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ABSTRACT 

 

ABSTRACT 
 
The conducting of mergers has become an increasingly popular option for organizational 
expansion and growth. However, despite their popularity, less than 20 percent of these 
alliances reach their anticipated purpose. The main reason behind the failures is managers’ 
neglect to consider human and cultural factors during the implementation phase. The purpose 
of this thesis is to gain a deeper understanding of the issues involved in implementing 
organizational culture following a merger. For this study, four interviews and complementary 
documentation have been utilized. Our findings indicate that in order to succeed, leadership 
styles and communication strategies need to be integrated and adapted to suit the new 
organization. Employees are likely to react with initial resistance toward the merger, but 
depending on the extent to which they are affected, and how much information they gain, the 
resistance can be reduced. Several factors are significant for cultural integration, such as 
uniting the senior management, formulating a common vision, building trust, and providing 
as much information as possible.  
 
 
 
 



 
SAMMANFATTNING 

 

SAMMANFATTNING 
 
Företagsfusioner har blivit ett populärt alternativ för expansion och tillväxt. Trots 
populariteten anses endast 20 procent uppnå sitt syfte. Den huvudsakliga orsaken till 
misslyckande är att ledare försummar mänskliga och kulturella faktorer. Syftet med 
denna uppsats är att öka förståelsen av olika aspekter involverade i implementeringen av 
organisationskultur som följer med en fusion. I denna studie har fyra intervjuer utförts, 
samt kompletterande dokumentation använts. Vår undersökning indikerar att för att 
lyckas med en fusion måste ledarskapsstilar och kommunikationsstrategier integreras och 
anpassas till den nya organisationen. Anställda tenderar att gör motstånd initialt, men 
beroende på hur mycket de påverkas av förändringarna samt vilken information de får 
kan motståndet reduceras. Flera faktorer är viktiga för genomförandet av kulturell 
integration, såsom enandet av ledningsgruppen, formulering av en gemensam vision, 
skapande av förtroende och att kommunicera så mycket som möjligt.  
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1 INTRODUCTION 
 
This introductory chapter is divided into four subsections. Firstly, a brief background 
about mergers and acquisitions, and organizational culture will be presented. Thereafter, 
a problem discussion will be provided, which in turn will lead to the purpose and 
research questions. Finally, the demarcations and the outline of this thesis will be set 
forth.  
 
 
1.1 Background  
 
Globalization has generated an intensification of international competitiveness and 
pressured organizations to change and expand. It has become a world-wide trend to 
attract foreign investment while increasing exports and developing international alliances. 
(Granell, 2000) Mergers and acquisitions, M&A’s, are currently the predominant forms 
of internationalization, expansion and growth. From the 1980s to the millennium, the 
world has witnessed an increase in M&A’s between organizations of different sizes and 
from different industries. Throughout the past decade these alliances have dominated the 
world economic scene. (Gertsen, Søderberg & Torp, 1998; Appelbaum & Gandell, 2003; 
and Buckley & Ghauri, 2002) 
 
According to Sherman (1998) the terms mergers and acquisitions are often confused or 
used interchangeably by literature even though significant differences can be identified. 
In a merger, two previously separate companies combine their assets to establish a new 
single organization. In an acquisition on the other hand, the control of assets is generally 
transferred from one company to another. (Buckley & Ghauri, 2002) However, Thach 
and Nyman (2001) claim that even in a merger, one company typically gains more 
control, and there is commonly a sense of being defeated on the part of the smaller 
company.  
 
Gertsen et al. (1998) describe four different types of M&A’s that can occur: 

 
Horizontal - between companies in the same branch and at the same production stage;  
Vertical - between companies at different production stages in the same branch; 
Concentric - between companies in different but related branches; or  
Conglomerate - between non-related companies.   

 
Historically, the different types of M&A’s have occurred in waves of particularly intense 
activity. During the 1960s and 1970s, conglomerate M&A’s were the most common, 
involving non-related companies seeking to diversify. Companies joined together, but 
more often than not they continued separately in a rather independent way. During the 
1980s and 1990s, the trend changed and affected, to a greater extent, horizontally or 
vertically related companies. The predominant strategic goal was to achieve synergy and 
the advantages of large-scale operations rather than to diversify. (Gertsen et al., 1998) 
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This development has continued, and today a typical merger or acquisition is strategic 
and operational in nature (Galpin & Herndon, 2000). 
 
There are several motives for performing a merger or an acquisition. The main motive is 
the belief that a new, combined organization will help to attain strategic goals more 
quickly and less expensively than if companies would attempt to do it separately. (Bouno, 
2003) Organizations might seek to achieve economies of scale and scope by combining 
their resources. Furthermore, they may also wish to gain access to technology or market 
reach, achieve a dominant position in the industry and manipulate the rules of 
competition and antitrust. (Buckley & Ghauri, 2002)  
 
Potential M&A partners are typically identified through some kind of strategic fit, which 
means similarities between organizational strategies or complementary strategies that will 
enhance potential synergy (Cartwright & Cooper, 1996). After a suitable partner has been 
selected, the actual planning of the merger takes place. M&A’s can be described as a 
process, containing different stages. This process is typically unique for each deal, but in 
general, it can be divided into five main stages: formulating, locating, investigating, 
negotiating, and integrating. The first stage includes development of a growth strategy 
and business objectives. In stage two and three, the so-called pre-deal stages, the 
companies attempt to assess, plan and forecast the anticipated value. In the fourth stage, 
the involved parties meet and reach a definitive agreement. In the last stage, the 
companies finalize and implement the integration plans. (Galpin & Herndon, 2000)  
 
Although M&A’s are increasingly popular strategic options for consolidation of business, 
the outcomes are often disappointing. The context of M&A combinations may have 
changed, but the results are no better today than they were a decade ago: now, like then, 
fewer than 20 percent of them achieve their desired financial or strategic results. Many 
factors account for this unsatisfactory track record, such as engaging for the wrong 
reason, selecting the wrong partner or merging at the wrong time. (Marks, 1997) 
However, as M&A’s tend to be extremely well planned in terms of financial and legal 
aspects, most unsuccessful outcomes are related to more soft issues. A significant reason 
for failure is lack of appropriate management during the post-merger integration process. 
The integration process is believed to be the key to making any M&A’s work (Shearer, 
Hames & Runge, 2001; Appelbaum & Gandell, 2003; Huang & Kleiner, 2004)  
 
When organizations merge, they do not only merge their buildings, plants and equipment. 
They also merge their individual structures, people, policies and culture. However, 
although M&A’s are something that happens to people and not organizations, the human 
factors have received relatively little attention. (Cartwright & Cooper, 1996; Appelbaum, 
Gandell, Yortis, Proper & Jobin, 2000a) Organizations and managers need to have a 
greater understanding of the importance of organizational variables such as leadership 
styles and organizational culture, since changing the way organizations conduct their 
businesses means changing the people and their cultures. If two companies come together 
and their cultures are incompatible, this will have a negative impact on the outcome. In 
fact, several M&A’s that appeared to be suitable strategic partners have failed due to poor 
cultural fit. (Lok & Crawford, 2004; Cartwright & Cooper, 1996)   
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1.1.1 Organizational culture in mergers and acquisitions 
 
Organizational culture is something quite different from national culture. While national 
cultures differ with regard to values, organizational cultures within a country differ more 
with respect to shared perception of daily practices. (Gertsen, et al., 1998) Each culture 
tends to be unique to a particular organization, and concerned with tradition and nature of 
shared beliefs and expectations about organizational life (Buono, 2003). Organizational 
culture can influence how people set personal and professional goals, perform tasks and 
utilize resources to achieve them. It consciously, as well as subconsciously, affects the 
way people think, feel and act. (Lok & Crawford, 2004) Which type of culture an 
organization has depends on a number of factors, such as history, size, nature of business 
activity, external environment, as well as the people, especially the founders and leaders 
(Cartwright & Cooper, 1996).  
 
Before the M&A integration stage, organizations need to decide which cultural model to 
implement. The options are to use one or the other culture; form a culture that 
incorporates the strongest aspects of both cultures; or to create a completely new culture 
that does not use either culture as its base. (Appelbaum et al., 2000a) In an acquisition, 
the purchasing company typically intends to retain its own culture, while the acquired 
company generally is expected to adapt. (Gertsen et al., 1998). Furthermore, as 
acquisitions may be limited to integration of planning and financial systems, the 
organizational culture may remain unaffected if the companies operate as separate 
entities (Schraeder & Self, 2003). A merger on the other hand, significantly affects the 
issues of culture, as it concerns an extensive consolidation of two organizations rather 
than a takeover. The involved organizations tend to consider each other as equals, and 
have the intention to integrate their cultures. As the organizations often wish to preserve 
their own culture, it is important to consider the distance to the other organization’s 
culture in advance. If the difference between the cultures is extensive, the culture shock is 
likely to be great and the integration harder to perform (Gertsen et al., 1998; Cartwright 
& Cooper, 1996). 
 
The role of organizational culture has emerged as an outstanding factor in affecting 
merger outcomes, and many researchers blame their failure on cultural differences 
between the companies and the difficulties they create for integration. (Cartwright & 
Cooper, 1996) As acquisitions are not necessarily influenced by cultural factors to the 
same extent as mergers, this study will focus solely on mergers. Mergers are by nature 
more complex and encounter cultural aspects regardless of their appearance (Gertsen et 
al., 1998).   
 
 
1.2 Problem Discussion 
  
Galpin and Herndon (2000) claim that merger integration is a very extensive and 
complex project. It is a chaotic and frustrating process, and yet business must continue 
(ibid). The emphasis on the financial and strategic matters in combination with the 
neglect of integration issues has been identified as a major factor behind failed mergers. 
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While integration is relevant to all aspects of an organization, its technologies, policies, 
systems and culture, failures in consolidation are attributed primarily to the lack of an 
integration plan focused on people and human resource issues. Although HR issues are 
prominent aspects of some mergers, these concerns are not dealt with effectively in a 
majority of the merger transactions that take place. One HR issue that plays a central role 
in the success or the failure is culture, an aspect that is vastly underrated in most mergers. 
(Tetenbaum, 1995) 

 
Introducing a new culture throughout an organization is difficult for three reasons: 
Firstly, the size of the merging companies is a significant issue, since it sometimes 
involves integration of thousands of people sharing the same vision, values, norms1 and 
commitment. Secondly, there may exist a number of separate cultures within each 
organization, as many of the mergers are built upon previous mergers. Finally, culture 
involves individual and organizational beliefs and values, elements which are among the 
most difficult to change. (Tetenbaum, 1995) As a consequence of this, culture directly 
affects the way employees react to the new organization, ranging from quick adapting 
and commitment, to resistance and other forms of unproductive behavior. Given the 
miserable track record of past merger and acquisition activity, it is no wonder that people 
tend to feel threatened and insecure when they hear a merger announcement involving 
their company. (Buono, 2003; Nguyen & Kleiner, 2003; Marks, 1997) 
 
There are many reasons why people inside organizations may resist organizational 
change. Moving to an unknown area with new managers and new co-workers is stressful 
and anxiety provoking. (Nguyen & Kleiner, 2003) When considering the stress, anxiety 
and concerns involved in a merger, it is not surprising to find that even mergers between 
companies from the same country, or from neighboring countries with no obvious 
cultural differences, often fail to attain the synergies intended. Research indicates that 
employees affected by mergers have concerns in four main areas; their own job-security, 
the well being of their colleagues, changes in roll procedures and status, and finally 
concerns regarding the organizational culture. (Hubbard, 1999) When forced to deal with 
new team members and supervisors, employees may develop a fear of taking risks and 
raising sensitive subjects (Nguyen & Kleiner, 2003).  
 
Melding two cultures together is a major managerial challenge. Two imperatives in the 
management of cultural change are the leadership’s ability to think culturally and to 
conceptualize the change process. Leaders must consider both of the organizations prior 
to the merger and how the components of each culture relate to the way they want things 
done in the future (Schraeder & Self, 2003; Brooks, 1997; Shearer, et al., 2001). They are 
the ones who have to execute the decisions made by senior management, regardless of 
how they perceive them. The integration efficiency relies upon these managers’ abilities 
to convince themselves, as well as their subordinates that the required actions will have a 
positive effect. (Cartwright & Cooper, 1996) A well-designed plan for management of 
cultural change that accompanies the changes in structure is a critical factor for success. 
An effective way to gain support for the changes is to maximize employee involvement 
                                                 
1 Norms can be defined as a rule or standard of behavior shared by members of a social group 
(Encyclopedia Britannica Online, 2004). 
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and provide strong leadership (Bijlsma-Frankema, 2001; Nguyen & Kleiner, 2003). If 
managers are able to provide strong leadership, they can reduce resistance to change and 
thereby facilitate the process of integrating diverse organizational cultures. (Shearer et 
al., 2001) 
 
Conducting a merger is an increasingly popular strategic option for firms’ 
internationalization in the contemporary business scene (Appelbaum & Gandell, 2003). 
However, exceptionally few of these alliances manage to achieve a successful outcome. 
Research indicates that most failures occur during the implementation stage, and it is 
often a consequence of neglecting to emphasize human and cultural issues. (Marks, 1997) 
Considering what has been previously mentioned, we believe that it would be interesting 
to conduct an investigation concerning the implementation of an organizational culture 
after a merger. Despite the fact that cultural incompatibility is the single largest cause of 
conflict in the consolidation of business, few studies have been performed within this 
particular area of research. (Nguyen & Kleiner, 2003) Based on these facts, we believe 
that this topic is highly appealing to examine, and that further research may shed light on 
aspects previously overlooked. 
 
