. Besides, scientific 

research proved as well that a small target is easier to integrate. However, larger targets do have an 

advantage within mature industries. If the goal of the acquisition is to achieve economies of scale or 

it concerns a merger of equals, larger targets will show a positive effect in mature industries (Bauer et 

al., 2017). On the other hand, smaller targets have a downsize. In general, a relative small target often 

strongly relies on its human resources. The target employees must stay on board in order to achieve 

an effective integration and acquisition in the end (Chatterjee, 2009).    

4.3.1.12. Adaptive process 

As mentioned before at factor 8, customization, the plan for the integration phase should be “context-

specific” (p. 501). Influences like timing within the industry lifecycle or other external influences must 

be monitored very well in order to guide the integration phase by decision making and measures 

(Bauer et al., 2017).  
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This implies that the planned tasks should constantly be adapted to the situations and dynamics. These 

situations and dynamics will not only be caused by external influences. Internal influences are equally 

important to adjust on. Since not all information will be known prior the deal, not all influential factors 

will be identified. This makes it hard to foresee potential risks or benefits. Therefore, sticking to a plan 

might not be the best idea. What the acquiring company can do, is applying a learning attitude which 

will help to generate as much information from the target company as possible. In this way, the 

merging companies should be able to react on certain circumstances during the integration phase in 

order to create a beneficial outcome (Gates & Very, 2003). 

4.3.1.13. Connecting pre- with post-merger phase 

M&A should not be seen as an activity on its own, it is an embedded and chained activity as 

DePamphilis (2012) described. The same counts for the integration phase. According to Bauer et al. 

(2017) the integration phase aims to transfer, share and reallocate resources and capabilities. In order 

to achieve the desirable circumstances, the integration phase should have a strong connection to the 

other processes, like decision making on a strategic level in order to achieve an adaptive process as 

explained in factor 12. According to Gates and Very (2003) the desired synergies and knowledge from 

due diligence, deal analysis and negotiations, gathered in the pre-merger phase, should be known 

within the post-merger (integration) phase in order to apply the right actions for achieving the 

synergies. 

Rouzies et al. (2018) give a real life example of connecting the pre and post-merger phase by 

integration workshops where both companies are represented by their staff. By mapping the 

processes and practices, evaluating synergies and cost saving opportunities within these workshops 

together with the other company created positive minds. The employees which needed to create the 

synergies were involved prior to the acquisition which motivated them to apply the thought out plans 

within the integration. In this way, pre- and post-merger phases overlap which avoids potential lack 

of knowledge within the process. Therefore, the employees know where to focus on which makes it 

more likely to actually achieve the desired synergies.  

4.3.1.14. Level of integration 

The level of integration is actually a strategic decision that has to be made by the management before 

the integration starts. Baroncelli (1998) explains that it depends on the acquisition itself if it requires 

a high or a low level of integration. A high level would imply for instance transformations within the 

organizational structure of the acquirer and target which is very complex. A low level integration 

would mean that only changes will be made which have a very low level of impact and have therefore 

a low level of complexity. Chatterjee (2009) and Meyer (2008) describe the level of integration based 

on the decision regarding autonomy of the target. This is a challenging decision, because knowledge 

and capability transfer must take place and at the same time the current projects of the target must 

continue in order to maintain revenue. Jordão et al. (2014) focuses on the level of integration 

regarding the mix of two corporate cultures. A description was given of three kinds of cultural mixes: 

cultural assimilation, cultural blending, and cultural plurality. Assimilation means that the acquirer has 

the dominant culture which implies that a high level of change will be applied for the target 

employees. Blending means that both cultures equally bring in their culture and form a new corporate 

culture together. Moderate change will be applied for both companies. Plurality means that the target 

company will be integrated in such a way that it can maintain their own culture and no significant 

changes are required according to the acquirer.  

These three non-contradictory dimensions of integration level (organizational impact, integration 

autonomy, and corporate culture) as mentioned before, should be taken into account as strategic 

decisions. However, it is a challenge to decide what level will be most desirable in order to run the 
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integration as smooth as possible. Therefore, the level of integration should be thought out well by 

finding the right fit for the particular acquisition, preferably before the integration phase starts.  

4.3.1.15. Pace of integration 

Many researchers state that the integration should be accomplished as fast as possible. However, 

Birkinshaw (1999), who focuses on the knowledge aimed acquisitions, mentions that a slow pace 

might benefit knowledge transfer. Chatterjee (2009) agrees by calling the as fast as possible approach 

a “conventional wisdom” and prefers that the acquirer takes the time for integrating their customers. 

On the other hand, Chatterjee (2009) mentions that the integration phase can be accomplished fast 

when the acquirer only supports the target company in strategic planning or in back office. Epstein 

(2005) prefers speed for the integration phase in general. Key decisions have to be made fast in order 

to generate quick wins.  

A temporal lag between the deal and integration phase is considered as a risk within the M&A process 

(Colombo et al., 2007). According to Colombo et al. (2007), this risk has “the strongest and most 

negative impact” on the effectiveness of an acquisition. As already discussed before, long waiting time 

creates uncertainty, which can be reduced by acting fast. Therefore, it is desirable to immediately start 

after the deal with the integration phase. However, a common pitfall is that companies wait too long 

with planning the integration process. Therefore, one of the key lessons from the Watson Wyatt’s 

Global M&A survey was to start planning the integration process earlier in the M&A process (Schuler 

& Jackson, 2001).  

Due to the divergent views on the pace of integration, the process should be very well monitored in 

order to recognize the pace that fits the circumstances and tasks within the integration process best. 

The researchers do agree on the fact that a temporal lag between the deal and integration phase is 

very undesirable and should be avoided in order to optimize the M&A outcome.  

4.3.1.16. Continuity 

Continuity is important in multiple ways within the integration process. As mentioned before, a 

temporal lag is very undesirable for the integration process. Therefore, continuity must be maintained 

during the integration process (Chatterjee, 2008). However, this was already covered in the aspect 

‘pace of integration’. Another important form of continuity is the daily operations of the target 

company. Especially when the acquisition goal was to attract a certain group of customers. These 

customers must be served, no matter what in order to keep them on board. This kind of continuity 

was mentioned by Epstein (2005). Epstein (2005) warns for competitors that are eager to act during 

weaker moments when focus lacks or confusion is present. Therefore, continuity is desired in order 

to avoid negative impacts on the integration process and M&A result.  

4.3.1.17. Strategic fit 

As DePamphilis (2012) already shows in his model, strategy is an important guidance for decisions 

regarding M&A. Generally, a long-term strategic vision provides a competitive advantage. Moreover, 

it provides support in the M&A integration phase (Epstein 2005). Epstein (2005) gives an example of 

the successful merger of the Citibank and Travelers. Their vision was to develop a diverse business 

platform that should stimulate cross-selling. Even though analytic predictions were negative, the 

companies executed the vision and achieved leadership positions for their products. Moreover, 

Colombo et al. (2007) states that the larger the distance in strategic fit, the larger the negative impact 

risk will be on the M&A performance.  

Therefore, companies should stick to their strategy by choosing a target that enables the company to 

accomplish the strategy vision. Then, the strategy of the combined company and organizational 
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structure should be set clearly (Epstein, 2005). To conclude, a merger or acquisition can positively 

support the long-term vision of a company if the target has the right ingredients that fits the strategy.  

In terms of integration, as often mentioned already, the strategy must be applied (DePamphilis, 2012). 

In the case of small targets, the acquiring firm often gives the target a high level of autonomy. A formal 

planning often lacks in these kinds of cases. However, a planning based on the strategic decisions will 

help to guide the integration process. Still, a high level of autonomy can be maintained. The team will 

only be directed to the right actions in order to apply the strategy (Chatterjee, 2009). Therefore, a 

strategic fit will help to smoothen the integration phase.  

4.3.1.18. Cultural fit 

Culture is a frequently discussed topic within the M&A integration process. Within this research, 

culture fit can be viewed as organizational fit (James, Georghiou, & Stanley Metcalfe, 1998) and 

geographic/cross-border fit (Jordão et al., 2014). Meyer (2008) mentions the risk of the loss of identity 

among employees. If a culture and/or identity of a company is very strong within a company, it will be 

harder to combine and reorganize the company with another company with its own identity and 

culture. Schuler and Jackson (2001) mention a neglected cultural clash as one of the main reasons for 

failure. James et al. (1998) agree that merging companies should pay attention to cultural differences. 

Otherwise the risk of misunderstanding will be very high.   

Therefore, Colombo et al. (2007) strongly advise merging companies to develop a new general 

business culture. This can be done by for instance “introduction programmes, cross visits, or 

celebrations.” To conclude, culture distance is an important aspect within the M&A process. The larger 

the difference, the harder to merge. However, if the management of the integration process pays the 

right attention to it, this challenge can be overcome.  

4.3.1.19. Experience 

Mixed statements are made about the impact of acquisition experience on the M&A integration 

process. Some of the selected articles say that former acquisition experience positively supports the 

M&A process (Baroncelli, 1998; Schuler & Jackson, 2001). Other research articles are more nuanced. 

According to Bauer et al. (2017) and Chatterjee (2009), acquisition experience can be helpful, 

however, it depends on other influences. When the conditions (internal and external) are stable during 

the gain of the experience, this can be very useful for following acquisitions in stable situations.   

On the other hand, it would be harder to apply former experience when the following conditions are 

very unstable. This actually implies that acquisition experience is only useful if the experience is 

applied in comparable situations as the former situations. Colombo et al. (2007) mention a possible 

negative impact of acquisition experience. The hubris effect is consistent with this negative impact. 

The hubris effect makes M&A managers overestimate potential synergies and underestimate 

potential risks, like a strong corporate culture. The hubris effect develops itself due to confidence. As 

acquisition experience might give M&A managers more confidence, this might result in a hubris effect 

which is unpreferable for the integration phase were risks must be reduced and potential synergies 

must be exploited. This is linked as well to the following discussed aspect, expectations.  

To conclude, it makes sense to state that former experience within the M&A integration phase helps 

in future comparable situations. However, managers should be aware of the hubris effect and stay 

sharp without getting too confident about themselves and colleagues in order to manage the 

integration phase in a realistic and effective way.  
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4.3.1.20. Expectations  

As mentioned before, expectations of the integration process and M&A results are often not realistic 

(Schuler & Jackson, 2001). The estimations on the synergies that need to be achieved should be 

executed in the integration phase (Baroncelli, 1998; DePamphilis, 2012). According to Colombo et al. 