 
1.3 Purpose and Research Questions 
 
Based on the problem discussion above, the purpose of this thesis is to gain a deeper 
understanding of the issues involved in implementing an organizational culture following 
a merger.  
 
As the implementation of an organizational culture involves a vast range of issues, which 
cannot all be discussed in one study, this thesis will address certain specific topics: These 
are the parts of the organizational culture that are affected and thereby will create the 
change, problems connected to how people perceive the change, and finally, how the 
integration of two merging cultures can successfully be carried out. To this end we have 
formulated the following three research question:  
 
RQ1:  How can the issues involved in creating change in the organizational culture 

following mergers be described? 
 
RQ 2:  How can the employee reaction to change of organizational culture following 

mergers be described? 
 
RQ3:  How can the factors significant in integrating organizational culture following 

mergers be described? 
 
 
1.4 Demarcations 
 
 Due to limited time frame and shortage of previous research in this area, we will 

concentrate on Scandinavian mergers by Swedish multinational corporations. 
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 In addition to focusing on Scandinavian mergers, we have chosen, as a further 

limitation, not to investigate diversity of national cultures as a separate topic. The 
reason for this is that we believe the Scandinavian countries have rather similar 
national cultures. In short, our treatment of cultural differences would be limited to 
organizational culture.  

 
 
1.5 Outline of the Thesis 
 
As can be seen in Figure 1.1 below, this thesis consists of seven chapters. By now, the 
reader is already familiar with the content of chapter one, which comprised introductory 
information about the research area, followed by the purpose, research questions and 
demarcations of the study. In chapter two an overview of previous studies connected to 
our research approach will be presented. These will thereafter be narrowed down into a 
conceptual framework in chapter three. Chapter four will describe how the research was 
conducted and the methodological choices that were made. After that, the empirical data 
collected from our case studies will be provided in chapter five. The data will thereafter 
be compared and analyzed in chapter six. Finally, in chapter seven the conclusions drawn 
from the analysis will be presented. The chapter will be summoned up with implications 
for theory, management and further research.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 1.1: A visual outline of the thesis  
SOURCE: Authors’ own construction 
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2 LITERATURE REVIEW 
 
This chapter contains the theories relevant to the approach of this study. For research 
question number one, theories describing the elements of organizational culture and how 
change affects them will be provided. For research question number two, theories 
concerning reaction to change will be presented, and thereafter theories regarding how 
to integrate organizational culture will be provided. Despite the fact that our research 
only concern mergers, we have chosen to include theories regarding both mergers and 
acquisitions. The reason for this is that the terms mergers and acquisitions often appear 
together or are referred to as one concept.  
 
 
2.1 Creating Cultural Change in Mergers  
 
Theories connected to research question number one will be presented in this subsection, 
concerning how to create change in mergers. Firstly, Galpin and Herndon (2000) discuss 
the performance of a “cultural due diligence” analysis. After that, Habeck et al. (2000) 
describe “cultural approaches in mergers and acquisitions”, i.e. how a culture can be 
adopted. Finally, Galpin and Herndon’s (2000) theory “elements of organizational 
culture” will be presented, with further developments by Cartwright and Cooper (1996) 
and Tetenbaum (1995). This theory describes ten specific areas of organizational culture 
and how these may need to be changed.  
 
2.1.1 Cultural due diligence  
 

A large part of what makes a deal successful after you complete it 
is what you do before you complete it. 

 (Galpin & Herndon, 1999, p.19) 
 
According to Galpin and Herndon (2000) there is no best way to integrate two 
organizations and there is normally no defined process model that can guide the 
integration planning and decision making. Cartwright and Cooper (1996) further argue 
that any single approach for cultural integration is likely to be ineffective and needs to be 
complemented by at least one other. Galpin and Herndon (2000) point out that since 
issues related to organizational culture is a common factor of failure of mergers; a 
sufficient due-diligence analysis should be conducted. The primary value of cultural due 
diligence is that it raises sensitivity to, and awareness of, issues that should be proactively 
managed during integration. The due diligence of organizational culture aims at defining 
a cultural analysis model, document essential differences/similarities affecting 
integration, and if these are manageable through culture integration. The analysis should 
begin during the earliest possible stage of locating a target company, and it should 
continue through negotiations and into integration planning. (ibid) 
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In order to manage this, a six-step cultural due-diligence process model can be used: 
 

 Initial planning 
In the first step, objectives of the analysis should be determined, i.e. which areas 
and issues that need to be audited. Data collection needs and alternatives should 
also be discussed. A due-diligence team must be identified and responsibilities of 
the members need to be confirmed.  

 
 Research 

During the second step, external data, regarding the other company, such as 
annual reports, industry journals and recruiting information, internal 
documentation, for instance organizational charts, policy manuals and climate-
survey data, and online information sources including the company web-site 
should be reviewed.  

 
 Finalize interview guides and data collection steps  

The third step includes using the information from the research in order to prepare 
an interview guide and determine the data-collection method.  

 
 Data collection process 

During the fourth step, key executives, client company deal-team members and 
target company deal-team members are interviewed. 

 
 Consolidation and reporting 

In the fifth step, a summary report of the findings is presented to the integration 
manager and officers.  

 
 Transition process to integration 

The last step includes the presentation of key findings to task force leaders. (ibid) 
 
The cultural dimensions most relevant to an audit might differ for each company; 
however eleven different dimensions are discussed by Galpin and Herndon (2000). 
 

 Strategic direction 
 Key measures and definitions of results 
 Planning and control systems 
 Employee engagement 
 Use and philosophy of information technology 
 Physical environment 
 Historical issues and expectations 
 Organization wide information transfer 
 Information transfer between and among individuals 
 Leaders’ and managers’ behavior 
 Human capital 
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2.1.2 Cultural approaches in mergers and acquisitions 
 
According to Habeck, Kröger and Träm (2000), the most important step in the pre-
merger phase is the choice of organizational culture. The authors discuss three basic 
strategies that can be used for the decision concerning which model of organizational 
culture to execute. One culture can be imposed on another, the cultures can be left 
separate or allowed to merge over an extended time, or a compound culture can be 
created, incorporating the strongest aspects of either culture. Important factors to take 
into consideration when deciding the appropriate approach to adopt for the merger or 
acquisition are the reasons for the original transaction, the similarity of the cultures, 
relative size and strengths of the businesses, and the overlap of market proposition. (ibid) 
 
Cultural imposition 
Habeck et al. (2000) state that a totally new culture can be imposed if there are clear and 
logical reasons for this. The new culture needs to be noticeably more appropriate to the 
business environment than the old one, and the imposition must furthermore take place 
quickly, explicitly and completely. In addition, it needs to be effectively communicated, 
and support systems must be established to help people adapt to the new situation. (ibid) 
 
The authors furthermore discuss that new leadership is required to consistently 
demonstrate new norms of behavior. Finally, the new expectations must be clearly 
communicated, and this new “cultural currency” of organizational systems and symbols 
must be taken in action quickly. But above all, there can be no cultural limbo; in fact 
decisive action is the appropriate way forward. (ibid) 
 
Remain cultures separate 
Simply because a culture is successful in one market, does not automatically mean that it 
is profitable in another. Mergers or acquisitions between businesses in different kinds of 
sectors should preferably be left separate. However, in these situations the question is for 
what reason the merger or acquisition was carried out. Maintaining different cultures 
inevitably reduces the possibility for effective communication, and makes synergistic 
benefits difficult to realize. (ibid) 
 
In some situations, the companies can grow together at their own pace, since it is a less 
traumatic and risky way to change the culture than the more forceful interventions. 
However, the process is slow, and it is uncertain if synergies ever will be realized. (ibid) 
 
Creating a compound culture 
Habeck et al. (2000) further discuss that the most difficult, but ultimately the most 
valuable approach for choosing an organizational culture, is to create a compound 
culture. This means creating a new and better culture with a common set of beliefs, 
assumptions, and rules of behavior that take advantage of the strengths of both of the 
parent companies. Again, one of the key factors for a successful merger or acquisition is 
to work fast and to put the new management team in place quickly. The leadership team 
should be taken from both parent companies and selected on the basis of “the best man 
for the job”. The group should appear unified and have an eye on the new cultural model 
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that the organization wants to create. Furthermore, it is important to build communication 
channels between the companies. A mutual respect must be established between the 
cultures of the two organizations. The objective is to understand what the most 
appropriate cultures should be, and to build it from the elements available from both parts 
to the future company. (ibid) 
 
Cultural compounding must start with an honest and thorough assessment of the two 
cultures, and the needs for the future. This will allow the organizations to define areas 
that can be handled relatively quickly, areas where friction can appear, and the positive 
areas, where the organizations show a strong similarity in orientation at a high level. The 
positive areas offer the new organization an opportunity to capitalize on the strengths and 
create a powerful force to move the organization forward. (ibid) 
 
2.1.3 Elements of organizational culture 
 
According to Galpin and Herndon (2000), organizational culture is created and 
continuously reinforced by processes that take place in ten areas. The processes 
connected with these ten areas that are brought into contact each workday, collectively 
make up the environment that surrounds the workforce. This organizational environment 
in turn, builds and strengthens the organization’s culture.  
  

 Rules and policies 
 Goals and measures 
 Rewards and recognition 
 Staffing and selection 
 Training and development 
 Ceremonies and events 
 Leadership behavior 
 Communications 
 The physical environment 
 Organizational structure 

 
When referring to the distinct areas of culture-related processes, managers are able to 
determine which tangible elements that can be used in achieving the cultural integration 
of two organizations. However, just as no one of these areas uniquely defines 
organizational culture, no single set of processes can individually support the desired 
cultural integration. Furthermore, it is not always necessary to use processes in all ten of 
the organizational areas to bring about sustained integration. Nonetheless, as many 
processes as possible should be leveraged to achieve the best impact on the integration 
effort. (ibid) 
 
Rules and policies  
In order to drive the new business and influence the development of the desired culture, 
common rules and policies need to be defined accordingly. In certain areas, written 
policies are more likely than in others. (ibid) 
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Goals and measures  
To reinforce the desired changes in the new culture, appropriate goals and measures need 
to be developed. Goals are often specific to operations, for example procedural goals and 
measures for employees involved in different processes. (ibid) 
 
Rewards and recognition  
To facilitate the desired business strategy and the development of the new culture, 
rewards and recognition that benefit this, need to be classified (Galpin & Herndon, 2000). 
Tetenbaum (1995) states that one important factor to consider in a merger or an 
acquisition is to keep valuable employees. In order to ensure that the appropriate people 
are retained, a total reward strategy should be considered, for example, finding incentives 
in the work situation (e.g., providing challenge, autonomy, variety and meaningfulness) 
or in the career area (e.g., developmental opportunities, personal growth, and training). In 
most cases, retention bonuses and deferred cash accounts are preferable to inflated 
salaries. (ibid) 
 
Staffing and selection  
The staffing and selection strategies should be designed to identify, hire, and promote 
people who embody the strategy and desired culture of the new organization (Galpin & 
Herndon, 2000). Tetenbaum (1995) states that knowledge-workers are a company’s 
greatest assets and the primary goal of many mergers is to acquire not only a product or a 
process, but also the skilled employees possessing valuable expertise. Galpin and 
Herndon (2000) claim that although staffing is one of the most important integration 
work streams, many organizations fail to perform it for the post-merger organization. In 
fact, it is proven to be one of the least effectively managed areas. (ibid) 
 
Training and development 
In every unit of the organization, training and development of the staff should be 
designed in order to provide consistent support to the business strategy and the creation 
of the desired culture. The authors further state that the degree of emphasis put on 
development, training, and continuous learning is individual for each organization. (ibid) 
 
Ceremonies and events  
The ceremonies and events that are implemented in the new organization should support 
the new ways things may be done. (ibid) 
 
Leadership behavior  
The leadership in the new organization should constantly drive the business strategy and 
desired culture. The authors further state that the management influences organizational 
culture and often attempts to create, maintain or change it to improve the performance of 
the organization after a merger. It is the most urgent priority when a merger closes, since 
the faster a merged company can establish its management the faster the company can 
take advantage of the growth opportunities inherent in its new business vision. 
Leadership is important in providing clear direction for the move into an uncertain future. 
Ensuring a leader who is in charge of the integration and defining clear lines of authority 
can ease the politics and generate a faster movement back to business. The “merger 
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manager” should be able to quickly focus on details and at the same time, view a broader 
picture. Both views are essential to efficient and effective problem solving, decision-
making, and direction setting. (ibid)  
 
Communication  
Communication on all levels should continuously strengthen the business strategy and the 
development of the desired culture. According to Cartwright and Cooper (1996), 
communication is central to culture and the management of organizational behavior in a 
merger. Without effective and thorough communication, organizations experience 
difficulty and maybe even failure. (ibid) Galpin and Herndon (2000) further state that 
clear and constant communication throughout the integration process can provide 
important answers and dismiss rumors. Open communication is essential for clarifying 
expectations and reducing ambiguity. (ibid) According to Cartwright and Cooper (1996) 
communication between different cultures is always difficult, as the culture of a company 
is a very specific language. Different forms of communication are emphasized in 
different situations; however face-to-face communication in the form of a group 
announcement or presentation wherever possible is preferable to written announcements. 
(ibid) 
 
The physical environment  
The physical environment is the most visible and observable element of the 
organizational culture. It should be established in order to help the new organization in its 
way of operating. For example, to relocate management and employees will need to work 
together in order to be successful. (Galpin & Herndon, 2000) 
 
Organizational structure  
The organizational structure should be able to underline the operational changes that may 
occur in the new organization. The management levels, centralization vs. decentralization 
need to be adjusted to fit the operations. (ibid) 
 
 
2.2 Employee Reaction to Change in Mergers 
 
In this subsection, theories connected to research question number two will be provided. 
This question deals with how employees react to change and especially concerns the 
concept of resistance. The first study that will be presented in connection this is the 
process of “employee reaction to change” by Cartwright and Cooper (1996). Thereafter, 
Marks (1997) and Galpin and Herndon (2000) will describe the concerns that arise 
among employees in a merger or acquisition in the theory “the merger syndrome”. After 
that, Mabin, Forgeson, and Green (2001) will present different “factors causing resistance 
to change”, with further comments by a number of authors. A study by Pardo del Val and 
Martinez Fuentes (2003) concerning specific “sources of resistance in the implementation 
stage of a merger” will be provided next. This theory deals with obstacles specifically 
connected to the implementation stage of mergers. Appelbaum et al., (2000a) then 
continues to explain the “levels of resistance intensity”, which span from resisting the 
change itself to despising the employer. Finally, Galpin and Herndon (2000) will, in their 
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theory regarding “managing resistance at every level,” explain the resistance pyramid and 
how it can be overcome. Additionally, the authors will raise some points concerning 
resistance as a positive aspect. 
 
2.2.1 Employee reaction to change 
 
Cartwright and Cooper (1996) discuss four stages that employees go through in 
connection with mergers and acquisitions: 
 

 Denial - Typically, the individuals’ first reaction is extreme shock, which may 
result in denial that the merger will take place despite rumors telling that it will. 
Even after the deal has been made, these individuals might still try to convince 
themselves that nothing will change. 
 

 Anger - After realizing that the change will take place, individuals’ feelings might 
be replaced by anger or resentment towards management in the old, as well as the 
new organization. 
 

 Emotional bargaining - In this stage, fear and uncertainty about job development 
can turn the anger inwards. Often individuals become nostalgic and fear that the 
current competence will not be transferable to the new organization. At the worst, 
this may lead to depression. 
 

 Acceptance - Eventually, the individuals realize that the past is gone, and that they 
must accept the new situation. Until this stage, the employees are unable to see any 
positive aspects of the merger.  

 
2.2.2 The merger syndrome 
 
Marks (1997) claims that in the vast majority of mergers and acquisitions, senior 
managers fails to achieve the synergies and financial gains that they anticipated. It is 
believed to be a consequence of managers underestimating the extensiveness of 
integration issues and problems connected to an organizational fusion, especially the 
occurrence and depth of human issues. This “merger syndrome” is one of the primary 
reasons why a seemingly well planned merger or acquisition reaches a disappointing 
outcome. The merger syndrome encompasses stressful reactions and can result in 
inability to integrate cultures. The author further argues that signs of human stress are 
present in all change situations, even the friendliest and best-managed ones. The first sign 
of the merger syndrome is increased self-interest amongst the employees. People become 
pre-occupied with how the new combination will affect them personally.  This distracts 
them from performing their tasks, as they continuously seek answers to what the outcome 
will mean for their careers. (ibid)  
  
Galpin and Herndon (2000) agree that before people can become curios about combined 
market share or start thinking about the integration of databases, they consider the 
personal impacts. Will I lose my job? Will I have to move? To whom will I report? As a 
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result, productivity, morale, and performance almost always decline at all organizational 
levels during a time of change. Managers and employees will be distracted by the 
integration for major portions of the workday, until their “me” issues are resolved and the 
integration is complete. Therefore, completing the integration process as soon as possible 
means major productivity and cost savings. (ibid)  
 
2.2.3 Factors causing resistance to change 
 
According to Mabin et al. (2001) managers need to identify resistance in its various 
forms and learn to identify the underlying reasons for resistance surrounding the change. 
There are several factors causing resistance to change, and some of the most common 
reasons are stated below: 
 
Fear of the unknown 
Bovey and Hede (2001) claim that resistance is an expected part of a change process, 
since change involves a move from the known to the unknown. Mabin et al. (2001) 
explain that it is a natural reaction, when feeling that you do not know what is going on 
and what will happen in the future.  
 
Loss of control 
Mabin et al. (2001) explain loss of control as perceiving that the change is being done to 
you, not by you, resulting in concerns that you will have little or no influence on the 
events taking place. Moran and Brightman (2001) clarify that if change threatens a 
person’s sense of being in control, it will be perceived as a threat to survival.  
 
Loss of competency 
Mabin et al. (2001) claim that people fear that the current competencies will not be of use 
after the change. The possibility of losing their current jobs and the financial crisis that 
comes with that is of great concern (ibid). Cartwright and Cooper (1996) further state that 
M&A’s involve some employee turnover and competency loss, partially due to the 
duplicity of staff members. The uncertainty of change will also encourage employees to 
seek employment elsewhere, in order to regain the power of control, or because they 
doubt their ability to fit into the new organization (ibid).  
 
Need for security 
Mabin et al. (2001) state that employees worry about what their role will be after the 
change. Appelbaum et al. (2000a) explain that people need to be treated with respect, to 
be identified with the new organization, to be accepted as members of the new team and 
to keep their status and prestige in the new organization.  
 
Poor timing 
Mabin et al. (2001) state that the timing of the change might be poor, in the sense that 
people might be caught by surprise or at a stage where they already feel overworked. 
Hoag, Ritschard, and Cooper (2002) further state that some people might wish to secure 
the present situation before embarking on any new change activities. 
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Force of habit 
According to Mabin et al. (2001) employees might not like to change the existing 
routines and ways of doing things. Appelbaum et al. (2000a) clarify that they may have 
had many successes with the existing company, and now they have to accept different 
ways of doing things and most of the time without being consulted. Marks (1997) 
continues by stating that employees will be exposed to multiple transitions. Re-
engineering, downsizing, leadership changes, shifts in strategy and other transitions 
typically overlap one another (ibid). Cartwright and Cooper (1996) further discuss that 
employees will be concerned with issues such as a potential relocation or change of 
workload.  
 
Lack of support 
Mabin et al. (2001) state that lack of important support from direct supervisors and/or the 
organization, or not having the right resources to perform the change may enhance 
resistance. Leaders need to learn how to support rather than to control, and provide 
employees with the tools needed, in order to work together and perform the changes 
(ibid). Nguyen and Kleiner (2003) claim that delays in communication can severely 
deteriorate the situation, and make employees feel apprehensive and even hostile toward 
the merger.  
 
Lack of confidence 
Mabin et al. (2001) state that resistance might be a consequence of employees’ lack of 
confidence that the change outcome can be better than the situation before. Moran and 
Brightman (2001) claim that in any change situation, people may fear that the loss will be 
greater than the gain, which can take away any positive outcome that the change might 
yield. Nguyen and Kleiner (2003) further argue that employee loyalty and perceptions of 
the organization’s trustworthiness decreases in connection with organizational changes. 
When dealing with new co-workers and supervisors, employees may develop an “us 
versus them” thinking, where people have minimal confidence for new team members 
(ibid). Marks (1997) further claims that there is a natural tendency for people to 
exaggerate the differences as opposed to the similarities between the two companies. 
People tend to ascribe the differences to competing values and philosophies, and view 
their own company as superior, and the other as backward, bureaucratic or just plain bad 
(ibid). 
 
Lingering resentment 
Bovey and Hede (2001) point out that individuals differ in their ability and willingness 
towards change, based on how they perceive it. Mabin et al. (2001) argue that some 
employees become unmanageable because of anger over the way they have been treated 
during past change efforts.  
 
2.2.4 Sources of resistance in the implementation stage of a merger 
 
Pardo del Val and Martinez Fuentes (2003) define resistance to change as “any 
phenomenon that hinders the change process at its beginning or development, aiming to 
keep the current situation”. The authors have developed a theory about sources of 
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resistance in the implementation stage of a merger. Implementation is a critical step 
between the decision to change and the regular use of it at the organization. It is the phase 
that occurs after the change strategy has already been formulated. In this stage, two 
resistance groups can be found. The first of them deals with the political and cultural 
deadlocks to change: 
 

 Strong implementation climate when the relation between change values and 
organizational values is negative, will result in resistance and opposition to change. 

 Departmental politics or resistance from those departments that are believed to 
suffer the most of the change implementation. 

 Strong disagreements among groups about the nature of problems and their 
consequent alternative solutions. 

 Deeply rooted values and emotional loyalty. 
 Forgetfulness and the social dimensions of changes. 

 
The second theory provided by Pardo del Val and Martinez Fuentes (2003) describe five 
sources of resistance with different characteristics in the implementation stage of a 
merger: 

 
 Leadership inaction due to fear of changing the status quo. 
 Deep-rooted routines.  
 Collective action problems, specially dealing with the difficulty to decide who is 

going to move first.  
 Lack of necessary capabilities to implement change.  
 Cynicism and skeptical attitudes.  

 
2.2.5 Levels of resistance intensity 
 
Appelbaum et al. (2000a) claim that the negative feelings involved with a merger must be 
dealt with, since resistance is very easily escalated. The authors explain that resistance 
can be divided into three levels of intensity: 
 

 The primary level - This level is relatively easy to overcome, since the resistance is 
directed towards the change itself, and the employees are just not sure that the 
merger is such a good idea. To get past this level, the idea must be communicated 
and explained in a clearer way, so that the employees realize how it can be 
beneficial, and how the old way of doing things is preserved. (ibid) 

 
 The second level - This is the most commonly encountered level, which involves 

deeper issues concerning the merger changes. These issues include distrust, loss of 
respect, and the fear of actual loss. It can manifest itself as questioning the 
employer’s motives, feeling powerless, and fighting the change.  Sometimes the 
employees resist the feeling that the organization is not respecting them, or the 
feeling of being excluded. To overcome level two, it is important to get the 
employees actively involved, have their voices heard and get them to feel valued 
and protected. (ibid) 



 
LITERATURE REVIEW 

 

17 

 
 The third level - The last level involves more deeply embedded issues and is the 

strongest form of resistance that could be encountered. Employers are simply seen 
as the enemy, who threatens the core values of individuals. It is a difficult stage to 
overcome, and it must be done with great caution. (ibid) 

 
2.2.6 Managing resistance at every level 
 
Galpin and Herndon (2000) state that change often fosters resistance that may seem 
undefeatable and it can destroy even the best-planned merger. One factor causing the 
failure is the fact that companies only have the skill to implement the technical aspects of 
change efforts, leaving the human factors somewhat unmanaged. Another reason for this 
is that the employee training is primarily focusing on the hard technical, operational and 
financial aspects of business, dealing with the organizational change in a very superficial 
way. (ibid) 

 
Figure 2.1: The resistance pyramid 
SOURCE: Galpin and Herndon (2000), p. 53 
 
Galpin and Herndon (2000) explain that the resistance pyramid illustrates the reasons for 
people’s resistance to change during the integration effort that follows a merger. The 
three levels represent a progressive hierarchy of the reasons why change is resisted. The 
base level (“not knowing”) represents people’s lack of knowledge and information about 
the integration effort. This level should be managed with communication. The middle 
level (“not able”) represents people’s lack of ability to perform the tasks made necessary 
by the merger. At this level, training is required. (ibid) Moran and Brightman (2001) state 
that change leaders must provide tools, techniques and laboratory settings to allow people 
to synthesize new concepts and align themselves to the new organization. Galpin and 
Herndon (2000) continue describing the top level (“not willing”), as representing 
people’s personal reluctance to make the effort to change. According to Potter (2001), at 
this level, employees decide either not to assist the change (passive resistance) or choose 
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to actively sabotage the change (active resistance). Galpin and Herndon (2000) explain 
that here, performance management, i.e. providing goals, measures, feedback or rewards, 
is required, given that communication and training can only begin to lower people’s 
resistance. Managers should focus their efforts on the individuals or groups whose 
resistance is not so evident or on those who are undecided about the changes taking place. 
These people are typically the vast majority in the organization and the ones who can 
implement the desired changes effectively. (ibid) 
 
Galpin and Herndon (2000) claim that it is important to recognize that resistance may not 
necessarily be an indication that something is going wrong with the integration. Instead, 
it may just be a sign of peoples’ understanding that something huge is happening. 
Managers realizing this may be more able to view employees’ resistance as a normal 
reaction to integration. (ibid) Pardo del Val and Martinez Funtes (2003) point out that 
resistance should be considered as a potential source of information, which can be 
utilized to help an organization to develop a more successful change process. Mabin et al. 
(2001) explain that resistance helps to avoid apathy and group-think among employees. It 
also provides alternative ideas for consideration and more involved people engaged in 
evaluating the alternatives (ibid). 
 