(2007), unrealistic expectations may be formed by the hubris effect which occurs due to acquisition 

experience. Due to experience, the management might feel overconfident and will consequently 

overestimate its ability to deal with the organisational variables of the integration phase.  

On the other hand, the hubris effect can also result in underestimation. For instance, the acquirer 

might think that their own practices and technologies are superior to the target’s. Then opportunities 

may remain latent, and will consequently not be utilized (James et al., 1998). As the acquisition value 

is based partly on the expectations of synergies, it is very important to have realistic expectations in 

order to determine whether the outcome is a success or not. 

4.3.1.21. Skills/knowledge transfer 

At factor 13, connecting the pre- and post-merger phase, the transfer of knowledge within the process 

was already discussed. This aspect aims on the knowledge transfer between both companies during 

integration.  

The transfer of skills and knowledge is often one of the main goals to acquire a company in the first 

place. However, in the integration phase this is extremely important in order to keep the valuable 

knowledge on board. As mentioned before in factor 15, pace of integration, knowledge-intensive 

acquisitions need a slow process of integration. Especially the human integration must be handled 

with care in knowledge aimed acquisitions in order to avoid knowledge leakage (Birkinshaw, 1999).  

4.3.1.22. Attitude target 

This factor is very broad. Obviously it is important for the integration phase and afterwards that the 

acquired employees and (possible) directors should behave appropriately. However, acquirers should 

know how to behave themselves in order to stimulate desired behaviour from the target. As 

mentioned before, uncertainty and anxiety can have a negative impact on the integration phase. 

James et al. (1998) mentions a “not invented here” attitude which implies that employees of the target 

can form a barrier by acting negatively to the changes that the acquirer is applying during the 

integration phase.  

In order to stimulate an optimal attitude, the acquirer should set clear plans for the integration phase 

(Bauer et al., 2017). Epstein (2005) states that the optimal attitude may be achieved by the process 

itself, by developing a culture among the target employees that emphasized the benefits for them 

within the acquisition. For instance, the possibility to develop themselves further within the new 

company. This culture can be developed by organizational leadership, structures, systems, and 

substantial, open communication. To conclude, the attitude of the target employees is partly 

dependent on the attitude of the acquirer. If the acquirer knows how to stimulate their acquired 

employees, this factor can have a positive impact on the integration phase and the M&A result.  

4.3.1.23. Attitude acquirer  

As the attitude of the acquirer regarding to the acquired employees already have been covered in the 

former factor, this section will not make any specific notes on this topic. In general, there are lots of 

dynamics within the integration process between stakeholders in order to get personal desired 

outcomes. These dynamics imply internal politics, network building, and jockeying for positions. The 

search for personal gain by these stakeholders can negatively affect the integration process, because 

slows down the process (Meyer, 2008).  



30 
 

Epstein (2005) recommends that a company needs to make sure that all departments have the 

knowledge, resources and commitment to enable progress within the integration process. Moreover, 

the process should create a mindset where the integration process should be viewed as a positive 

business development which can be generated by themselves, the employees. Epstein (2005) 

advocates that a process which contains organizational leadership, structures, systems, and 

substantial, open communication will generate this positive view on the integration process. 

4.3.1.24. Pre-merger performance 

This factor was added as latest of the whole list. It was only explicitly mentioned by Epstein (2005) as 

important factor. However, it summarizes multiple previous mentioned factors in one. The strategic 

fit, deal structure, due diligence, and pre-merger planning must be executed well in order to increase 

the chances for the integration phase to be successful, according to Epstein (2005).  

4.3.2. Conclusions 
24 important aspects which influence the integration process were identified during the systematic 

literature review. Probably many more influences will exist. However, many influence, 

interdependency, and overlap connections between the identified factors were found as can be 

derived from the descriptions.  

As the identified factors of the literature review are to some extend connected to each other, 

modification on a few factors may have a big impact. Besides, modification on 24 factors would be too 

ambitious for this time bounded project. Therefore, six factors are chosen to do further research on 

within the practical view.  

The following selection criteria were used: 

- A company must have a high level of influence/controllability on this factor despite other 

environmental or situational influences; 

- The factor must be controllable for the responsible people of the integration phase;  

- The effect of the factor must have reached conformity on within the systematic literature 

review.  

- The factor must be a straightforward concept that can be measured via interviews.  

 

Based on these criteria, the following six factors were selected for further practical research: 

- Planning 

- Goalsetting 

- Communication 

- Supervision 

- Task/role division 

- Performance measurement/monitoring/evaluating 

The first selected factor is planning. As can be derived from its description, planning covers many other 

factors, like goalsetting (Gates & Very, 2003) and task and role division (Epstein, 2005). Besides, 

forming a planning is a very controllable activity. The second was actually guidelines, however, as can 

be seen within the description, it is actually a collective name for many factors. The factors planning 

(Jap et al., 2017; Palmatier et al., 2007), performance measurement, goalsetting (Epstein, 2005), and 

task/role division (Jap et al., 2017) are seen as guidelines within the selected literature. However, 

there are probably many more forms of guidelines. Guidelines is therefore eliminated from the list as 

the concept is too broad which would result in unnecessary complexities in the practical research.  
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Besides, other factors do partly cover this factor. Communication is not as controllable as the rest of 

the listed factors. Still, communication can partly be ‘planned’. For instance, the frequency of meetings 

or the kinds of channels that are used for updates. The other factors, supervision, task/role division, 

and performance measurement/monitoring/evaluating do fit the criteria very well. The six selected 

factors and its applications mentioned in the literature based description will be used to reflect how 

well the assigning company performs within the identified factors in the integration phase. This 

reflection is presented in the next chapter.  
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5. Analysis and diagnose 
This phase from the problem-solving cycle (Van Aken et al., 2012) will be implemented by a practical 

approach. The previous chapter covered the theoretical part which gave insights on what factors 

should be taken into account while performing an M&A integration phase. In this phase, the assigning 

company is analysed on the selected six factors. This analysis results in a diagnose which shows how 

the assigning company performs on these controllable factors. Then the potential improvements are 

detected based on the diagnose. Moreover, as this project aims to generate an effective acquisition, 

the analysis of an effective acquisition is formed via interviews with two experts from the field. These 

two combined results of sources serves as input for the next phase, the solution design.  

5.1. Analysis 
The analysis is performed by interviews with the assigning company’s employees who were/are 

involved in an M&A integration phase. The main topics for the interviews were the six selected factors; 

planning, goalsetting, supervision, task/role division, and performance 

measurement/monitoring/evaluating. The aim of this analysis is to gain insight on how the company 

scores on these factors within their approach of the M&A integration phase.  

5.1.1. Interviews employees 
Eleven employees participated in this research. They were selected based on their diverse roles within 

integration phases and the diversity of the acquisitions they were involved in, in order to generate a 

broad view on how the company proceeds its diverse integration phases. The integrations of seven 

diverse acquisitions were discussed with three product managers, two finance employees, a software 

development responsible, a sales responsible, a technology responsible, a human resources 

employee, a culture responsible, and a business consultant. More information on the employees and 

acquisitions can be found in chapter 3. The summarized output and conclusions per topic can be found 

below. The extensive output map with coded statements can be found in Appendix 3. 

5.1.1.1. Planning 

A planning was in all cases not formed before the integration started. In some of the acquisition 

process a planning was made during the integration phase. The reason that they do not form a 

planning is due to the company’s culture, according to several participants. However, opinions are 

divided regarding planning: “We do not have a fixed plan containing the steps we need to take. We 

actually discussed this recently that it would be good to build a plan” while another participant 

mentions that it would not be necessary to have a planning: “I think it would not be worth it to define 

a plan that covers all tasks. The work is not hard to do, you just need a bit perseverance. Guidelines 

would be nice though.”  

Overall, the participants do all prefer more structure for the integration phase. A planning would be a 

good option. Therefore, the company misses opportunities to optimize the integration phase by not 

applying a planning.   

5.1.1.2. Goalsetting 

The goals of an acquisition are not always clear to all the participants. “I never actually know what the 

goal of an acquisition is. Maybe revenue or the systems?” It might be that it depends on which role 

and level a participant operates on whether the participant was informed or not. One of the reasons 

why the participants do want to know goals was: “From the perspective of HR it is very important to 

know the goal of the acquisition. Then staff occupation can be well thought out. In this way the 

strategy can be executed.” This corresponds with the strategic fit factor, identified by the literature 
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review. The strategy and its matching acquisition goals can serve as a guideline for the allocation of 

resources and operations.  

To conclude, a minority of the participants did know the acquisition goals. However, too many 

participants did not know the goals. Therefore, this might be a communication issue within the 

company, as it is known that goals are set by the company.  

5.1.1.3. Communication 

As was noticed during the interviews, there are three parts of communication; internal 

communication within the company, the communication to the relations of the acquired company, 

and to the employees of the acquired company. For all three parts, all participants state that no 

predetermined approach was set for communication.  

One of the participants describes communication manner within the company: “I try to report on a 

weekly basis about the project. I report on Microsoft Teams, but there is not a lot of interaction there. 

I would like to have a better connection between acquisition and migration. More relation with the 

platform team would also be favourable.” This participant misses the link with the pre-merger 

responsible.  

The approach for the relations must be individually defined according to another participant: “Right 

after the deal, all relations are informed, often via email. However, this depends on the kind of 

relation. Customers are informed as well about when they are switched to our company’s system and 

afterwards when they are actually running on our company’s system.”  

Not every acquisition performed by the company concerns employees. However, the company is 

aware of the fact that clear and fast communication is highly necessary for some acquisitions: “After 

the employees where informed about the takeover, I gave an introduction about the company to 

them. We had to operate fast, because we wanted to maintain the knowledge and experience of the 

staff. The next Monday, they were told who would get employment within the company and who did 

not.” 

Overall, at all three communication parts potential improvements were found. From the interviews 

can be derived that the employees involved in the integrations get a lot of autonomy to perform their 

tasks. Minimum intervention or discussion is applied by the highest responsible, the management 

team. Besides, the acquisition is often announced right before the integration phase needs to start. 

These are clearly notable events which can form risks for the integration phase, such as resigning staff 

due to the uncertainty they experience. When target employees resign, required knowledge for 

generating synergies will be lost.  

5.1.1.4. Supervision 

As the company often communicates proudly about their flat organizational structure, it is a positive 

remark that this can be combined with quite good supervision within its integration processes. In most 

of the integration phases it was clearly set who was the overall responsible. In two integrations this 

was unfortunately not the case. One participant stated: “No one had the authority to lead the process. 

Both companies, the target and our company, maintained their own agendas.” 