 
2.3 Factors Significant for Integration of Organizational 

Culture  
 
In this subsection the studies connected to research question three will be presented. This 
question deals with the issues involved in a successful integration of cultures following a 
merger. Several authors have discussed different factors that are believed to be of 
importance for enhancing success, and based on these, three main theoretical topics have 
been established. Firstly, a theory by Tetenbaum (1995) and Cartwright and Cooper 
(1996) concerning how a general “program for cultural change” could be established is 
provided. After that, “the role of management” in affecting merger outcomes will be 
discussed by the authors Shearer et al. (2001), Tetenbaum (1995), Galpin and Herndon 
(2000), Nguyen and Kleiner, (2003) and Bijlsma-Frankema (2001). Finally, different 
“success factors for integrating organizational culture in mergers” will be presented by 
the previously mentioned authors, and also Appelbaum et al. (2000b), Thach and Nyman, 
(2001) and Schraeder and Self (2003). Some of the success factors will also be mentioned 
in connection with trust, in order to clearly describe how they directly and indirectly 
further trust. 
 
2.3.1 Program for cultural change 
 
Tetenbaum (1995) argues that the fact that every merger or acquisition is unique does not 
mean that integration should be improvised. A standardized integration plan is a key 
factor in achieving the desired synergies in a union. Therefore, integration should not be 
left to chance; it must be planned. Companies whose growth strategy is founded in 
mergers and acquisitions are experienced dealmakers and have developed procedures 
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within their organization to streamline the process. These procedures include questions 
such as what functions must be involved, how and when they should be involved, which 
people are responsible for due diligence and for planning and implementation. If the 
organization does not have a standardized plan, the integration team should collaborate 
with important agents in the merger process to develop one. (ibid) 
 
Cartwright and Cooper (1996) argue that there is no general program that can be applied 
by all companies aiming at culture change, however, six elements that any effective 
program for cultural change or integration should contain, can be applied. The six 
elements are: 
 

 An understanding of both cultures 
 

 Unfreezing of the existing cultures: a clear assertion that a degree of cultural change 
or integration will be necessary 
 

 The presentation of a positive and realistic view of the future: an approach to 
culture change, which focuses on rational justification for change, which 
emphasizes that the objective of the combination is to create a new organization 
which is greater than its individual parts. 
 

 The wide-scale involvement of organizational member: identification and 
recognition of influential and respected members of the organizations as well as 
introduction of appropriate training programs and forums at all levels of the 
organization.  
 

 A realistic time-scale for change or integration. 
 

 A process for monitoring the process of any culture change or integration, to 
identify problems before they escalate. 

 
2.3.2 The role of management 
 
Tetenbaum (1995) claims that at an initial stage, an integration team, selected by senior 
executives, should be assigned with the responsibility for overseeing the integration of all 
administrative, physical, organizational and cultural aspects. Furthermore, the role of the 
team should be to make the day-to-day decisions that will drive the process forward and 
also to provide guidance throughout the implementation phase (ibid). Shearer et al. 
(2001) point out that it is critical for executives to be actively involved in the integration. 
Nguyen and Kleiner (2003) argue that CEOs play an important role throughout the 
process, as they are the ones converting the goals into reality. Furthermore, managers 
need to be able to inspire employees’ trust and confidence, and earn their respect and 
support. By doing so, they will reduce resistance to change and simplify the integration of 
cultures. (ibid)   
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According to Bijlsma-Frankema (2001) the degree to which cultures are integrated into a 
productive internal organization, is very much dependent on integration within the senior 
management team. According to Nguyen and Kleiner (2003), cultural integration is best 
accomplished face-to-face, and therefore integration teams should be set up including 
executives from both organizations. According to Shearer et al. (2001) executive 
managers must have a picture of the culture that is required to support the organization’s 
strategies. The new culture must effectively link the combined human resources with its 
business strategies (ibid). According to Tetenbaum (1995), identifying an appropriate 
culture to support the business goals is difficult and time consuming to perform. Too 
often, companies identify five or more positive-sounding values that bear no relationship 
to the work of the organization (ibid). Nguyen and Kleiner (2003) claim that the 
executive team should agree on the strategy and vision, which applies to the new 
business. Bijlsma-Frankema (2001) believes that in mergers, a divided management 
cannot propose a new external strategy and new cultural values that maintain an internal 
organization that is matching. Even if management is united, a transition of this kind 
demands authority that is attached to good leadership (ibid).  
 
Galpin and Herndon (2000) claim that in order to be successful, the person in charge 
needs several key characteristics; skills in project management and project coordination, 
both clout with and respect from the other organization, and a solid strategic decision-
making ability. The “merger manager” should be able to quickly focus on details and at 
the same time, view a broader picture. Both views are essential to efficient and effective 
problem solving, decision-making, and direction setting. (ibid) 
 
2.3.3 Success factors for integration of organizational culture in mergers 
 
Research emphasizes a number of success factors that will enhance the success of 
cultural integration. These are shared vision, communication, involvement, 
legitimization, clear goal and expectations, training, psychological safety, and trust.  
 
Shared vision 
According to Nguyen and Kleiner (2003), vision is one of the most important success 
tools available. Without a shared vision, the future does not seem to have any particular 
goal or endpoint (ibid). Appelbaum et al. (2000b) also state that successful mergers are 
led by CEOs who share a vision of the new organization. Furthermore, without a vision, 
employees get distracted from doing their jobs as they search for information regarding 
what the combination means for themselves and their careers. Moreover, senior 
management executives in both companies should have discussions considering future 
vision, goals, values and policies of the new company. As soon as the vision is agreed 
upon, it should be communicated to the entire organization. (ibid) 
 
Communication 
Appelbaum et al. (2000b) claim that although corporate culture is extremely hard to 
change, it can, with a proper communication plan in place, be changed. Furthermore, 
Galpin and Herndon (2000) state that communication is of great importance in any major 
change effort, such as a merger or an acquisition. Beside the “me” issues, people want to 
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know about the operations, marketing, systems, and financial aspects of the newly 
formed organization, because these matters also have a direct impact on their personal 
situations. Nguyen and Kleiner (2003) state that the communication plan must aim to 
share the vision for the new company with the employees, the process and progress of the 
integration and rough timescales for future decisions. Thach and Nyman (2001) point out 
that during a merger, leaders need to increase the number of staff meetings in order to 
communicate the progress of the merger. To enhance success with cultural integration 
leaders must provide as much information as possible (ibid). Galpin and Herndon (2000) 
further argue that without regular, repeated messages from the top managers about the 
direction of the company, why the merger is happening, who is involved, how the 
integration will progress, and the time frame that has been erected, they perceive 
leadership, direction, and control to be lacking. Providing all employees with the same 
information, generally make them come to the same conclusion (ibid).  
 
Schraeder and Self (2003) recommend steady communication that includes interaction 
with small departments or individuals one-on-one. Cartwright and Cooper (1996) also 
stress the importance of informal conversations with managers and employees at all 
levels in order to facilitate the cultural understanding. Appelbaum et al. (2000b) claim 
that if communication is not addressed, it can ultimately lead to an unsuccessful merger. 
 
Involvement 
Shearer et al. (2001) underline that employees must feel involved in the changes, and that 
they are useful and important for the organization. Cartwright and Cooper (1996) also 
agree that employees are more likely to be committed to any cultural change or 
integration if they feel they have participated and understood the rationale behind the 
change. Nguyen and Kleiner (2003) further claim that the need to cascade employee 
involvement into the integration process is a vital success factor. Involving as many from 
the operational staff as possible in the development of ideas will also harness energy, 
generate momentum, and identify problem areas early (ibid). Cartwright and Cooper 
(1996) consider the establishment of joint working parties and inter-organizational team-
building initiatives at all levels are likely to facilitate cultural change and thus help 
employees feel part of the new organization. The authors further suggest that 
organizations can take use of an external consultant in order to maintain objectivity. All 
discussions between the employees and the consultant would be confidential and not 
attributed to any specific individual. (ibid) 
 
Legitimization 
Bijlsma-Frankema (2001) argues that in order to manage the cultural change process, 
legitimization is a necessary condition. Legitimization of a change can be explained as 
explicating the need to change by managers with authority. They can explain why the old 
way of doing things is not sufficient any more and why they think the change will bring 
success in the future. If managers communicate clear and specific success expectations 
they can gain trustworthiness and authority. (ibid) 
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Clear goals  
Bijlsma-Frankema (2001) implies that in order to decrease uncertainty about the change 
of culture, deriving clear goals for groups that can be attained in a not to long span of 
time can be developed. Since these goals are supposed to be met by the new way of doing 
things, having clear definitions of expectations of how employees should behave in 
different situations have to be developed. (ibid)  
 
Training 
Nguyen and Kleiner (2003) argue that training sessions can be offered to help employees 
deal with the changes associated with integration of cultures. By educating staff about 
each partner’s culture and way of conducting business, leaders can counter culture clash2 
to a great extent (ibid).  
 
Psychological safety 
According to Bijlsma-Frankema (2001) organizational members must feel secure to try 
out new things and not have to fear punishment or loss of employment. Managers of all 
levels have to make subordinates trust them, and make sure that early failures will be 
treated in a non-harmful way. (ibid) 
 
Trust  
Bijlsma-Frankema (2001) implies that in the process of cultural integration, trust is a key 
term. Schraeder and Self (2003) reinforce the importance of trust on senior management 
as a determinant of employee reactions to change. Bijlsma-Frankema (2001) defines trust 
on the one hand, as a cultural potential, and on the other hand, trust is the result of daily 
practices. The essence of trust is that the behavior of other people can do you harm. Trust 
can also be defined as “the expectation that another’s action will be beneficial rather than 
damaging”. It is embedded in the regime of an organization, by the management 
philosophy underlying it and the practices it tends to produce. Furthermore, if trust is kept 
in an integration process between different people or groups, people will tend to mould 
initial differences into widening perceptions of shared thinking and feeling. In 
hierarchical relations, trust furthers attribution of positive motives to managers and 
acceptance of decisions made by them. (ibid)  
 
Bijlsma-Frankema (2001) states that the quality of trust within an organization can 
increase or decrease, influenced by structural features of the situation, and by the way 
people behave towards each other. Therefore, it is important for merging firms to 
consider what features of a situation further or sustain trust. Bijlsma-Frankema (2001) 
mentions a number of factors that are found to enhance trust. These are shared norms, 
shared goals, regular dialogue, shared knowledge, making agreements, monitoring 
compliance with agreements, handling deviance and conflict resolution. (ibid) 
 
Bijlsma-Frankema (2001) discusses that shared norms, foster trust, because they reduce 
the chance of people misinterpreting mutual expectations. When two companies are 
merged their norms will rarely be the same. This might lead to a situation where good 
                                                 
2 Cultural clash is defined as the conflict of two companies’ philosophies, styles, values, and missions 
(Nguyen & Kleiner, 2003). 
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intentions become harmful behavior. Shared norms bring about clear boundaries between 
intentions to do damage and intentions not to. Supportive behavior can be clearly 
interpreted as a sign of good intentions, on which trust can be given. (ibid) 
 
According to Bijlsma-Frankema (2001) shared goals may bind parties to cooperative 
behavior. Nguyen and Kleiner (2003) argue that delivering clear goals can defeat the 
feeling of uncertainty. The more the two former organizations have to rely on each other 
to realize these goals, the stronger is the function of these goals to work as a trust 
building element. Bijlsma-Frankema (2001) believes that the more both parties consider 
the others as important contributors in order to realize the goals set, the lower is the risk 
for damage by the groups, since they would harm their own interests as well.  
 
Bijlsma-Frankema (2001) argues that a regular dialogue brings about trust, based on 
shared knowledge. According to Galpin and Herndon (2000) a M&A transaction is a 
setting of great uncertainty, frequent rumors, and constant decisions that change the 
scene. Clear and constant communication throughout the integration process can provide 
important answers and dispel rumors. When mutual expectations and norms are clear, 
agreements can be devised on what to expect of each other. The fist step to a more shared 
frame of reference is made when formulating agreements. This will lead to a more shared 
culture and less disturbance of noise in the dialogue, which in turn leads to faster growth 
of trust. (ibid) Appelbaum et al. (2000b) further state that constantly providing employees 
with facts will build trust.  
 
According to Bijlsma-Frankema (2001), monitoring is supervising the behavior of the 
parties, noticing deviations to the agreements and giving positive or negative feedback. If 
the party holds on to the agreements and fulfils the expectations of the other a reputation 
of trustworthiness will be acquired and as a result trust can grow. Furthermore, by 
making conforming behavior visible and by emphasizing that it is an outcome of a 
dialogue, the process of growing trust is sustained. However, if the agreements are not 
held, the usage of monitoring can prevent the damaging effect of behavior that destroys 
the beginning of trust formed in the dialogue. (ibid) According to Cartwright and Cooper 
(1996) monitoring can be accomplished through a series of interviews or questionnaires 
with all employees in order to make clear what the current culture of the organization is.  
 
Furthermore, Bijlsma-Frankema (2001) implies that when two formerly distinct 
companies come together there is a fair chance of a culture clash. Therefore, a procedure 
for conflict resolution, agreed upon and accepted by both parties might fulfill an 
important mending function. Since it is often too late to reach an agreement on any 
subject when the culture clash has happened, such a procedure should be agreed on in the 
outset of the dialogue. The procedure provides for a solution to which both parties have 
approved to and therefore is a factor for trust building. (ibid) 
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3 CONCEPTUAL FRAMEWORK 
 
Based on the literature review presented in the previous chapter, this chapter will devise 
a conceptual framework, which will show how the theories relate to each research 
question. The content of our conceptualization will serve as a base for the interview 
guide, and consequently also for the data collection. At the end of the chapter, a 
visualization of how we perceive the research questions to be related to each other will 
be provided. 
 
Miles and Huberman (1994) state that the meaning of conceptualization is to explain, 
either through graphics or text, the main things that will be studied. Because of the 
extensiveness of the literature review, parts of each theory has been chosen and 
conceptualized. The authors also state that this is most easily done after a list of research 
questions have been compiled, which has been done in the first chapter of this thesis. Our 
conceptualization will be presented accordingly with the order and content of our 
research questions stated below: 
 
RQ1:  How can the issues involved in creating change in the organizational culture 

following mergers be described? 
 
RQ 2:  How can the employee reaction to change affecting organizational culture 

following mergers be described? 
 
RQ3:  How can the factors significant in integrating organizational culture following 

mergers be described? 
 
 
3.1 Creating Cultural Change in Mergers 
 
In order to answer research question number one, relevant literature regarding changing 
organizational culture has been selected. 
 
Cultural approach 
 
Habeck et al. (2000) theory “cultural approaches in mergers and acquisitions” will be 
used in order to observe to which extent the cultural factors will need to be changed. 
Depending on which approach used for integrating the two cultures, more or less factors 
need to be considered. According to the authors, there are three different approaches that 
can be adopted: 
 

 Cultural imposition 
 Remain cultures separate 
 Creating a compound culture 
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Changes in the organizational culture 
 
Furthermore, we will utilize Galpin and Herndon’s (2000) theory “the elements of 
organizational culture” in order to more specifically investigate the different areas of the 
organizational culture and how these may need to be changed in a merger. The authors 
point out six of the ten areas, in which the development of new processes would 
contribute to making the changes stick and to reinforce the integrating of two 
organizations. Therefore, we will focus our research on these areas: 
 

 Rules and policies 
 Rewards and recognition 
 Staffing and selection 
 Training and development 
 Leadership behavior 
 Communications 

 
The theory by Galpin and Herndon (2000) regarding preparation for cultural integration 
will not be utilized since it focuses on the planning activities of the pre-stages in the 
merger process.  
 
We believe that these theories combined will assist in providing an answer to research 
question one, concerning how changes in organizational culture can be created in a 
merger.  
 
 
3.2 Employee Reaction to Change in Mergers  
 
In order to answer research question number two, we have done a selection of the 
literature concerning mainly resistance to change, as we aim to identify the possible 
obstacles connected to employee reactions. Since we wish to describe this phenomenon 
in a comprehensive way, we have chosen to include a number of theories to cover all 
parts of the term.  
 
The reaction process 
 
Cartwright and Coopers’ (1996) theory of employee reaction to change views resistance 
as a process, meaning that people might be reluctant at first, but still end up accepting, or 
even liking the situation. We want to examine if a similar process occurs in reality. The 
exact steps or content of the process will, however, not be followed, as we feel that they 
are not fully applicable. Some points are too subjective to use for a general description of 
employee reactions. In connection with that, we would also like to examine the issues 
discussed by Marks (1997) and Galpin and Herndon (2000) regarding the consequences 
of the merger syndrome, and how it makes employees concerned about themselves and 
their careers. Additionally, we will examine how it affects their performance as well as 
the productivity.  
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Factors causing resistance to change 
 
Moreover, according to Mabin et al. (2001) there are several causes of resistance, and we 
have chosen to investigate the factors below, as we believe that they will cover most of 
the issues involved; 
 

 Fear of the unknown 
 Loss of control 
 Loss of competency  
 Force of habit 
 Lack of support  
 Lack of confidence 
 Lingering resentment 

 
The factor “need for security” will not be utilized, since it resembles the factor “loss of 
competency” to a great extent. Moreover, the factor “poor timing” feels irrelevant in this 
study, since we believe that it will be hard to establish if it causes resistance. 
 
Appearance of resistance 
 
Regarding the theories by Pardo del Val and Martinez Fuentes (2003) describing the 
issues of resistance in implementation stage of a merger, we will solely focus on one 
particular issue from the first theory. We want to find out whether resistance was greater 
in those departments that would be affected the most of the change, or if people with a 
certain position were more likely to be reluctant. The reason why we solely look at this 
matter, is because we believe that several of the other issues that are relevant are brought 
up in other theories that we have chosen to utilize, and that those theories will provide us 
with better information for the analysis.  
 
Three aspects from the theory “managing resistance at every level” by Galpin and 
Herndon (2000) will be applied. However, we have chosen to divide the issues into 
separate topics, although they originally belong to the same theory. Under this subsection 
we want to investigate the resistance pyramid, in terms different levels and groups of 
resistors. The pyramid describes three levels; the “not knowing”, the “not able” and the 
“not willing”, which can be viewed upon as a general basis for people’s resistance. In 
connection with that we will view the concepts of active versus passive resistance, 
mentioned by Potter (2001) as we consider it to be an interesting and relevant issue for 
describing resistance.  
 
Managing resistance 
 
Furthermore, as the third issue from the same theory, we will also find out if and how 
resistance is overcome based on the description in the theory by Galpin and Herndon 
(2000). To summon up, we will also investigate the points raised concerning resistance as 
a positive factor brought up in the same theory.  
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The three levels of intensity described by Appelbaum et al. (2000a) will not be 
considered as a separate theory, as we believe that the theory overlaps with the ones we 
have chosen to use.  
 
With this conceptual framework we believe that all aspects of reaction and resistance to 
change in connection with mergers are covered, and that the answer to research question 
number two thereby can be provided. 
 
 
3.3 Factors Significant for Integration of Organizational 

Culture 
 
In order to answer research question number three, relevant literature regarding the 
integration of organizational culture has been selected.  
 
Program for cultural change 

 
Firstly, the theory by Tetenbaum (1995) regarding a standardized integration plan will be 
utilized, since it would be interesting to investigate if integration can be standardized. 
Thereafter, we will look at the six elements that any effective program for cultural change 
or integration should contain according to Cartwright and Cooper (1996). These are: 

 
 An understanding of both cultures 
 Unfreezing of the existing cultures 
 The presentation of a positive and realistic view of the future 
 The wide-scale involvement of organizational member 
 A realistic time-scale for change or integration 
 A process for monitoring the process of any culture change or integration, to 

identify problems before they escalate.  
 
This will further our study, since we will be able to investigate if a program for culture 
change is possible to implement during mergers, and if it otherwise is done indirectly 
without an outspoken plan. Whether the case companies have chosen to implement the 
other elements or not, will also be investigated indirectly through the data gathered in 
connection with the success factors. 
 
The role of management 
 
When examining the role that management plays in the integration process, we have 
chosen to focus on the importance of integration teams to accomplish the cultural 
integration, as explained by Nguyen and Kleiner (2003) and Tetenbaum (1995). 
Moreover, Bijlsma-Frankema (2001) and Nguyen and Kleiner (2003) state, that the 
integration within the senior management team is determinant for the cultural integration 
within the whole organization. They further state that a divided management cannot 
propose a new external strategy and new cultural values that maintain an internal 
organization that is matching will also be used.  
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Success factors for integration of organizational culture in mergers 
 
To be able to study the importance of a vision, we will focus on the statement by Nguyen 
and Kleiner (2003), that senior management executives in both companies should have 
discussions considering future vision, goals, values and policies of the new company. 
Furthermore, the statement by Appelbaum (2000b) regarding the importance of a shared 
vision among managers, and the issue mentioned by Tetenbaum (1995) concerning 
development of values that bear no relationship to the work of the organization, will also 
be examined.  
 
Many authors have stated the importance of proper communication during the cultural 
integration process of a merger. In order to explore this thoroughly, we have chosen the 
following combination of theories: Thach and Nyman (2001), discuss the importance of 
providing as much information as possible. Nguyen and Kleiner (2003) state, that the 
communication plan must aim to share the shared vision for the new company, the 
process and progress of the integration and rough timescales for future decisions. 
Moreover, Schraeder and Self (2003) recommend steady communication with small 
departments or individuals one-to-one. Lastly, Cartwright and Cooper (1996) stress the 
importance of informal conversations with managers and employees at all levels in order 
to facilitate the cultural understanding. Involvement of employees in the integration 
process is by many authors mentioned as a success factor. To investigate this, we have 
chosen to use the theory by Shearer et al., (2001) who state that employees must feel 
involved, and that they are useful and important for the organization, and the theory by 
Cartwright and Cooper (1996) which states that employees are more likely to be 
committed to any cultural change or integration if they feel they have participated and 
understood the rationale behind the change.  
 
The aspects of legitimization of change will be considered. Bijlsma-Frankema (2001) 
states that legitimization, which must be explained by managers with authority, can 
clarify why the old way of doing things is not sufficient any more and why the change 
will bring success in the future. Regarding clear goals we would like to investigate the 
importance of deriving clear goals that can be attained in a not too long span of time, in 
order to decrease uncertainty about the change of culture, as stated by Bijlsma-Frankema 
(2001). The issue of training to enhance the success of the integration process will be 
investigated as described by Nguyen and Kleiner (2003) who argues that educating staff 
about each partner’s culture and way of doing business can be offered to help employees 
deal with the changes associated with integration of cultures.  
 
Research indicates that trust is a determinant of the employees’ reactions of change. As 
Bijlsma-Frankema (2001) states, the quality of trust within an organization can increase 
or decrease, it is important for merging firms to consider what features of a situation 
further or sustain trust. We will therefore examine a number of factors stated by Bijlsma-
Frankema (2001), which are found to enhance trust. These are shared norms, shared 
goals, regular dialogue, shared knowledge, making agreements, monitoring compliance 
with agreements, and handling deviance and conflict resolution.  
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The aspect psychological safety is connected to the question of resistance to change and 
will therefore not be investigated as a single determinant. The specific theory regarding 
this subject will therefore not be included.  
 
Based on the discussed theories above, we will utilize information regarding significant 
factors that enhance success of cultural integration in mergers, and thereby answer our 
third and last research question. 
 
 
3.4 Emerged Frame of Reference 
 
According to Miles and Huberman (1994), a conceptual framework is best done 
graphically, in order to clarify what is already in the researchers’ minds. The purpose of 
this study is to gain a deeper understanding of the issues involved in implementing an 
organizational culture following a merger. The three research questions will be applied to 
cover all significant parts of the purpose. The first research question will provide an 
overview of cultural approaches and of the different elements of an organizational culture 
that may need to be changed. Research question number two will describe the employee 
reaction to change in connection with a merger. Finally, research question number three 
will present factors that are significant for a successful integration of an organizational 
culture following a merger. These research questions are interrelated and together they 
will serve the purpose of this study. Below the conceptual frame of reference model 
provides an overview of the theoretical parts that have been chosen, and which will aid 
the collection of data, and later also facilitate the data analysis.  
 

 
Figure 3.1: An emerged frame of reference 
SOURCE: Authors’ own construction 
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4 RESEARCH METHODOLOGY 
 
This fourth chapter will discuss and motivate the methodological choices made in 
connection to this study. First, the purpose of the research and the research approach 
will be provided. This will be followed by the research strategy and the method used for 
the data collection. After that, the sample selection will describe the case companies and 
respondents. Thereafter, the strategy for analyzing the data and the methodological 
problems that can occur in this type of study will be discussed. Finally, a figure 
summarizing the methodological path chosen will be provided. 
 