As was derived from the interviews, those two integration phases had quite exceptional 

circumstances. For instance, one acquisition was done due to bankruptcy which required a lot of speed 

in order to maintain required resources. Overall, the company scores quite well on the supervision 

factor.  
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5.1.1.5. Task/role division 

All participants knew very well what their tasks and roles were within the acquisitions. Most 

participants gave very specific tasks they were responsible for which can be seen in the following 

quotes: “Lots of customers use the software of the takeover company, but at a certain moment in 

time it becomes too expensive to keep the takeover’s system online. Once we decide to buy the 

company, my goal is to switch the customers to our system” and “My responsibility was sales and 

sales-related activities. I needed to make sure that customers would stay. The first thing that needed 

to be done was forming the new contracts with the customers. Besides, the invoices needed to be 

claimed.” Therefore, the company performs very well on the task/role division factor.  

5.1.1.6. Performance measurement: monitoring and evaluating 

The company’s performance measurement is very informal and often not recorded. This is one of the 

statements from the participants: “Sometimes the strategic management asked me for an update. 

This was a combination of structured and unstructured polls. They asked me via email or phone for 

the update. By asking me questions and monitoring the quality of my answers they knew if they should 

worry or not. Then they could see if action was needed. I did not notice that any actions were taken, 

which was a good sign.” Another participant states: “I started working at the company when there 

were only 30 employees, now we have 300 employees. There was a lot of informal talks on the corridor 

and no reporting. I am, myself, in a learning process to make things more clear to the rest what I plan 

to do.”  

This informal manner of performance measurement comes probably from the autonomous working 

approach the company has. However, if the company wants to optimize its integration phase, it should 

find a manner to measure performance.  

5.1.2. Definition of effectiveness acquisitions 
Before making the ‘creative jump’ to the solution design, the goal must be diagnosed. As many times 

mentioned, this project aims to optimize the integration phase within the M&A process which should 

result in an highly effective acquisition. Therefore, the ‘effectiveness’ goal must be defined. As 

literature often does not give a unambiguous definition, experts from the field were questioned about 

the definition of an effective acquisition. First, a short introduction of the experts is given.   

  



35 
 

Joris Kersten, entrepreneur 
Joris Kersten is a registered advisor in business acquisitions. As an owner and founder 

of Kersten Corporate Finance, he consults business owners with buying and selling 

companies. Next to his work as an advisor within acquisitions, he teaches and trains 

students worldwide on multiple universities and investment banks about business 

transfers. Joris Kersten is specialized in valuation of companies. Therefore, his insights 

are very valuable to gain more knowledge about what is all determined within a 

valuation and if the costs of integrations are well-defined in these calculations.  

Edo Koevoet, entrepreneur 
Edo Koevoet founded his company Simplify Coaching to help improve and maintain 

performance of professionals and teams via his experience as senior IT project 

manager. Via this job, he became involved in M&A activities. His tasks were especially 

focused on the divestment of parts of companies, for instance: licences or temporary 

service agreements. Sometimes, he was project leader and thereby responsible for 

the overall success of an divestment or integration. As Edo Koevoet experienced both 

sides, divestment and integration, his point of view on the M&A process is very 

valuable.  

The first obvious effectiveness identifier is the profitability of an acquisition. However, this profit can 

exists in many forms. According to Edo Koevoet, the financial form is very important which implies 

that the combination made of the two companies should deliver a higher margin than both companies 

did separately, “that is the business case purpose in the first place.” However, both companies do 

often have their own agendas on the side implying the benefits they chase which only favours their 

own company. For instance, a business owner who will retire and aims to find an employer which 

maintains his or her workforce. Then continuity of the workforce may be a good purpose by being 

acquired. A one-sided agenda point for the buyer could be enriching his or her portfolio. Despite these 

‘selfish’ purposes, the profitability must be seen as the main purpose, according to Edo Koevoet.  

Joris Kersten agrees; “the combined company must be the winner in the end.” In this case, both parties 

win as long as the continuity of the company is guaranteed; the workforce is maintained, product-

market combinations are maintained or successfully adjusted, and the acquisition price can still be 

justified after five years.  

Sometimes the acquisition price is not well determined, according to Joris Kersten. He mentions the 

earlier explained ‘hubris curse’, where the CEO of the acquiring company pushes too hard to close the 

deal by being too confident. Therefore, the transaction must be evaluated after five years, according 

to Joris Kersten. He mentions a few things that need to be evaluated after five years in order to 

determine the effectiveness of the acquisition: preservation of employment, the integration of 

products and services, and the acquisition price. Joris Kersten mentions that the effectiveness of 

preservation of employment should not be seen always as positive for the company, because the 

profitability may suffer while maintaining the workforce. In some acquisitions, there might occur a 

surplus in workforce. Therefore, this measure must be implemented according to the situation. 

Another effectiveness identifier was mentioned by Edo Koevoet, the pace of the integration. “When 

there is not a certain pace, the merging activities will not occur which directly means that synergies 

are unfeasible.”  

When an acquisition does not create the value as expected, it is often caused by a mismatch between 

the acquisition price and the results from the integration phase, according to Joris Kersten. However, 

he says, it is doubtful where the errors have been occurred. Mistakes could have been either made in 

integration or the integration process is too complex that it would have failed anyway. In the second 

case, the acquisition price would have been too high. The acquirer should take this complexity of 

identifying causes of loss in effectiveness into account during evaluation.  
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The most important factor of the integration process is according to Edo Koevoet communication. The 

key players of the process must get along well with each other in order to establish progress. Besides, 

he insists that the process must contain continuity and a certain pace. When the project is paused, no 

further synergies can be reached, which eventually lowers the effectiveness. “In order to create 

effectiveness, you need to do the opposite of the bottlenecks. By having for instance an integration 

plan, chances of success are higher than when you do not have a plan. The same counts of involving 

people in the process”, says Edo Koevoet. However, he adds that the M&A outcome also depends on 

a bit of luck. Joris Kersten mentions the unrealistic expectations companies have prior the integration 

phase. Then, a higher price is paid than the M&A project in real-life can deliver. The acquisition price 

was mentioned as one of the effectiveness identifiers which needs to be evaluated. Besides, people 

often focus on the deal before closing, while it would be desirable if the right people will already be 

commissioned in the pre-merger phase for the integration phase. This opportunity is often missed 

because of everyday operations and uncertainty because the deal is not signed yet which is why 

people will not invest in it.  

To conclude, the effectiveness is according to these two experts based on a combination of 

profitability and continuity. The mentioned identifiers are: financial gain in profitability relative to pre-

merger results, preservation of employment, integration of products and service, the pace of the 

integration, and the acquisition price. According to Joris Kersten, these identifiers may be evaluated 

after a time period of five years. During this evaluation, the acquirer should handle the identification 

of loss of effectiveness with care because of its complexity. The mentioned factors which relate to this 

effectiveness are: Communication, which corresponds to factor 4 of the literature review; a good 

relationship between the key players which relate to factor 22 and factor 23, the attitudes of both 

sides; continuity, which corresponds to factor 16; pace corresponds to factor 15; integration plan 

corresponds to factor 1; Involvement of people is related as well to factor 22, the attitude of the 

acquirer, to factor 9, task/role division, and to factor 13, connecting pre- with post-merger phase; the 

unrealistic expectations corresponds to factor 20, commissioning the right people in time relates to 

factor 16, continuity and to factor 13, connecting pre- with post-merger phase. The only new factor 

mentioned by Edo Koevoet, is luck. The luck factor is not controllable at all. Therefore this will not be 

considered as factor to take into account with the solution design. Some of the effectiveness 

identifiers may contradict each other such as the preservation of employment and profitability. 

Therefore, the integration responsible should take this into account during the integration phase 

which is covered by prioritization, factor 7.  

The experts confirm many of the literature based factors as influence on the M&A’s effectiveness. 

However, these assumptions should be further tested on a large scale in order to confirm and identify 

the relationships. This test is due to time and capacity boundaries performed in this project.  

5.2. Diagnose 
In this section, an overview is given from the interviews. The full coding schemes can be found in 

Appendix 3.  

Readers should be aware that this is not a rating regarding the participants. This diagnosis shows how 

well the company scores on the literature based factors which influence the integration phase. Red 

represents that the corresponding factor can be majorly improved. Orange represents that the factor 

is to some extend meeting the literature recommendations, however the factor could be optimized. 

Green represents that the company applies the factor very well in the integration phase. Yellow means 

indifferent, which will be later on explained in this section. The overview of the diagnose is shown in 

table 2. 
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  A B C D E F G H I J K 

Planning                       

Goalsetting                       

Communication                       

Supervision                       

Task/role division                       

Monitoring                       

Evaluating                       
Table 2: Diagnose company per factor 

Table 2 shows that, according to our participants, planning is the aspect which should be improved 

most. Often, there is no planning at all or it is written during the integration process itself. Within 

goalsetting, it was reviewed whether the participants knew about the goals of the acquisition. Some 

of them knew, others did not. Goalsetting is therefore something that could be taken into account 

during the internal communication about the integration. As expected from the goalsetting factor, the 

communication is rated moderate as well within the integration. As the company often communicates 

proudly about their flat organizational structure, it is a positive remark that this flat structure can be 

combined with quite good supervision within its integration processes. Within the task/role division 

aspect, the participants were asked what their own individual tasks were within the integration 

process. All of the participants involved in integrations knew very well what their tasks or roles were, 

without any doubt. The performance measurement (monitoring and evaluating) can both be improved 

as well, especially evaluating. The yellow colour stands for indifferent, as some participants had roles 

in the integration phase were not all factors were insight, or relevant. Participant G has the colour 

yellow at every factor as he was only recently working within the company.   

From this analysis can be diagnosed that the company really lacks a well prepared planning for the 

integration process. As mentioned before in the literature review, planning consist of many elements 

which are related to the other aspect. Via planning, goals can be set, measurement tools will reveal  

which forms a good basis for monitoring, evaluation and supervision (Gates & Very, 2003), roles and 

responsibilities can be set and communication will be supported (Epstein, 2005). Therefore, the 

solution design will be focused on solving the lack of planning.  

The topics from the research questions which are until this point covered are: the bottlenecks and 

success factors, the definition of effectiveness, and the focus for the solution design. Therefore, this 

knowledge will be combined and serve as input for the following chapter, the solution design.  
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6. Solution design 
The following path formed by Van Aken et al. (2012) is followed to create the solution design.  

 

 

 

 

As was discussed in the previous chapter, planning was identified as a factor to focus on for the 

company. By focusing on planning for the solution design, other problems could be covered as well. 