 
4.1 Purpose of Research 
 
There are several research purposes available, and Eriksson and Wiedersheim-Paul 
(2001) suggest that academic research purposes can, depending on the nature of the 
problem, be divided according to three different views: exploratory, descriptive or 
explanatory. 
 
Exploratory studies are useful when the aim of the research is to seek new insights into 
phenomena, ask questions and to assess phenomena in a new light, or to clarify 
ambiguous problems (Saunders, Lewis, & Thornhill, 2003 and Zikmund, 2000). Zikmund 
(2000) further states that usually, exploratory studies are an initial research conducted 
with the expectation that subsequent research will be required. An advantage with 
exploratory research is that it is flexible and adaptable to changes. The focus tends to 
initially be wide, and then it narrows down as the research develops. (Saunders et al., 
2003) 
 
Descriptive studies are designed to describe characteristics of a population or a 
phenomenon. It seeks to determine the answer to questions asking; who, what, when, 
where and how. Furthermore, descriptive studies are, unlike exploratory research, based 
on some previous understanding of the nature of the problem. (Saunders et al., 2003) 
According to Wallén (1996), descriptive research is suitable when the problem is clearly 
structured but the intentions are not to establish connections between cause and symptom. 
 
Explanatory studies are according to Saunders et al. (2003) studies with the emphasis to 
study a situation or a problem in order to explain the “cause and effect” relationship 
between given variables. In order to accomplish that, well-defined research problems and 
hypotheses need to be stated (Eriksson & Wiedersheim-Paul, 2001). Explanatory research 
is mostly used within areas where extensive research has already been done (Wallén, 
1996). 
 
As mentioned, the purpose of this thesis is to gain a deeper understanding of the issues 
involved in implementing an organizational culture following a merger. In order to attain 
this deeper understanding, we are describing the matters involved in creating change, 
problems related to employee reactions that can occur in connection with a merger, and 
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finally, the factors significant to enhance the implementation of organizational culture. 
Thus, this thesis can be explained as mostly descriptive. Moreover, the purpose of this 
thesis is clearly structured, which further justifies the descriptive purpose. However, since 
we have not been able to find studies that focus on the exact same problem as we have 
chosen to study in this thesis, the topic area will also be explored. Finally, towards the 
end of the thesis our own conclusions will be presented, and through this we are 
beginning to explain the phenomena, which we have explored and described. The 
explanatory purpose, however, is minor as no attempt to generalize is pursued. This 
makes our study mainly descriptive but with both explorative and some explanatory 
influences. 
 
 
4.2 Research Approach 
 
According to Saunders et al. (2003) research can be categorized into either qualitative or 
quantitative approach. Whether the research should be qualitative or quantitative depends 
on the defined problem and the investigated type of data, in order to solve the problem 
(Holme & Solvang, 1997). 
 
Quantitative research is a research approach that is formalized and highly structured. 
Through the study of some specific variables on a great number of objects of 
investigation, this approach enables the researcher to make universal generalizations. All 
variables are measured by statistical methods, since the information is transformed into 
numerical data and thus easy presentable in figures. Finally, a quantitative approach is 
characterized by selectivity and distance between the researcher and the source. (Holme 
& Solvang, 1997) 
 
For a qualitative research, on the other hand, information is gathered to gain a deep and 
thorough understanding, and to make descriptions of situations as a whole, in which the 
research problem exists. It involves gathering, analyzing and interpreting data that is 
impossible to quantify, and is based on meanings expressed through words. (Holme & 
Solvang, 1997 and Saunders et al., 2003) Furthermore, Holme and Solvang (1997) state 
that a qualitative approach is characterized by closeness to the respondent or source and 
intends to capture its values, attitudes and perceptions regarding of the investigated area. 
Therefore, the researcher strives to obtain a complete understanding and overview of the 
problem rather than just focusing on certain specific variables. (ibid) 
 
Based on the above discussion, as well as the purpose and research questions of this 
study, the approach chosen for this thesis is qualitative. The reason for this is that we 
want to gain a deeper understanding of the issues involved in implementing an 
organizational culture following a merger. This implies that we do not intend to make any 
generalizations, but instead by studying a relatively small sample we will be able to more 
deeply investigate several variables close to the source of the study and thus, better reach 
the understanding we desire. 
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4.3 Research Strategy 
 
According to Yin (1994), there are five main methods to use when conducting research; 
experiment, survey, archival analysis, history and case study. When deciding which 
method to use, there are three differed conditions that can determine this. 
 

1. The type of research question posed 
2. The extent of control an investigator has over actual behavioral events 
3. The degree of focus on contemporary as opposed to historical events 

 
The most common types of research questions are stated as “who”, “what”, “where”, 
“how”, and “why” questions. Table 4.1 shows the available research strategies and under 
which conditions they are most appropriate to use.  
 
Table 4.1: Relevant situations for different research strategies 

Strategy Form of research 
question 

Requires control 
over behavioral 

events? 

Focuses on 
contemporary events? 

Experiment how, why Yes Yes 

Survey who, what, where, how 
many, how much No Yes 

Archival analysis who, what, where, how 
many, how much No Yes/No 

History how, why No No 

Case Study how, why No Yes 

 
SOURCE: Yin, (1994, p. 6) 
 
The purpose of this thesis is to gain a deeper understanding of the issues involved in 
implementing an organizational culture following a merger. In order to obtain this 
purpose, all three research questions have been stated as openly as possible. The intention 
with this strategy was to avoid questions that would not cover the broad understanding 
sought in our purpose. This is also the reason why all our research questions were stated 
in the form of “how”. As our study to a great extent deals with contemporary events and 
we do not need to be in control over behavioral events, we were left with the choice 
between conducting a survey, archival analysis or a case study.  
 
As we already have stated, this study will have a qualitative approach and we have 
therefore, in accordance with Yin (1994), who states that a survey is of quantitative 
character, decided not to use a survey. Moreover, Yin (1994) states that archival analysis 
involves data collected by someone else for another purpose and that analysis of archival 
records is advantageous when the research goal is to describe the incidence or prevalence 
of a specific occurrence. Since our purpose is to gain an understanding, archival records 
were excluded. This leaves us with only one strategy – the case study. According to 
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Wiedersheim-Paul and Ericsson (1997), a case study involves investigating few entities 
but many variables, in order to get an in-depth situational picture, which is important, as 
our study will be of a qualitative nature. In general, case studies are preferred when 
“how” and “why” questions are posed, when the investigator has little control over 
events, and when the focus is on a contemporary phenomenon within some real-life 
context (Yin, 1994). As mentioned before, these conditions correlate with our study.   
 
According to Yin (1994), a case study can involve either a single-case or a multiple-case 
study. The single-case study investigates one case thoroughly whereas a multiple-case 
study investigates several cases. Furthermore, having multiple cases is often more 
convincing, and the overall study is therefore considered more robust. (ibid) In order to 
achieve a sufficient basis for analysis we have chosen to conduct two case studies within 
two different organizations. Each case study, however, involves two respondents, which 
will make the empirical basis more convincing. We found that two cases would be 
suitable with respect to our limited timeframe and the limitations of the study in 
connection to our level of research.  
 
 
4.4 Data Collection 
 
According to Yin (1994), data can be collected for case studies via six different sources. 
No single source has a complete advantage over all the others. Instead, they are highly 
complementary and a good case study should include as many sources as possible. The 
six sources of evidence; documentation, archival records, interviews, direct observations, 
participant observations and physical artifacts are described below. (ibid) 
 
Documentation include, for instance letters, administrative documents (i.e. progress 
reports, annual reports), articles, and formal studies (Eriksson &Wiedersheim-Paul, 1997; 
Yin, 1994) According to Yin (1994), documentary information is likely to be relevant in 
any case study, and therefore we have chosen to use it as our secondary data.  
 
Due to the fact that archival records are produced for a specific purpose and a specific 
audience and when those conditions are not fully fulfilled the usefulness of an archival 
record cannot be assured, we have chosen not to use this data collection method. 
Moreover, it was also excluded since archival records contain mainly precise quantitative 
data, which we consider not to be suitable in a qualitative study. (Yin, 1994) 
 
An interview implies interaction, either personal or via telephone between an interviewer 
and the respondent. The interview is chosen as a primary data collection method, due to 
its strength to focus directly on the case study topic. Moreover, the fact that interviews 
allow flexibility and closeness to the respondent as well as in-depth information, which 
are important factors in a qualitative study, further motivates the chose of interviews as 
the primary data in our study. (Holme & Solvang, 1991; Yin, 1994) 
 
Direct observations and participant observations could have been used in this study, 
however they are ruled out as possible sources of evidence, due to limitations regarding 
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time and financial recourses. Physical artifacts are described as insightful when it comes 
to cultural features and technological operations, which would make them interesting to 
investigate. (Yin, 1994) However, this method also had to be excluded due to being time 
consuming and costly.  
 
Based on the facts discussed in this subsection, the two sources of documentation and 
interviews were used, allowing for multiple sources of evidence. Yin (1994) calls this use 
of multiple sources “triangulation”, which gives the researcher an opportunity to obtain 
multiple measures of the same phenomenon.  
 
An interview can be based on three different strategies. In the open-ended interview, 
respondents are asked for facts as well as for their opinion of the facts and the interview 
does not follow any structured questions. In a focused interview the respondent is 
interviewed for a short period of time. In such situations, the interview may still remain 
open-ended and assume a conversational manner, but the investigator is more likely to 
follow a pre-determined structure derived from the case study protocol. Finally, a 
structured interview follows a set of strictly pre-determined questions and can thus be 
characterized more as a combination of a survey and an interview. (Yin, 1994) 
 
The type of interview used in this study is a semi-structured interview, due to a rather 
structured interview guide (Appendix 1&2) that includes detailed questions, which 
however are relatively open-ended, and thus allows the respondent to elaborate freely. 
Due to the fact that this approach enables the researchers to lead the discussion on pre-
determined questions within a reasonable timeframe further strengthens this choice of 
interview strategy in order to obtain the necessary data, and thereby answer the research 
questions.  
 
In general, an interview can be conducted by telephone or in person. Telephone 
interviews are less costly and time consuming (Yin, 1994), which is the reason why we 
have chosen to conduct telephone interviews. In accordance with Yin (1994), a recording 
device was used during the interview to register the empirical data with an absolute 
accuracy, and to be able to transcribe the interview word by word. The respondents were 
aware of the tape recorder and had no objections. In order to avoid misinterpretations and 
translation errors, the interviews were conducted in Swedish, since this was the native 
language of the respondents. The interview guide was sent to the respondents more than 
48 hours prior to the actual interview, to allow the respondent to prepare for the interview 
and make sure that he/she had sufficient knowledge regarding the topic. There were four 
separate interviews, which took about 90 minutes each to conduct.  
 
To utilize the strengths of the interview, mentioned earlier, when having a qualitative 
approach, the questions were asked as they appear in Appendix 1&2, however in a 
conversational manner and somewhat open-ended, to enable the respondent to bring up 
additional areas related to the subject. Moreover, complementary questions that became 
relevant during the interview were also asked. The aim was to capture both the 
respondents’ general perception of the concept as well as the specific topics specified in 
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the conceptual framework. In that way the data received from the interviews could be 
used to confirm or dismiss certain facts, or in this case theories.  
 
In order to collect secondary data concerning the sampled companies, we visited their 
web sites. There we found general information about the company and facts regarding the 
mergers that they had conducted. The exactness and obtrusiveness of this documentation 
was valuable for putting together the sections regarding the background information 
about the sampled companies.  
 
 
4.5 Sample Selection 
 
After determining the appropriate sources of evidence, it is essential to find relevant and 
manageable samples to collect the empirical data from. The choice of sampling technique 
is dependent on the feasibility and sensibility of collecting data to answer the research 
questions and to address the objectives (Saunders et al., 2003). We chose to conduct two 
case studies for this research, so that we could compare two mergers, and see how and 
where things differed. We chose to conduct multiple case studies, since it would provide 
us with more accurate information. However, due to the limited timeframe, we decided to 
focus solely on two companies. In order to find case studies to work with, we started 
investigating, through articles in business magazines and on the Internet, which Swedish 
companies had merged with each other rather recently, and how we could make a 
relevant comparison between them. The reason why we chose Stora Enso and Arla Foods 
was because both companies are large and successful multinational corporations within 
the product industry, which have a Swedish origin, and have merged with other 
Scandinavian companies. We believed that the similarities between the companies would 
ultimately facilitate the comparison between them, especially since both mergers also 
took place within a period of two years from each other. 
 
Furthermore, since the two mergers took place rather recently, we believed that the 
people involved in the merger integration process were likely to still work for the 
respective company, which would assist in finding the right people for the interview. 
Additionally, we believed that these people were likely to remember the situation 
correctly and provide us with a fair picture of the cultural issues involved in a merger.  
 