For instance, better goalsetting when introducing meetings on discussing the goals for the acquisition, 

or introducing deadlines for tasks. When a plan has been made, the process can be tracked and 

therefore monitored (see section 4.3.1.1.). With the tracking and monitoring, evaluation is possible by 

generating an overview which deadlines and goals are accomplished and which are not. Before going 

into further conclusions, the requirements for the design must be identified and explained. Lastly, the 

model will be presented.  

6.1. Design requirements 
The following design requirements are important to frame the design before the actual design would 

be created. According to Van Aken et al. (2012), four kinds of requirements must be set for a design: 

functional and user requirements, boundary conditions, and design restrictions. The practical 

implementations of the design requirements were set by a combination of suggestions of Van Aken 

et al. (2012), the interviews, observations and brainstorming within the company. These last methods 

originate from Plattner's (2010) design thinking recommendations.  

Functional requirement:  

Beneficial 
This requirement is very obvious. The design should optimize the integration phase in a certain way. 

As could be derived from the interviews, the participants wanted to have more insight in the 

integration process. Other benefits would be more structure, lower risks, saving time and saving costs. 

Besides, the raised benefits must exceed the implementation costs, according to Van Aken et al. (2012) 

User requirement:  

User friendly 
The model must be easy to understand and to adjust, have a clear layout and should be consistent in 

order to keep the user friendliness at a high level. In this way, the model can serve as a communication 

tool as well. Besides, when the user friendliness reaches a high level, less or no training is needed for 

the final user.  

Boundary conditions:  

Cultural fit 
As the company has a very flat organizational structure, and demands from its employees to work 

autonomous and bringing in their own initiatives, the solution design should maintain and fit this 

approach. 

 
 

Yes 

No 

Developing 

design 

requirements 

Problem 

analysis 

Synthesis Evaluation 
 

Design 
OK? 

Figure 9: Key activities in actual designing (Van Aken et al., 2012) 
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Low risk level 
The design should aim to not form any kind of risk to the company. For instance, this would imply that 

the design would not have a very high change level of operations that would impact the whole 

organization. It should serve as a background support for the integration processes.  

Design restrictions: 

Time restriction 
As this whole project only last six months, the solution design process should be restricted to one 

month, four weeks.  

Change restriction 
The solution design should fit the current business operation approach. As mentioned before, the 

company highly values their autonomous and own initiative attitude. This attitude must be 

maintained.  

6.2. Synthesis 
Within the synthesis, the design features are identified and the models which contain these features 

are presented and explained.   

6.2.1. Design features 
As can be derived from chapter 5, the company has most opportunity for improvement within the 

factor planning. The book ‘Planning and Roadmapping Technological Innovations’ from Daim (2014) 

explains what features and tools for planning and roadmapping would be ideal for technological 

innovation projects. The book focusses especially on Research and Development (R&D) management. 

The segments of an R&D project which are mentioned by Daim (2014) as important for optimization 

are: communication, project management, project selection, and information flow. These segments 

are very corresponding to the M&A project segments, such as communication as important factor 

(factor 4), selection of a target in the M&A process (DePamphilis, 2012; Galpin & Herndon, 2000; 

Sudarsanam, 2010), and the important factor skills/knowledge transfer (factor 21). Besides, the R&D 

process consists of “making decisions regarding investment mix and policy, linking business strategies 

to objectives, allocating available assets for individuals and institutions, and balancing between risk 

and performance” (Daim, 2014, p. 74). The mentioned R&D project aspects do as well exist in the M&A 

process, thinking of the mentioned importance of making strategy-guided decisions (DePamphilis, 

2012; Galpin & Herndon, 2000; Sudarsanam, 2010), task/role division (factor 9), and prioritization 

within the process (factor 7). Therefore, the practical recommendations of this book on planning such 

processes are very applicable to the M&A integration phase.  

The following features should be integrated in a planning for an R&D project, according to Daim 

(2014): 

Task features: 

- Task identification 

- Task sequence/interdependency 

- Task responsibility  

- Timing 

- Prioritization  

Planning features: 

- Framework schedule 
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- Specification for project definition 

- Project goals 

- Milestones  

- Deadlines  

- Trial and error (iteration) 

- Assignment of resources  

Progress features: 

- Status display 

- Review 

- Stage gates 

Because the R&D project has segments/factors which are important to the M&A process as well, these 

mentioned features are assumed to be applicable for optimization of the M&A process as well. Most 

of these features are very straight forward and could be found in any kind of project planning. 

However, the ‘stage gates’ feature is not very obvious and will therefore be further explained. The 

Stage-Gate model originates from Cooper et al. (2002). “The Stage-Gate approach is a phased project 

management approach that produces fact-based funding decisions based on a set of defined 

evaluation criteria”(Daim, 2014, p. 18). The aims to use the Stage-Gate approach are:  

- “To provide consistent program and project management guidelines; 

- To characterize projects in terms of scope, quality, performance, and program integration; 

- To evaluate and monitor project progress against milestones; 

- To assess viability of technology commercialization; 

- To guide decisions on project funding (go forward, stop, hold, run).” (Daim, 2014, p. 18) 

The majority of these aims can optimize the integration phase as well as, according to the literature 

review. Guidelines (factor 2), evaluating and monitoring (factor 10), guiding decisions on project 

funding (related to prioritization within the integration process, factor 7) were all mentioned as 

important factors of the M&A integration phase. Therefore, this is a useful method to apply in the 

M&A integration phase as well.  

The Stage-Gate model contains stages and gates which alternate each other. Within the stages, the 

project activities are performed. At the gates, significant project decisions need to be made based on 

the information on the progress of the stages. The typical outcome of the gates is to go forward, stop, 

hold, or return in the project process. The so-called gatekeepers consult about the decision based on 

the predefined criteria. The gatekeepers should be senior managers (Cooper et al., 2002; Daim, 2014). 

The implementation of gatekeepers within the company is discussed in section 6.4 and section 7.2.  

The remaining features Daim (2014) mentions relate to the literature-based factors as well; task 

identification and task sequence/interdependency relate to guidelines (factor 2), task responsibility 

relates to task role/division (factor 9), timing relates to the pace and continuity of the integration 

(factors 15 and 16), prioritization relates to prioritization during the integration process (factor 7), 

project goals, milestones, and deadlines relate to guidelines and goalsetting (factors 2 and 3), when 

trial and error is allowed, the adaptive process will be in force (factor 12), assignment of resources 

relates to prioritization during the integration process and task/role division (factors 7 and 9), status 

display and review relate to performance measurement: monitoring and evaluating (factor 10). This 

means that the assumption is confirmed that a planning will cover partly or complete the desired 

approach of many factors. Therefore, planning is an essential dot in the whole web of factors which 
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influence the integration phase. As these features and factors are obvious related, no further 

explanation will be given. Besides, the factor descriptions in chapter 4 might clarify in case of doubts.  

The traditional project management tools which Daim (2014) mentions are PERT, Gantt, and CPM. 

However, these methods do not meet the complexity requirements of an technological innovation 

project. These tools fail to integrate interdependencies within the process (Daim, 2014). Therefore, 

the synthesis models are composed via Microsoft Word and Excel without a format such as PERT, 

Gantt, or CPM.  

To conclude, the R&D project approach, including the corresponding planning features mentioned by 

Daim (2014) are very applicable to the M&A process. Besides, these features can help to generate the 

right setting for many literature-based factors which makes planning a highly essential factor for the 

integration phase. The features, especially ‘stage gates’ is a very interesting feature to investigate 

further by applying it in the models. The features will be used as input for composing the models in 

the next section.  

6.2.2. The models 
As traditional project management tools lack the required ingredients, these models are composed 

via Microsoft Word and Excel. In order to investigate what features the company’s employees prefer, 

models were composed via brainstorming and combining the design features.  

The first aim of these models is to test what design characteristics are preferred by the focus group. It 

is known that the company has a flat organization structure with autonomous and own initiative 

driven employees. Therefore, It is expected based on the employees’ mindset that they would prefer 

a low level of prescriptiveness, and therefore not too many features in the model. In order to test this 

assumption, the number of features should vary in the models. Then, the models needed to be built. 

This was done by brainstorming and combining all previous gathered knowledge of this chapter. At 

every model section, a table is given which tells which features are included and excluded within the 

particular model. Besides, explanation on the reasoning of how these models were composed is given 

as well. This reasoning is based on the literature review combined with the semi-structured interviews 

with the employees. 

The brainstorming and combination of prior gained knowledge resulted in four models, called: 

checklist, roadmap, progress tracker, and review report. The tasks within these models are gained via 

a snowball effect originated from the interviews. The snowball effect implies that the directly invited 

people for interviews give recommendations on contacting other relevant people for the research 

(Rowley, 2014). The snowball contacted employees of the company were very pleased to share their 

tasks overview, by telling or showing their self-made overviews of the integration phase. Not all tasks 

are included as every integration phase is different which was noticed many times within this project. 

However, the tasks that were able to be identified are included.  

All models have the purpose to support the integration team and in particular, the integration 

manager, because this is the key person who should have the overview of the whole integration 

process. Within the process all models should be used for particular purposes and situations. 
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Model 1: Checklist 

The first model was built via brainstorming on what the simplest planning tool is what a person could 

think of in order to start with a low prescriptive level. This resulted in a checklist. The checklist contains 

tasks, and tracks which of these tasks needs to be done and which are already accomplished. As can 

be derived from the interviews; the integration process itself is already very complex with many 

unexpected events. Therefore, it might be preferred and favoured by the integration team to  have a 

downsized, simple display of the process. Moreover, the literature review (factor 1) concluded that 

the planning should be created in a sense that it allows flexibility, however, acts as a trigger to 

continuously make progress in integrating an acquisition. The purpose of this checklist is to keep on 

track with the tasks that are not accomplished (trigger), without concerning in what sequence or 

timing and by who it has to be performed (flexibility). However, the checklist does not contain any 

milestones in order to measure the progress as Gates and Very (2003) recommended. The status 

display will be limited to only checkmark boxes to view which tasks need to be done and tasks which 

are already accomplished. Figure 10 shows an example of how the checklist could be framed.  

Table 3 shows an overview of the included and excluded features (Daim, 2014) of the checklist.  

Features included Features excluded 

Task identification Task sequence/interdependency  

Framework schedule Task responsibility  

Status display Timing  

 Prioritization 

 Specification for project definition 

 Project goals 

 Milestones 

 Deadlines 

 Iteration 

 Assignment of resources 

 Review 

 Stage gates 
Table 3: Checklist features 
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Figure 10: Checklist framework 
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Model 2: Roadmap 

Then, the brainstorming was focused on the development of a model which offers a high level of 

prescriptiveness and a low level of autonomy. Regarding the prescriptiveness and autonomy, the 

Stage-Gate model was applied. By applying the stage gates in the model, gatekeepers, often senior 

management (Daim, 2014), will intervene within the process by making the strategic decisions of the 

integration process. At the stage gates, a final decision needs to be made which implies to go forward, 

stop, hold, or return. The return option relates to the trial and error feature of Daim (2014), it allows 

an iteration. This gives the integration team the opportunity to refine the already performed stage. 

Therefore the iteration feature is as well included. In order to have even a higher level of 

prescriptiveness, the features task sequence/interdependency and task responsibility were included 

in the model. The predefined task sequence/interdependency is shown in the mode by the arrows 

between the blue task labels, the task responsibility is shown per task, within the task label. The 

roadmap framework is a typical swim lane diagram, as Daim (2014) suggested as useful framework for 

such projects. The swim lane diagram identifies which department is responsible for which tasks which 

increases the level of prescriptiveness as well.  

The purpose of this model is to create a complete overview of what tasks need to be performed, in 

what sequence and by who. This overview can be used before and during the integration phase to 

keep an overview on what tasks depend on each other. Figure 11 shows an example of how the 

roadmap could be framed.  

Table 4 shows an overview of the included and excluded features (Daim, 2014) of the roadmap.  

Features included Features excluded 

Task identification Timing 

Task sequence/interdependency Prioritization 

Task responsibility Specification for project definition 

Framework schedule Project goals 

Iteration Milestones 

Stage gates Deadlines 

 Assignment of resources 

 Status display 

 Review 
Table 4: Roadmap features 
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Model 3: Progress tracker 

The progress tracker model is a swim lane diagram and Stage-Gate model as well, however, with an 

even higher prescriptive level which allows less autonomy than the roadmap. As the roadmap acts as 

an overview, the progress tracker completes this overview by a detailed level per stage. The big 

difference with the roadmap is that it contains the timing feature, which allows to include deadlines, 

milestones. Therefore, performance of the process can be measured by tracking the progress.  

These features were included to address the controllable factor (factor 10) from the literature review. 

By adding the features timing, deadlines, and milestones, an overview of the progress can function as 

communication tool to other stakeholders, such as the gatekeepers. Bottlenecks will reveal easily 

which enables directed action on these problems. Another advantage of measures is that it offer a 

perception of control in an uncomfortable situation, like the changing environment due to the 

integration process (Gates & Very, 2003) 

In order to make this model even more prescriptive, prioritization was added. This gives the 

integration team an extra guideline to know which tasks are more important to complete in time than 

others. This prioritization can be based on predefined goals and strategies for the acquisition.  

Another deviation from the roadmap is that it does not specifically tell what person performs which 

task, however, it does tell which department is responsible for the task. Therefore, this model has 

flexibility regarding the task responsibility. This difference was included to check in the focus group 

what they would prefer at the moment the employees would actually go for the high prescriptive level 

models. Besides, the progress tracker already contained so many features that it was hard to add task 

responsibility per person per task while maintaining a clear overview.  

The progress tracker applies many features to check in the focus group if they could prefer using such 

a high level of prescriptiveness. Figure 12 shows an example of how the progress tracker could be 

framed.  

Table 5 shows an overview of the included and excluded features (Daim, 2014) of the progress 

tracker.  

Features included Features excluded 

Task identification Task responsibility 

Task sequence/interdependency Project goals 

Timing Assignment of resources 

Prioritization Review 

Framework schedule  

Specification for project definition  

Deadlines  

Milestones   

Iterations  

Status display   

Stage gates  
Table 5: Progress tracker features 
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Model 4: Review report 

As model 3 includes the tracking of progress, a missing element came to mind. Tracking and 

monitoring is very useful for adjustment on the right moments within the process. However, the 

progress tracker should also report the causes of the adjustments, often inconvenient events, in order 

to learn from it for the future events within the current performing project or future projects. Besides, 

the very important feature ‘project goals’ were not included yet in previous models, which refers to 

the important third factor from the literature review, goalsetting, which needs to be used as reference 

point for the performance measurements. Therefore, a review report was composed which focuses 

on the evaluation of performance measurement (factor 10).   

This model could function as an addition to for instance model 3 where progress is tracked and the 

stage gates are applied. The review report is an overview of the progress towards the project goals. 

This model could be used at the potential gates as an overview for the gatekeepers to make thoughtful 

decisions or to learn from it for future projects. The model shown in figure 13 originated from the 

company itself, however, the file has been adjusted by changing or adding identifiers. Typical 

identifiers to monitor the progress are: notes from the integration manager about risks and attention 

points, operational progress, financial progress, and upcoming tasks and events. These identifiers 

were a result from conversations with employees of the company via the snowball effect of the 

interviews.  

Table 6 shows an overview of the included and excluded features (Daim, 2014) of the review report.  

Features included Features excluded 

Task identification Task sequence/interdependency 

Timing Task responsibility 

Prioritization Milestones 

Framework schedule Deadlines 

Specification for project definition Iterations 

Project goals Assignment of resources 

Status display Review 

 Stage gates 
Table 6: Review report features 
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Figure 13: Review report framework 
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6.3. Evaluation 
The evaluation of the synthesis is done via a focus group. This method is actually an interview with 

multiple interviewees. These interviewees can discuss certain topics or issues (Bryman, 2012). The 

purpose of this focus group is to discover what features the participants would prefer in a planning 

support tool.  

6.3.1.1. Participants 

The preferred number of participants was five, because it was noticed during the interviews that the 

integration involved the company’s employees mentioned many issues. Six interviewees of the 

individual interviews were invited to join the focus group, to cover the risk of last minute cancellation. 

They were selected based on the variety of functions and roles. Three product managers, one finance 

employee, a technology responsible, and a business consultant were invited. Four of them have been 

or still are integration manager within an M&A project, one was the finance responsible in 

integrations, and one was responsible for the technological due diligence within the M&A process. 

Involving someone from the due diligence was a conscious decision in order to investigate the 

dynamics between the pre- and post-merger operators. One project manager was not present during 

the focus group discussion.  

6.3.1.2. Questions 

As mentioned before, the main purpose of the focus group evaluation is to discover the preferred 

features for the planning tool. A desired side-effect of the focus group was to discover the dynamics 

between pre- and post-merger operators. This second one has not been addressed in the questions, 

however should be discovered by observation and listening.  

First an introduction on the models were given. The specific tasks in the models were blurred in order 

to avoid discussion on irrelevant topics. The specific tasks are irrelevant as these can be adjusted by 

the participants themselves when they start working with the model. The following questions were 

posed after the models were shown and explained:  

- What features would you add/remove from the feature list? 

- Which model(s) would you use? Why? 

- For which purpose would you use it? 

- When would you use it and how often? 

- Which model would you never use? Why? 

6.3.1.3. Focus group findings 

The focus group discussion has been recorded. The transcript can be found in Appendix 4. 

As expected, the interviewees mentioned many issues within the integration phase. Many of them 

were already known because of the individual interviews. Expressions of frustration were clearly 

shown by one of the interviewees. This participant, an integration manager, especially focused on the 

person from the due diligence which revealed that there is a lack in communication and connection 

between the pre- and post-merger phases. Many other issues were discussed, however, not that much 

about the models themselves even though there was a little intervention by the moderator in order 

to get the discussion back to models. As recommended by Bryman (2012), this intervention was done 

with care. Despite that the discussion mainly was about the shortcomings of the integration phase, 

this information is very valuable for the company and this project. The following main findings were 

defined from the focus group.  
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Within the company more focus, attention, and prioritization for integrations is needed 

All interviewees agreed on the fact that all departments have a work overload, and many departments 

are often involved in the integration of acquisitions. However, prioritization overall in the company is 

not clearly set and communicated, which means that the integration phase can be temporary paused 

because there are no resources. The interviewees think the integration phase of acquisitions should 

get more prioritization of the company in general. Via an internal newsletter video, the director of the 

company stated that integrations of acquisitions would get more attention. The interviewees 

discussed the application of this statement. One employee said in the discussion: “Make it ‘the year 

of migration’.” Another employee nuances the prioritization of integrations by saying that you just 

need to accept sometimes that things take longer as expected, besides “waiting or killing a product 

can be a very good strategy.” 

To conclude, prioritization within the company in general should be clearly set and communicated. 

Then everyone knows were to focus on and were to allocate resources to. Besides, the integration 

phase must be taken serious and needs attention from the company in order to generate a successful 

acquisition.  

Timing of involvement of integration manager 

Two of the three integration managers desire to be involved earlier in the M&A process than after 

closing. The arguments were that after closing, information is too hard to gather from the acquisition 

team as they are moving on to new acquisition projects. A counter-argument was given by the 

responsible of the technological due diligence who stated that most of the acquisitions will not be 

signed, which implies a waste of the integration manager’s time. Besides, he stated that the target 

company generally tells a lot of lies which implies that the information would not be useful for the 

integration manager. The other integration manager added that the integration manager only needs 

information such as why the company is bought, and does therefore not have to be there before 

signing.  

Within the topic timing of involvement of the integration manager existed a clear disagreement. As 

the systematic literature review said, planning the integration phase should be a team effort. Ideally, 

all stakeholder parts should have a representative for planning this phase together in order to create 

positive minds and avoid a lack of knowledge within the process. However, the company’s acquisitions 

are relatively small and sometimes do not even entail target employees. Therefore, the company has 

to find a way to make this knowledge transition, by for instance involving one of the acquisition team 

members in the integration phase.  

Knowledge transfer 

As the previous mentioned topic should have the desired effect transferring knowledge, this was a hot 

topic as well for the company’s employees. As was already mentioned, information from before 

closing should be shared, especially with the integration manager. This was a statement that everyone 

agreed on. A well-informed integration manager will lead to better and predetermined decision 

making and focus for the integration process. This knowledge transfer should be achieved by a 

handover and better communication with the acquisition team, according to multiple interviewees. 

The current situation according to one of the integration managers is that “acquisition and integration 

run completely separate from each other.” After these statements were made, the interviewees 

mentioned the kinds of information that should be shared from the pre-merger to the integration 

phase. Risks, cashflows, and the acquisition price were mentioned as information that should be 

shared. Not everyone agreed about whether the acquisition price is relevant to know for the 
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integration manager. Two of the three integration managers said it is irrelevant to know the 

acquisition price as turnover and cashflows are better indicators of success. The other integration 

manager said she prefers to value aspects within the integration process relative to the acquisition 

price. The technological due diligence responsible told that the acquisition price often cannot even be 

shared due to confidentiality.  