According to Holme and Solvang (1997) the selection of respondent is crucial. If the 
wrong persons are being interviewed, the research may turn out to be invalid or worthless 
(ibid). In order to gain good answers to our research questions, it was essential for us to 
get in touch with the people who possessed the most knowledge and experience of our 
research area. Consequently, we attempted to make a careful selection of respondents. 
Firstly, we contacted the companies via telephone and explained the intentions and basic 
scope of our study. Thereafter, we were recommended the most appropriate respondents 
for an interview. A number of people were named as potential candidates before we 
found and selected our interviewees. We based our selection of respondents based upon a 
number of criteria: all respondents had high managerial positions within the company 
they work for and were all active participants in the merger when it took place. We chose 
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to interview two people from each company, since we believe that it would bring about a 
more extensive and reliable picture of each company. All four candidates had some 
knowledge relevant to answer the questions brought up in the interview guide, and 
together they provided us with answers to our questions. The people we interviewed at 
Stora Enso were Mr. Lars-Gunnar Almryd, senior vice president of Stora Enso Transport 
and Distribution and Mr. Christer Ågren, executive vice president of Corporate Human 
Resources & Total Quality Management. At Arla Foods we interviewed Mr. Vidar 
Nilsson, HR manager, division Sweden, and Mrs. Anne-Marie Dahlén, HR manager, Arla 
Foods Group level. The two interviews from each company were compiled and presented 
as one case in chapter five. 
 
 
4.6 Data Analysis 
 
According to Yin (1994), research studies should begin with a general analytical strategy 
providing the researcher with a system by which he or she can set priorities for what to 
study and why. That includes examining, categorizing, tabulating, or otherwise re-
combining the data used for the study. Two general analytical strategies are available 
when performing a case study; 
 

 Relying on theoretical propositions: the results from previous studies are compared 
to the researchers’ findings from the case study. This is the most commonly used 
approach and is also used in this study. 
 

 Developing a case description: a descriptive framework is developed for organizing 
the case study. This is used when there is little previous research on the subject. 

 
According to Yin (1994) specific techniques can be used to analyze the data; within-case 
analysis compares the collected data with the used theories whereas cross-case analysis 
compares data from one case with another case. In this study both types of analysis will 
be utilized, as we aim to compare our finings with existing theories, as well as with each 
other. As mentioned before, we have chosen two companies, which in many ways are 
similar to facilitate this comparison. 
 
Miles and Huberman (1994) states that a qualitative data analysis consists of three 
concurrent flows of activities; 
 

 Data reduction: This stage of qualitative data analysis selects, abstracts, simplifies, 
focuses, and transforms the collected data. The purpose is to organize the data in 
order to draw and verify conclusions. 
 

 Data display: After having reduced the data, it should be displayed in an organized 
and compressed way to enable easy conclusion-drawing. 
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 Conclusion drawing and verification: In the last stage the researcher decides the 
meaning of occurrences, noting regularities, patterns, explanations, possible 
configuration, causal flows, and propositions. 

 
The propositions presented by Miles and Huberman (1994) concerning how the analysis-
activity should flow, were followed when the empirical data of the study was analyzed. 
The data was reduced by selecting and simplifying the data relevant to the research 
questions. The data was then presented in a structured and feasible way, following the 
structure of our research questions. Concerning the actual analyses, the data was firstly 
compared with the existing theories of our conceptual framework, and later on compared 
with each other. As Miles and Huberman (1994) suggest we used matrices to facilitate 
and visualize the analyses. The authors state that systematically structuring of the 
collected data into logic matrices has excellent consequences for understanding. Once the 
data reduction and display had been carried out, conclusions of the study were drawn and 
verified, based on the previous stages of analysis and the findings of the study.  
 
 
4.7 Quality Standards 
 
When determining the quality standards of a case study research, Yin (1994) suggests 
four commonly used tests; internal validity, external validity, construct validity and 
reliability. However, Yin (1994) claims that internal validity only is used for explanatory 
or causal studies, and since this study mainly is descriptive, that test will not be dealt 
with. Furthermore, Yin (1994) states that external validity deals with the problems of 
making generalizations of the case study. Since the aim of this study is not to make any 
generalizations, this test will not be taken into consideration. 
 
Construct validity 
Gummesson (2000) defines validity as the extent to which the researcher is able to study 
what he or she had aimed to study, rather than studying something else. More 
specifically, Yin (1994) claims that construct validity can establish correct operational 
measures for the concepts being studied, and there are three different tactics to increase it. 
The first tactic is the use of multiple sources of evidence during the data collection. The 
second tactic is to establish a chain of evidence, which is based on the principle of 
allowing an external observer to follow the derivation of any evidence from initial 
research questions to the conclusions of the case study. The third and last tactic is to have 
the draft case study report reviewed by key informants. (ibid) 
 
In this study, we have followed all of the recommendations from Yin (1994) to increase 
our construct validity. During the data collection, we have used a multiple strategy for 
source of evidence since we have used documentations as well as conducted interviews. 
In order to create strong chains of evidence we have made citations throughout this study 
to all the sources from where evidence has been collected. This in turn, makes it possible 
for any external observer to follow up any evidence throughout the study. Finally, our 
supervisor has read and improved our drafts as well as the interview guides before we 
conducted the interviews. The fact that we recorded the interviews on tape, as well as 
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took notes, also enhances the construct validity, as the risk of missing any important 
information was minimized. A factor that might have had a negative influence on the 
construct validity is related to the usage of telephone interviews. Since they were 
conducted over telephone, there were no possibilities to read the respondents’ non-verbal 
cues.  
 
Reliability  
Yin (1994) claims that reliability demonstrates that the operations of the study, such as 
the data collection procedures, can be repeated with equal result. A researcher that repeat 
the exact same procedure and research as described by an earlier researcher should arrive 
at the same result and draw the same conclusions. In order to obtain a high degree of 
reliability, we have carefully explained the procedures of our research, in this, as well as 
in the other chapters. Moreover, we have followed a structured approach in which every 
sequential chapter, from introduction to conclusions, is based on the previous one. This 
has been done in order to provide readers and other researchers with a study that follows 
a logical flow, which is easy to read and utilize for future research.  
 



 
 RESEARCH METHODOLOGY 

 

39 

4.8 A Visual Design of Methodology 
 

 
Figure 4.1: A visual design of methodology 
SOURCE: Authors’ own construction 
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5 CASE STUDIES 
 
In this chapter we will present the data from our two case studies, Arla Foods and 
Stora Enso, gathered from interviews and documentation. Our case studies are based on 
the two interviews conducted with each company. Each case study will be presented 
separately and be initiated with general information about the company and the 
respondents. Subsequently, data from the interviews will be presented as a case, 
following the order of the conceptual framework. Firstly, information about changes 
required in a merger will be put forth, followed by problems connected to how people 
perceive the change. Finally, factors significant in integrating organizational culture 
following mergers will be described. 
 
 
5.1 Case One: Arla Foods 
 
Arla Foods is one of the world's leading global suppliers of added value, milk based 
ingredients to selected sectors of the food industry, and is exporting dairy products to 
Europe, Asia and the USA. Arla Foods’ objective is to be the consumers’ and customers’ 
preferred dairy with a wide range of products in northern Europe, and within selected 
ranges of cheese and butter in southern Europe. Outside of Europe, the company adapts 
its product range to the individual market. Moreover, Arla Foods intends to maintain and 
develop its position as a global supplier of added value, milk-based ingredients for 
leading food producers throughout the world. (Arla Foods, 2004) 
 

  
(The Arla Foods logotype, source: Arla Foods, 2004) 

 
In April 2000, Arla and MD Foods merged and formed Arla Foods amba, (from here on 
referred to as Arla Foods) and represented the first cross-border merger between two 
farmer-owned companies. Today, the company is the largest dairy organization in 
Europe, a co-operative association owned by 13 600 milk producers in Sweden and 
Denmark. The company employs approximately 23 000 people with their own production 
in eight countries, and sales offices in more than 23 countries. With Northern Europe as 
its domestic market, Arla Foods is providing consumers with a broad range of dairy 
products. Growth has always been a part of Arla Foods’ organizational culture. The 
company’s strategy aims to focus on selected markets and sectors. At the same time, the 
organization follows an ambitious growth strategy, which, besides organic growth, 
contains a significant expansion in the form of mergers and acquisitions of profitable 
dairy businesses in carefully selected markets. (Arla Foods, 2004) 
 
The respondents in this study were working within areas of the human resource 
department during and after the merger. Mr. Vidar Nilsson is a HR Manager, working at 
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division Sweden, whereas Mrs. Anne-Marie Dahlén is a HR manager and coordinator 
within the whole Arla Foods Group.  
 
5.1.1 Creating cultural change within Arla Foods 
 
Cultural approach 
 
After the merger, two cultures existed – one in Arla and one in MD Foods. The main 
intention for the new organization was to create a new and common organizational 
culture based on the two separate ones. In the major change that the merger represented, 
the company aimed to implement a new and better working climate, using parts from 
both companies and integrate them into one new and better organizational culture. Both 
Arla and MD Foods considered vision, knowledge, quality and entrepreneurship to be 
important. Although MD Foods was the larger company in terms of production capacity 
and number of employees, they did not end up dominating the organizational culture. The 
merger was viewed to be a fusion between equal parts, both regarding the organizational 
structure and culture. 
 
The formal integration process of the two organizations took about nine months, and the 
culture was an important part in this work. The integration of organizational culture is, 
however, an ongoing process that will never be finished. There was generally a lot of 
synergy between the organizational cultures in Sweden and Denmark, and the company 
focused on identifying those, and created new values, strategies and standards together 
when they developed the new organizational culture. As Arla Foods consists of many 
dairies that have been acquired, and the integration takes place at the highest divisions of 
the organization, the dairies were not directly affected by the new common organizational 
culture. In fact, the cultures in the dairies have to a large extent remained separate. 
 
Both Arla and MD Foods have made several acquisitions over the years. These were, 
however, all involving companies from respective country and the main intention with 
those acquisitions was to acquire larger markets without integrating the businesses with 
each other. Therefore, they had not focused on the organizational culture in the same way 
as in the merger between Arla and MD Foods. Since the organizations came from two 
different countries, more emphasis was put on the cultural dimension than in the prior 
acquisitions. Although the merger was more extensive and complicated than the prior  
acquisitions, it is considered to be successful. 
 
Changes in the organizational culture 
 
Rules and policies 
As the rules were of national character they could not be changed or adapted for the new 
organization. They were however, discussed when local or national policies were 
formulated and some policies have been adapted to the laws. As policies were not that 
different in the two companies, they did not need to be severely changed. However, the 
company strove to reach the same policies within the organization, but with local 
application where it was needed. 



 
CASE STUDIES 

 

42 

Rewards and recognition  
Concerning rewards and recognition, much was being performed locally or nationally and 
there were, for example, different salary systems in the different countries. A reward 
system for the managers is, however, currently being developed for all managers within 
the organization. The reward systems for most of the employees were quite different in 
Sweden and Denmark, where MD Foods had a central salary formation whereas it was 
more decentralized in Arla. This has not been changed, since they are of national 
character and do not need to be altered. 
 
Staffing and selection 
After the senior management group had been established, the lower management 
positions, and the rest of the employees at the divisions were filled. The most skilled and 
competent persons from both companies were offered management positions. As the 
headquarters was placed in Århus, Denmark, at the former location of MD Foods, Danish 
managers received many of the senior management positions. Several Swedish managers 
were offered positions at the headquarters, but did not have the possibility or the will to 
be relocated. This created disappointment and a few managers actually left the 
organization due to this situation. The selection was thus to some extent, limited to the 
ones who wanted to move with the organization. Consequently, Danish managers 
obtained many of the management positions at the head office. Initially, about 15 
Swedish managers moved to the head office, but today most of them have gradually left 
their positions and returned to other position in Sweden. The CEO and vice-CEO 
positions were negotiated between the organizations, and were finally filled by one 
Swedish and one Danish person. Arla Foods is currently integrating the recruitment and 
maintenance of management in order to handle this centrally, however, most of the 
recruitment is still handled locally. 
 
Training and development  
As the integration of the culture is a slow process, the different parts of the culture are 
being integrated on a scale gradually increasing over time. Leadership development is for 
example being developed to a greater extent for each year. The training focuses to a small  
extent on communicating the common organizational culture. 
 
Leadership behavior  
When changing the organizational culture, most of the emphasis has been put on creating 
and developing a common leadership philosophy for the new organization. This was 
done, since the only way to change the organizational culture was through the leaders and 
their way of managing Arla Foods. The leadership behaviors in MD Foods and Arla were 
somewhat different before the merger, and still are to some extent. In MD Foods there 
was a more hierarchical structure whereas Arla emphasized participation and the right to 
be consulted to a greater extent. This, however, is a process under change and the new 
leadership behavior is melding the two organizations together, and more emphasis is put 
on participation. The new intention is to involve the employees more in the decision-
making, and to use goal control rather than activity control. 
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During the past years after the merger, the senior management together with other 
management groups has developed guidelines of preferred leadership behavior within the 
organization. There has been an ongoing process where they have been discussing what 
and how things can be formulated and communicated in order to make both sides to 
understand each other. Common “value-words” that mean the same for everyone have 
been created and spread in the organization.  
 