In summary, the information which should be shared is the reason why a company is bought (see last 

topic), risks, and cashflows. The acquisition price often cannot be shared. Besides, the relevance of 

this indication of success is limited according to most interviewees. Therefore, the acquisition price 

will not be seen as information which needs to be transferred. Required information for the 

integration phase should be shared via a handover and cooperation between both teams; pre-merger 

and integration.  

Planning 

As mentioned in literature as well, the interviews state that every integration is unique, which makes 

it very hard to create a general planning for integrations. One interviewee mentions the distinction 

between integration and migration. Integration is HR, legal, and so on, and migration is for instance 

killing the old platform and transit the customers to the company’s platform. Where HR and legal can 

have similar tasks in diverse integrations. The end of every migration is different, was stated. Either 

way, the whole integration phase including migration should be seen as a project with a finish date, 

says one of the interviewees. The purpose of the planning would be time management and 

overviewing the sequences of events. However, doing nothing can sometimes be a very good strategic 

choice, was stated. Another employee argues that “making the planning has the highest value of a 

planning. However, sticking to the plan is never possible with integrations.” Therefore, he says that 

the roadmap would be ideal. Another employee agrees, when it has flexibility in time. The progress 

tracker is mentioned as well as good option. The checklist and review report are called “too general.” 

An integration manager mentions that a mix of the progress tracker and roadmap would be a good 

idea; the progress tracker for communication purposes and the roadmap for yourself to view the 

dependencies. Deadlines and durations are important features to the finance employee. A project 

manager does not agree; “predictability is so off that deadlines are often not very well estimated. You 

can make a chronology, but time can deviate.” Another project manager agrees and adds: “Most 

important is the milestone, know where you have to end, not necessarily a deadline.” Besides, they 

want to know where to put their effort on and what the next goal is. The third project manager says 

he prefers deadlines, however, combined with the checklist. He argues that the other models give too 

much information which make people lose focus. Besides, everyone agrees that the development 

department is very unpredictable with their focus or prioritization which makes deadlines inaccurate.  

To conclude, the progress tracker and roadmap were most in favour. However, deadlines and timings 

should be handled with flexibility as unpredictability is very common in the integration phase. Besides, 

the roadmap could function as an overview for the integration manager, and the progress tracker 

could be used for communication purposes according to this focus group. The preference for these 

models is remarkable as it was expected that the employees would prefer a model with a lower 

prescriptiveness level (the checklist). However, the employees did mention that they preferred 

flexibility towards predefined timings and deadlines which corresponds to their autonomous attitude.  

Communication 

As already was stated via the individual interviews, communication can be improved regarding the 

integration phase. The communication from the strategic level is lacking according to an integration 
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manager. For instance, prioritization is not communicated. During the discussion it was noticed that 

one of the integration managers was not familiar with certain procedures regarding the pre-merger 

phase for instance, that only a few out of many acquisitions make it to an actual deal. Besides, the fact 

that often the acquisition price cannot be shared. This information was told by the technological due 

diligence responsible, who is involved in the M&A process before closing. These are signs of lacking 

communication between the pre-merger team and the integration team.  

In order to improve the communication with the acquired company, the integration manager should 

work for a few days at the acquired office in order to discover the required information for the 

integration.  

Success parameters 

During the discussion many success parameters for the integration phase were named by the 

interviewees. These parameters are listed below: 

- The prior against the migration turnover due to the impact of migration actions; 

- The prior against the migration margin; 

- The forecast of growth; 

- The costs of the acquisition;  

- The costs of the integration; 

- The costs that needed to be killed by integrating the target company; 

- Operations that needed to be done by the target company; 

- Keep the goal of the acquisition in mind; 

- For strategic level: risk score, financial and operational; Evaluate takeover once a year, 

sharing it as public knowledge based on this knowledge a progress tracker can be made.  

6.4. Design 
The participants of the focus group all had their own preferences of features. However, they gave a 

small preference to the roadmap and progress tracker. Not many specific comments on the models 

were given. Therefore, the roadmap and progress tracker will not be adjusted. These two models will 

be seen as the support tools for the integration phase. However, this will only be a small part of the 

solution as the focus group addressed many other important issues. Therefore, this section will 

function as a sort of implementation plan combined with recommendations for the integration phase.  

1. Communication from the strategic level 

Communication seems lacking at some parts of the company, especially within the integration phase 

many issues are caused by this lack. The integration managers need guidance by communicated 

prioritization from the strategic level. This strongly corresponds with the importance of a business 

plan within an M&A process, mentioned by DePamphilis (2012), Galpin and Herndon (2000), and 

Sudarsanam (2010). The company does have a business plan and it is available for all employees. 

However, the implementations of the business plan do need to be communicated, for this case 

prioritization.  

2. Communication between the pre-merger and integration phase 

The focus group gave already a suggestion to improve the connection between the pre-merger and 

integration phase. According to two integration managers, being involved earlier in the process than 

the deal closes would generate the desired knowledge transfer. However, the practicality of this 

suggestion was doubted. Therefore, an alternative would be that a well-informed pre-merger team 

member would join the integration team. The main information which should be transferred from the 
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pre-merger phase is: why a company is bought, risks, and cashflows. In order to further improve the 

connection between the two phases is to let the strategic management intervene in the process as 

the gatekeepers by the implementation of the Cooper's (2002) Stage-Gate process. The stages and 

gates are represented in both models, the roadmap and the progress tracker. The tasks are performed 

during the stages. At the gates, important strategic decisions can be made within the integration 

process. As mentioned before, the gatekeepers can then decide to go forward, hold, return, or stop 

the project. Before this decision is made, the integration manager should show the gatekeepers the 

project progress, via for instance the progress tracker. Other input for the gate would be the 

mentioned success parameters. These values should all be gathered by the integration manager. 

Based on this information, the gatekeepers can make their decisions. As the gate concept sounds very 

strict and does not fit the company’s autonomous and own initiative culture, the gate should be 

actually applied as a counsel with the integration manager and strategic management, where the 

integration manager can share his or her hard challenges and has the opportunity to ask for advice. 

Then the strategic management can give this advice based on the business plan and desired 

prioritization. Decisions of the strategic management like putting the integration phase on hold can 

be as well explained and justified via these counsels.  

3. Evaluation of the overall M&A project 

The final evaluation must be based on the financial gain in profitability relative to pre-merger results, 

preservation of employment, integration of products and service, the pace of the integration, and the 

acquisition price, as was determined by the two experts. One expert indicated the time period 

between closing and evaluation, five years were recommended.  

The previous implementation plan description leads to the following overall action point list for the 

company 

Action points: 

- The strategic management should communicate on a regular basis to the integration team 

about the implementations of the business strategy by mentioning the corresponding 

prioritization focusses; 

- Strategic management should function as gatekeepers/strategic support within the 

integration process; 

- At least one person of the pre-merger phase should be as well involved in the integration 

phase; 

- The integration manager should monitor the progress by using the preferred model 

frameworks; 

- The strategic management should evaluate together with the integration team the overall 

M&A effectiveness, five years after closure. Effectiveness identifiers are: the financial gain 

in profitability relative to pre-merger results, preservation of employment, integration of 

products and service, the pace of the integration, and the acquisition price.  

 

As the design set is now completed, the overall conclusion of this report can be discussed.  
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7. Conclusion and discussion 
This conclusion and discussion chapter consists of four parts: overall conclusions from the 

combination of the theoretical and practical views, recommendations to the assigning company, the 

contribution to existing literature, and limitations of this project and interesting suggestions for 

further research are described.   

7.1. Conclusions 
The M&A integration phase knows many challenges, which is why many mergers and acquisitions turn 

out to be less effective than was expected at closing the deal. However, effectiveness has multiple 

dimensions, according to the experts. These dimensions are: financial gain in profitability relative to 

pre-merger results, preservation of employment, integration of products and service, the pace of the 

integration, and the acquisition price. The effectiveness does therefore not only rely strictly on the 

financial outcomes. Besides, the time period between closing and measuring final effectiveness should 

be around five years.  

24 factors which influence the effectiveness of an merger or acquisition were identified via a 

systematic literature review. The six most controllable factors were chosen to investigate the 

company’s performance of the integration phase.  

The factor planning has most opportunity for improvements within the company. Many articles from 

the systematic literature review mentioned that planning is a big challenge for the integration process, 

especially because every integration process is unique. Besides, the standard project management 

tools do often lack elements to reach the complexity level which is needed for the integration phase. 

Therefore, the company is not an exception on having issues with planning compared to other 

companies performing M&A activities. However, optimization on planning is possible and should be 

seized.  

The main research question ‘What changes need to be implemented in the current M&A process of 

the company in order to generate an effective acquisition?’ is answered in the recommendation 

section.  

7.2. Recommendations 
Many practical challenges were mentioned by the company’s employees in the interviews and focus 

group. The employees mentioned the following main issues: the prioritization communication from 

the strategic level to the M&A project, and the knowledge transfer between the pre-merger and 

integration phase. The integration managers prefer to prepare the integration phase before the 

integration phase has started. This all starts with the communication from the strategic level of the 

company. The strategic management team should have the overview of the company and should 

know where the main opportunities lie. When the overall prioritization of the company is clear to the 

strategic management team, they could share it as public knowledge to the rest of the company. This 

was discussed within the focus group and it strongly agrees to the importance of a business plan within 

the M&A process, mentioned by DePamphilis (2012), Galpin and Herndon (2000), and Sudarsanam 

(2010). The company does have an extended business plan, however, the implementations, such as 

prioritization, of the business plan should be well communicated to the rest of the company. Strategic 

decisions such as putting the M&A process on hold are then justified. A good implementation to 

provide this connection with the integration phase would be that the strategic management team 

would act as gatekeepers in the integration process. As gates do not really fit the company’s culture, 

this should be a counsel where the strategic management team and the integration manager can 

combine information from the operation and strategic level. Based on this combined information, the 
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strategic management team can let the integration phase go forward, hold, return, or stop. The 

integration manager should monitor the progress on the success parameters which were derived from 

the focus group. This can be used as input for the gatekeepers. Besides, the progress tracker could be 

additional input for this counsel. Other purposes of the progress tracker are to keep on track during 

the integration phase, and to have an overview of the task durations. The other suggested model, the 

roadmap, could be used for the integration manager to keep an overview on all tasks and its 

interdependencies. With both models, iterations are possible as the stages and gates are defined. By 

the intervention of the gatekeepers, knowledge is to some extend transferred from the pre-merger 

phase to the integration phase. However, the connection could be strengthened by forming a 

handover which should be made by the pre-merger team and handed over to the integration manager. 

The interviewed experts recommend five effectiveness identifiers which should be evaluated after five 

years: financial gain in profitability relative to pre-merger results, preservation of employment, 

integration of products and service, the pace of the integration, and the acquisition price. 

7.3. Literature contribution 
Within the introduction to the M&A process (section 4.1) it was mentioned by all three models that 

the main decisions and actions regarding the M&A process should be based on the business strategy 

(DePamphilis, 2012; Galpin & Herndon, 2000; Sudarsanam, 2010). This was confirmed by this study 

via the focus group. The focus group agreed on the fact that prioritization (based on the chosen 

strategy) for projects of the company should be clearly communicated. When a project is for instance 

‘on hold’, the employees will know that this was a justified choice and they do therefore not have to 

take action on this until the strategic management says so.  

Most of the literature based factors were by the practical view (semi-structured interviews, open 

interviews, and focus group) confirmed as important to the integration phase. No contradictions 

between the  literature review and practical view were found regarding the factors. However, a 

practical note was made by the focus group regarding connecting the pre- with post-merger phase 

(factor 13). In the literature was found that an integration manager should be assigned before closing 

the deal in order to prepare the integration phase. However, in the focus group was mentioned that 

this would be often a waste of time as many potential acquisition are stopped just before signing. 

Therefore, this project suggests to involve a person from the pre-merger phase into the integration 

phase instead of involving a person from the integration phase in the pre-merger phase.  

A new finding was discovered; the R&D process is very similar in segments as the M&A process (Daim, 

2014). Therefore, it was found that applications in planning of such projects, such as the Stage-Gate 

model are very applicable and useful for the integration phase as well. Moreover, the Stage-Gate 

application could solve the mentioned company’s integration problem that there is no guidance from 

the strategic management in making strategic decisions within the integration process. Introducing 

the Stage-Gate model implies that strategic management should intervene after certain defined 

stages where project activities are performed in order to review the progress of the performed stage. 

Based on the progress and the business strategy, the gatekeepers (strategic management) can make 

the required decisions and advice the integration team on how to proceed.  

Besides, effectiveness identifiers were not explicitly mentioned in the articles from the literature 

review. Therefore, this was asked to the experts. They mentioned that the effectiveness identifiers of 

an M&A process are: financial gain in profitability relative to pre-merger results, preservation of 

employment, integration of products and service, the pace of the integration, and the acquisition 

price. Evaluation of these identifiers should be done in a timeframe of five years after closing the deal.  
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7.4. Further research 
Many interesting research topics could still add value to the existing literature about M&A 

integrations. However, there are a few topics that would be interesting as an addition to this particular 

project.  

Within the practical view, one element which really could have generated more assurance misses at 

the diagnose of the company. Due to time constraints, the effectiveness of the company’s former 

M&A projects was not measured within this project. Therefore, testing whether the integrations with 

the highest reflection performance within the diagnose would indeed lead to better results in practice, 

was not possible. Although, it was discussed within the interviews with the experts. In order to really 

test the causes and effects within the M&A integrations, this test should be large scaled to generate 

a reliable conclusion. Therefore, this would be very interesting for further research in the field.  

Within the theoretical view, the connections and application of impact of the factors could have been 

researched further. The 24 identified factors relate in many ways to each other; some 

interdependency, influence and overlap connections were already discovered. Therefore, all 

connections could be done further research on in order to discover which factors have the strongest 

or direct effects and which generate indirect effects. Based on this knowledge, the approach for the 

integration phase can be adjusted to these insights by prioritization which would gain a higher level 

of effectiveness.   

Another addition to the theoretical view would be a distinction between hostile and friendly M&As 

within the integration phase. As to be expected, dynamics between stakeholders would for instance 

lie different which requires different approaches for both cases. The same counts for a distinction 

between mergers and acquisitions. For this project, distinction has not been made due to scoping 

considerations.  
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Appendix 1 – Systematic literature review 
This project applies a systematic literature review with the approach of Wohlin (2012). Although 

Wohlin (2012) applies this approach to software engineering, the explanation on the approach is on 

a general level, including the path to qualitative research. Therefore, Wohlin's (2012) literature 

review approach is highly applicable in this project as well. According to this approach, three main 

tasks give the right guidance for a systematic literature review, which are planning, conducting, and 

reporting. In the following section these tasks will be executed. By following a certain path and 

describing all steps of the literature review, this project enables repetition of this research. Due to 

time limitations, this systematic literature review will be only performed once within this project. 

However, the reliability could be checked by following the exact same steps.  

First, the planning must be set. The planning is a typical preparation phase, therefore, it is important 

to specify the goal of the literature review. Besides, the research question must be clearly set and a 

plan of action for the review must be developed (Wohlin, 2012).  

The direct goal of the literature review is to answer partly the research questions of this project. 

Without a literature review, this project would only focus on practice in a specific company. With 

this literature review, it is aimed to make this project valuable for further M&A research and M&A 

projects in a broad sense. The research questions which needed to be answered by the literature 

review are: 

1. What are the bottlenecks of the M&A integration phase? 

2. What are the key success factors of the M&A integration phase? 

3. What effects do the fail/success factors have? 

Once the research questions are clear, the plan of action for the literature review will be developed. 

The plan of action contains an explanation on the used search and selection methods and criteria. As 

this is a very important part for guarantying the quality of the literature review, this will be discussed 

in the following separate section.  

Plan of action 
The plan of action conducts the database selection and search terms. In main lines, the method of 

Ravasi and Stigliani (2012) is used. This search method selects first a database which is applicable to 

the topic. Secondly, the search terms will be set. Then a selection is made from the articles by 

reading titles and abstracts.  

Database selection 
For the selection of a proper database, the TU/e database list was used. The requirements for the 

database were:  

- The containing literature should cover the relevant topic M&A; 

- Full texts of the literature should be available. 

While searching for relevant articles on the M&A integration phase, it was noticed that there are 

many hits on this topic. Even though using very specific search queries, many hits will be achieved. 

Therefore, this research will use only one database in order to limit the number of literature results.  

By evaluation of the TU/e database list, Science Direct was chosen to be used for this research. This 

database has more than 250 000 articles with open access. According to their website, Science 

Direct is the leading platform of peer-reviewed scholarly literature. Besides, the published articles 

contain very diverse contents (“Science Direct,” 2018). Therefore, this database can be seen as a 
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good representation for scientific literature in general. This implies that this database will be a valid 

instrument for this research.  

Literature search strategy 
As mentioned before, it was found out that M&A is a topic with a lot of hits and very broad research 

areas. Therefore, the search needed to be simplified. The decision was made to search in parts in 

order to retrieve find most relevant articles. The search therefore started at finding relevant 

journals. The following search terms were used: 

1. Mergers and integration,  

2. Acquisitions and integration,  

3. Mergers and acquisitions and integration,  

4. Merger and acquisitions process and integration 

5. Mergers and acquisitions goals and integration  

6. Mergers and acquisitions synergies and integration 

7. Mergers and acquisitions failure and integration 

8. Mergers and acquisitions success and integration 

9. Mergers and acquisitions effects and integration 

10. Mergers and acquisitions problems and integration 

With every search term Science Direct suggestions for journals in the left bar. The following journals 

appeared.  

Journals 

Long Range Planning 

European Management Journal 

Journal of Banking & Finance 

Research Policy 

International Business Review 

Energy Policy 

Technological Forecasting and Social 
Change 

Industrial Marketing Management 

Journal of World Business 

Telecommunications Policy 

Business Horizons 

International Journal of Industrial 
Organization 

Journal of Business Research 

Technovation 

Journal of Financial Economics 

Journal of Corporate Finance 
Table 7: Relevant journals within ScienceDirect 

The next step is searching within these journals for relevant articles.  

Various combinations of the following search terms were used to find relevant articles within the 

journal. Variants are found via Thesaurus.com and adjustments due to interpretation. Besides, a 

filter is placed to give results only for ‘research articles’ and ‘discussions’.  
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 Keywords of Research 
questions 

Variants of keyword 

1 Mergers and Acquisitions Mergers, acquisitions, M&A, takeover 

2 Integration PMI, post-merger integration phase, post-acquisition phase 

3 Bottleneck   Risk, challenge 

4 Success factor Key factor, synergy 

5 Effect Synergy, value loss 
Table 8: Keywords 

Since ‘mergers’, ‘acquisition’ and ‘integration’ are very basic words which could result in many 

irrelevant articles, these words must be combined with other important keywords in order to filter 

and remain the most relevant articles.  

Final used search terms: 

1. Bottleneck = ("mergers and acquisitions" OR acquisitions OR mergers OR takeover OR 

"M&A") AND (Integration OR "Post-merger integration" OR "Post-acquisition integration") 

AND (bottleneck OR risk OR challenge) 

2. Success = ("mergers and acquisitions" OR acquisitions OR mergers OR takeover OR "M&A") 

AND (Integration OR "Post-merger integration" OR "Post-acquisition integration") AND 

(“success factor” OR “key factor” OR synergy) 

3. Effect = ("mergers and acquisitions" OR acquisitions OR mergers OR takeover OR "M&A") 

AND (Integration OR "Post-merger integration" OR "Post-acquisition integration") AND 

(synergy OR "value loss") 

The first two queries are covering the information on the bottlenecks and success factors within the 

M&A process which should answer the first and second mentioned research question of this 

literature review. The third query gives the results on the effects of the performance of the M&A 

process, which should include the direct effects of the found bottlenecks and success factors, and 

the effect of the whole M&A process in order to answer the question which effects are 

desirable/ideal.  

Relevant articles were eventually selected by evaluating the titles and the abstracts. As some articles 

will cover information about multiple research questions, there will be found many overlapping 

articles. Therefore, once an article is mentioned, it will not be mentioned again if it was found within 

later search results. The following selection criteria for the articles were formed.  

The article is excluded from the list when: 

- Does not have a focus on the topic M&A integration; 

- Is older than 1990; 

- Is not labelled as research article or discussion; 

- Is the 51th or lower article on the result list. 

The results can be seen in the table 9.  
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Journals Number of 
results per 
search term 

Relevant articles per search term 

Long Range Planning (14) 1. 33 
2. 115 
 
 
3. 187 

Gates and Very (2003) 
Bauer, Dao, Matzler, and Tarba (2017); Brouthers, 
Van Hastenburg, and Van Den Ven (1998); Baroncelli 
(1998); Chatterjee (2009) 
Rouzies, Colman, and Angwin (2018); Bauer, Strobl, 
Dao, Matzler, and Rudolf (2018); Meyer (2008); 
Angwin and Meadows (2015); Noble, Gustafson, and 
Hergert (1988); Colombo, Conca, Buongiorno, and 
Gnan (2007); Thomson and McNamara (2001); 
McKiernan and Merali (1995); Clarke (1987) 

European Management Journal (13) 1. 23 
2. 81 
3. 134 

Schuler and Jackson (2001) 
Duncan and Mtar (2006); Grundy (1996) 
Teerikangas and Thanos (2018); Larsson, Driver, 
Holmqvist, and Sweet (2001); Franck (1990); D. 
Angwin (2004); Quah and Young (2005); Olie (1990); 
Smith, da Cunha, Giangreco, Vasilaki, and Carugati, 
(2013); Castellaneta and Conti (2017); Capron and 
Mitchell (1997); Morosini and Singh (1994) 

Journal of Banking & Finance (0) 1. 4 
2. 0 
3. 60 

- 
- 
- 

Research Policy (0) 1. 76 
2. 41 
3. 130 

- 
- 
- 

International Business Review (7) 1. 13 
2. 23 
3. 121 

- 
Yildiz (2016) 
Lee, Kim, Park (2015); Durand (2016); Breuer, 
Ghufran, and Salzmann (2017); Wei & Clegg (2017); 
Brock (2005); Bauer, Matzler, and Wolf (2016) 

Energy Policy (0) 1. 89 
2. 23 
3. 87 

- 
- 
- 

Technological Forecasting and Social 
Change (2) 

1. 68 
2. 45 
3. 114 

- 
Olcay, Öner, and Olcay (2018) 
Aghasi, Colombo, and Rossi-Lamastra (2017) 

Industrial Marketing Management 
(7) 

1. 14 
2. 61 
3. 123 

- 
Richey, Kiessling, Tokman, and Dalela (2008) 
Rahman and Lambkin (2015); Öberg, Henneberg, 
Mouzas (2007); Lambkin and Muzellec (2010); 
Palmatier, Miao, and Fang (2007); Weber and 
Dholakia (2000); Chen, Chang, and Lin (2010) 

Journal of World Business (3) 1. 8 
2. 28 
3. 81 

- 
Bauer, Schriber, Degischer, and King (2018) 
Reus (2012); Very and Schweiger (2001) 

Telecommunications Policy (2) 1. 345 
 

2. 16 
3. 40 

Ryu, Yang and Kim (2018); Navío-Marco, Solórzano-
García, Matilla-García, and Urueña (2016);  
- 
- 

Business Horizons (6) 1. 14 
2. 24 
3. 60 

Jap, Gould, and Liu (2017)  
Epstein (2005) 
Lohrke, Frownfelter-Lohrke and Ketchen (2016); Hitt 
et al. (2009); Meglio, King and Risberg (2017); 
Birkinshaw (1999) 
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International Journal of Industrial 
Organization (0) 

1. 11 
2. 1 
3. 40 

- 
- 
- 

Journal of Business Research (6) 1. 820 
 
 
 
 

2. 42 
3. 115 

Collins, Holcomb, Certo, Hitt, and Lester (2009); 
Batsakis, Wood, Azar, and Singh (2018); Jordão, 
Souza, and Avelar (2014); Le, Park, and Kroll (2014); 
Ibeh and Makhmadshoev (2018); Park, Meglio, 
Bauer, and Tarba (2018) 
- 
- 

Technovation (1) 1. 49 
2. 68 
3. 130 

- 
- 
James, Georghiou, and Stanley Metcalfe (1998) 

Journal of Financial Economics (3) 1. 2 
2. 0 
3. 43 

- 
- 
Lee, Mauer and Xu (2018); Aktas, De Bodt, and Roll 
(2013); Ahern, Daminelli, and Fracassi (2015);  

Journal of Corporate Finance (1) 1. 0 
2. 0 
3. 41 

- 
- 
Alexandridis, Fuller, Terhaar, and Travlos (2013) 

Table 9: Number of found articles and relevant articles per search term 

Literature organization 
Some articles covered multiple research questions. Therefore, the method Ravasi and Stigliani 

(2012) used, mapping the articles on topic, cannot be applied. The most practical manner to 

organize these articles is to screen all selected literature on bottlenecks, success factors, and its 

effects. All 64 articles were screened on bottlenecks and success factors. When a bottleneck or 

success factor (aspects) was found it was added to the scheme and marked. If the aspect was 

already in the scheme only a checkmark was needed. Still during the screening it was noticed that 

some articles were not relevant enough, which is also mentioned in the schemes. The aspects were 

given numbers in order to reduce the scheme to a seize which fits the page. The corresponding 

aspects can be found in the table below the schemes.  

The schemes can be viewed below.  

Long Range Planning    
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European Management Journal 

 

International Business Review – Technological Forecasting and Social Change – Industrial Marketing 

Management – Journal of World Business – Telecommunications Policy 
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Business Horizons – International Journal of Industrial Organization – Journal of Business Research – 

Technovation – Journal of Financial Economics – Journal of Corporate Finance 

 

Results and analysis 
After screening 64 scientific articles / books, 24 important aspects were found, which are shown in  

table 10. ‘The times mentioned in total’ implies a maximum of 1 counted per article. Therefore, 

‘times mentioned in total’ means how many articles of the selection mentioned the particular 

aspect.  

# Aspect Times mentioned in total: 

1 Planning 28 

2 Guidelines 22 

3 Goalsetting 38 

4 Communication 36 

5 Supervision 35 

6 Integration as key task 27 

7 Prioritization during the integration process 13 

8 Customization 13 

9 Task/role division 19 

10 Performance measurement/monitoring/evaluating 36 

11 Target size 23 

12 Adaptive process 25 

13 Connecting pre- with post-merger phase 13 

14 Level of integration 27 

15 Pace of integration 26 

16 Continuity 7 

17 Strategic fit 42 

18 Cultural fit 46 

19 Experience 32 

20 Expectations 33 
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21 Skills/knowledge transfer 34 

22 Attitude target 39 

23 Attitude acquirer 37 

24 Pre-merger performance 5 
Table 10: Frequency aspects 

The ‘times mentioned in total’ may be biased as the first read article ‘sets the tone’ which implies 

that while reading the next article, this article will be screened on the same aspects as the first and 

so on. This bias is also the reason why “Pre-merger performance” only has five times mentioned 

because this was only later identified as an important aspect, while in the other previous read 

articles this aspect may be mentioned as well, but not as obvious as in the article which made the 

researcher identify this aspect. Therefore, these numbers should not be viewed as definite. 

However, these numbers are useful to see which aspects are very often discussed by literature. For 

instance, cultural and strategic fit are by far the most frequent identified aspects for the M&A 

integration process within the selected literature. Unfortunately, these numbers can obviously not 

be used to see whether one aspect is more important than the other. Therefore, these aspects will 

be viewed as equally important.  

Factor explanation and effects 
As mentioned before, the factors have some biased based on the first articles ‘setting the tone’. 

However, the articles on top of the list of the database after searching on the mentioned search 

queries are generally most relevant to the queries. Therefore, ‘setting the tone’ by the first articles 

may not be a bad thing. These articles may actually help to get into the right direction. The articles 

which mention most factors will be seen as most relevant for this research and will therefore explain 

the aspects and how they can have a positive or negative effect on the M&A integration process. 

Therefore, this section will briefly explain the identified aspects. Based on the articles with 16 or 

more aspects included. This gives the following selection of articles (table 11).  

Long Range 
Planning (7) 

European 
Management 

Journal (1) 

Industrial 
Marketing 

Management 
(1) 

Business 
Horizons 

(3) 

Journal 
of 

Business 
research 

(1) 

Technovation 
(1) 

Gates and Very 
(2003) 

Bauer et al. 
(2017) 

Baroncelli (1998) 
Chatterjee (2009) 

Rouzies et al. 
(2018) 

Meyer (2008) 
Colombo et al. 

(2007) 

Schuler and 
Jackson (2001) 

 

Palmatier et 
al. (2007) 

 

Epstein 
(2005) 

Jap et al. 
(2017) 

Birkinshaw 
(1999) 

Jordão 
et al. 

(2014) 

James et al. 
(1998) 

Table 11: Articles which covered 16 or more aspects 

  



73 
 

Appendix 2 – Interview protocol 
Duration: 30 minutes 

All interviews must be recorded 

Introduction 

- Ask permission to record the conversation 

- Prior information: 

➢ The project goal: optimizing the M&A integration phase 

➢ The interview goal: getting to know the company’s integration approach 

Questions 

General 

- Can you give a short introduction about yourself and about your role in the acquisition you 

were involved with? 

- Could you tell more about the acquisition you were involved with? 

Planning 

- What tasks did you perform that contributed to the integration of the company?  
- Were these tasks instructed or autonomous conceived? 
- How was the prioritization of tasks determined? 
- What guidelines are set for these tasks? Concreteness, deadlines, strictness? What would 

you prefer? 
 
Goalsetting 

- What was the goal of the acquisition according to you?  

- How was this goal communicated to you? 

- What happens when goals or tasks are achieved/not achieved in the integration process? 

(Communicated, what channels, penalties/rewards, celebration) 

- What expectations were communicated?  

- Does the acquired company operate to your opinion still autonomous or is it integrated in 

the company? On which parts is it autonomous and on which part integrated? Why? 

Communication 

- At what moment were you informed about the acquisition? 
- Via what channels were/are you updated about the acquisition and integration? 
- How frequently were/are you updated about the acquisition and integration? 
- What other information was given about the acquisition? 
- Who was the point of contact for the stakeholders within the acquisition? 

 
Supervision 

- Who was the main responsible for the integration process? 
- What determined that this person became the main responsible? 
- What responsibilities had the main responsible? 
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Task/role division 

- What were your responsibilities during the integration? 

- How was this communicated to you? 

- What concrete tasks did you execute in order to fulfill your responsibilities? 

- What instructions were given in order to complete your tasks? 

Performance measurement/monitoring/evaluating 

- In what kind of ways are tasks and goals monitored? 

- In what kind of ways is there evaluation about the acquisition?  

Conclusion 
- Do you have any additional comments or ideas that you would like to mention? 
- To summarize, what are the potential opportunities in the integration phase for your 

company? 
Closing 

- Thank the participant for his or her time. 
 

 