Communication 
Communication was also considered an important factor in changing the organizational 
culture. After the senior management had composed common values and a new strategy 
plan for the new organization and its culture, it was communicated to all levels of the 
organization. They considered it important to provide as much information as possible 
about the strategies for the organization. However, as many of the values that were 
developed already existed in the organizations, there were often not specifically 
communicated throughout the organization.  
 
The internal communication within Arla was more open than within MD Foods. This and 
the fact that the organization has grown, has lead to a deteriorated communication 
process. In many situations, there are communication differences between the Swedish 
and Danish employees. Within Arla, communication was performed in all directions, 
while in MD Foods information often had to come from one or the other direction in a 
more controlled manner. This is slowly being changed, and a more open communication 
is currently being implemented. However, as the integration of the culture and the change 
of people’s behavior are taking a long time, this is an ongoing process.  
 
5.1.2 Reaction to change within Arla Foods 
 
The reaction process 
 
The strategic and competitive value of the merger between Arla and MD Foods was 
evident for the involved parties. However, the fusion created major concerns for the 
employees, since they generally did not know what the personal or professional 
consequences would be. During the first months after the decision to merge had been 
made, there was a high degree of uncertainty within the organization, and only the CEO 
of Arla Foods knew what the future would bring about. During those months, a resistant 
behavior developed amongst the employees, which decreased or vanished for most of 
them once they were informed about the situation. However, there was a group of people 
who continued to be reluctant throughout the whole merger process. Despite this, no 
direct performance decrease could be identified amongst the employees. The people who 
were working at the dairies did not resist the changes to a great extent. They were kept 
somewhat separated from the merger, and hence, were not severely affected by it. 
Consequently, there were no obvious production losses in connection with the merger.  
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Factors causing resistance to change 
 
Fear of the unknown 
There were several factors causing resistance at Arla Foods, but the main reason was 
believed to be fear of the unknown. Due to the fact that people were unaware of what the 
consequences would be for the future, this factor was of great concern. According to Arla 
Foods, the fear of the unknown was the foundation of resistance, which included or 
generated all of the other underlying reasons. 
 
Loss of control 
Managers were resistant to a great extent due to loss of control, since several decisions 
were being made without their consent. They seemed to fear loosing their role as an 
active participant in developing the organization, and not being able to influence the 
change outcomes.  
 
Loss of competency  
A fear connected to the duplicity of candidates, mainly for the managerial positions, was 
identified within Arla Foods. Additionally, while the Danish part of the company was 
continuously expanding, there had to be cutbacks in Sweden. Throughout the process, 
virtually no one could feel confident about his or her status in the organization. However, 
there was never a large turnover of employees. The company attempted to maintain its 
competence in some way within the organization. A group of people lost their jobs, and 
some left voluntarily. Mainly managers left the organization, since they were 
disappointed in the effects that the merger had on them personally, or because they 
perceived an inability to adapt to the new organization. Additionally, some left because 
they did not want to be relocated in order to keep their current jobs. Out of the Swedish 
managers who were offered employment at the headquarters, solely 15 people chose to 
relocate themselves to Århus, Denmark. As a consequence of this, Danish managers 
filled the majority of the top positions at Arla Foods. 
 
Force of habit 
None of the changes connected to the merger between Arla and MD Foods could be 
described as effortless to perform. Some changes were specifically challenging to 
introduce, such as altering the colors of the uniforms worn by the workers at the dairies. 
Another issue was the creation of a new common brand and a logotype for Arla Foods. 
People were questioning the motives for some of these changes, and particularly why the 
outcome had to be in a certain way. It was provoking and challenging for the established 
cultures. For example, at Arla, some employees were worried that the former logotype of 
Arla; the Arla cow, would disappear completely. 
 
Another issue that interfered with the force of habit was that the board of directors, as 
well as the whole office in Stockholm, had to be relocated as the headquarters was placed 
in Denmark. The Swedish people were used to gain support for decisions rather quickly 
in Stockholm, but since the entire board moved to Denmark, this procedure became a lot 
more complicated to perform.  
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The differing leadership styles were one of the underlying reasons why some people felt 
unable to adapt and left the organization. As an example, the Danish people were not 
afraid to face conflicts and tended to have a more aggressive approach, while the Swedish 
people, on the other hand, proved to be more sensitive. 
 
Lack of support  
Lack of support was never a perceived cause for resistance. Senior management 
attempted to listen and help employees to cope to the extent possible. They put much 
emphasis on informing, supporting and communicating with the employees, and also to 
make time-limited goals for when the different changes had to be implemented.  
 
Lack of confidence 
People agreed that the merger was a good idea for future prosperity of the organization. 
Additionally, there was a lot of synergy between the organizational cultures in Sweden 
and Denmark, which was believed to facilitate integration. However, problems arose 
anyway, and a “we versus them”- thinking developed, mainly because it was easier to 
hold the “other party” responsible for any possible integration obstacles. There was, for 
instance, some insecurity before the people became acquainted. The language barrier was 
also an issue, since it was hard to understand each other. The prejudice and/or conflicts 
that occurred depended on the national as well as the organizational culture. However, 
the problems were more often than not overcome once the people were able to converse 
and interact. It has to a great extent been a managerial responsibility to unite the 
employees, but the process of overcoming cultural differences has evolved naturally, 
without any particular interference.  The “we and them”- thoughts have decreased 
substantially over the years and Arla Foods attempts to avoid referring to its employees in 
terms of Danish and Swedish people. 
 
Lingering resentment 
Arla Foods did not experience any lingering resentment based on previous experiences. 
The company had performed a number of business consolidations before the merger with 
each other, which had made the employees more flexible and able to cope in a change 
situation.  
 
Appearance of resistance 
 
The influential positions and power structure were significant issues of this merger. 
Reluctance towards the merger mainly arose amongst the managers, since they possessed 
the information, and had to make or execute all the decisions. Additionally, as the change 
was a lot more extensive in Sweden and only about one third of the new organization 
consisted of Swedish people, more resistance was generated among these people.  
 
The attitudes of the employees towards the merger were based on how much, and which 
information they had received. A large part of the group of resistors was only reluctant 
based on the fact that they did not know what was in it for them. A group of employees 
categorized as not able to perform the changes did not appear, as the organization 
provided all kinds of preparations for change and support for the employees. Some of the 
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resistors were not willing to perform the changes. However, there was no active 
resistance to the change, or people who openly worked against the organization through 
protests or demonstrations. Resistance appeared in a more passive sense, and concerned 
the changes related to new rules in a new environment, as well as affected career 
situations. 
 
Managing resistance 
 
Arla Foods learned that it is important not to neglect seemingly easy changes and not to 
ignore resistance. At a rather early stage after the merger, Arla Foods realized that it had 
underestimated the differences between the cultures, which caused conflicts and resulted 
in a re-evaluation. Values and manners had to be analyzed and described in order to 
establish the real differences between the cultures and how to overcome potential 
problems connected to them.  
 
The members of the senior management team attempted to listen and support the 
personnel, and provide them with the help that they required. As an example, when 
people revealed symptoms of stress, external consultants were brought in to help. The 
company also arranged extensive preparation work with the employees. The Danish 
people were invited over to participate in seminars and information sessions about Arla 
and vice versa. Additionally, consultants were asked to discuss cultural difficulties and 
general differences between Danish and Swedish people. All employees were asked to 
consider what a change meant to them and how they reacted to it. Managers tried to 
convince the employees, provide arguments and explain the background of the changes 
and why it was necessary. Throughout the process, the company put much effort in 
informing and providing everyone with material, especially the employees who were 
expected to be affected the most by the changes. 
 
Concerning positive aspects of resistance, Arla Foods considered it helpful that people 
reacted and expressed their opinions, since it enabled openness within the company. The 
company realized that it was important to pay attention to the employees, since there is 
always a reason why people resist change, even if it is mostly due to personal concerns. 
Additionally, the employees often had good ideas, which created discussions, and 
ultimately it led to better decisions. 
 
5.1.3 Factors significant for integration of organizational culture within 

Arla Foods 
 
Program for cultural change  
 
Arla Foods did not utilize a standardized integration plan, since it believes that the 
uniqueness of each merger does not allow the process to be standardized. However, the 
company had an approximate plan, which concerned the different processes, such as 
financial system and human resources department.  
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Time-scale for the integration 
Arla Foods had an approximate time plan, which concerned the different processes, such 
as the financial system and the human resources department. The main goal of unifying 
these entities was to create one Arla Foods, and thus, be able to reach economies of scale 
at a global level. The integration of culture is considered to be a continuous process, and 
the company estimates that the general level of adaptation is currently at 70 percent. 
However, at some levels, especially at local divisions, the culture might not be adapted at 
all. 
 
The role of management  
 
At an early stage, a project group consisting of economists, legal experts and HR 
personnel from both Sweden and Denmark was appointed. This group, together with 
representatives from the senior management from each company, had the responsibility 
to plan the constitution of the new organization, such as applying different posts within 
the company, and setting up strategies, shared goals and agreements for the future. The 
project group was not responsible for the integration of culture instead the senior 
management and the HR-department had the responsibility for the integration of the 
culture. In order to create a new organizational culture, they had several meetings where 
leadership styles and desired behavior were discussed and agreed upon. These initial 
meetings created a platform for the development of leadership styles and for example 
what the leadership training offered should include. Additionally, there were discussions 
regarding values and content, and the interpretation of these concepts became the core of 
the organizational culture. Surprisingly, many of the values that Arla Foods stands for 
were represented in the two former organizations as well.  
 
When developing a strategy, which in Arla Foods’ case was the business plan for the 
future, the vision regarding the relation to employees and managers was a part of the 
planning. The company did not experience any decisive conflict between the strategies 
and the organizational culture, since these were linked together at an initial planning 
stage.  The synergy between the Danish and Swedish company had a high potential, 
which the new organization took advantage of to enhance the cultural integration.  
 
Integration of the management was an implicit process resulting from interaction during 
meetings, where focus was on work and development of the organization and not 
specifically on the integration of management. The major success factor behind the 
merger between Arla and MD Foods was that the initial integration of the senior 
management was successful. Arla Foods compared the integration process with a zipper, 
where the senior management represented its fastener. To be able to integrate the whole 
organization, the initial phase was crucial. 
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Success factors for integration of organizational culture in mergers 
 
Shared vision 
A general vision, or purpose was formulated, however as a foundation for the new 
organization, and not specifically the organizational culture. On the other hand, Arla 
Foods created separate divisional visions that applied to leadership and employees, and 
how they should relate to each other. Thus, that can be seen as a part of what formed the 
organizational culture within the company. 
 
Communication 
During and after the merger, the company focused on providing information regarding 
the merger. Arla Foods invested a lot of resources in the communication process. The 
regular information meetings were particularly important. For these meetings, all the 
dairy managers were invited to the head quarters and provided with information and 
material, which they were supposed to forward to their personnel. The general strategy 
was to provide the employees with as much information as possible. Informal 
communication with employees at both individual and departmental level was not 
emphasized at all. Arla Foods had no specific communication plan or campaign regarding 
the organizational culture. The division managers together with the HR-department 
decided that the communication and implementation of the new culture was each 
manager’s responsibility. The leadership programs for managers, secured that they 
communicated the desired values, norms and behavior throughout the organization.  
 
Involvement 
The level of commitment amongst the managers determined involvement of employees 
within the organization.  Involvement was a management responsibility, and many 
managers had individual meetings with the employees, as one way of increasing the 
involvement. Arla Foods also arranged regular meetings for the different divisions. 
Moreover, another way of increasing the involvement was by allowing individuals, as 
well as groups, to participate in the overall activities.  
 
Legitimization 
In order to legitimize the change of culture, senior management made it clear that the old 
way of doing things had been satisfactory until a certain point of time. However, the 
challenges in the future changed as the new organization created other demands. As a 
result, managers as well as employees accepted that, in order to meet these requirements, 
new general principles for the organization had to be laid down. 
 
Clear goals 
Arla Foods did not develop short-term goals in connection with the merger. 
 
Training 
Training of the managers regarding each organization’s and country’s culture was 
conducted during seminars by an external consultant, who discussed cultural changes and 
differences. Moreover, since the headquarters was placed in Denmark, the managers from 
Denmark visited the head quarter in Stockholm and informed them about MD Foods. The 
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main training, however, was accomplished in programs involving leadership 
development, where each manager evaluated his/her own leadership style followed by a 
discussion regarding what leadership style that should be emphasized within Arla Foods. 
Consequently, the differences in the methods used were raised, which clarified the 
cultural distinctions. Moreover, during these meetings, managers discussed how 
problems, such as harassment, stress or sick reporting should be dealt with, and thereby 
how a culture that hopefully reduces these problems could be created. Training and 
seminars were only offered to managers, since they were most affected by the changes in 
culture.  
  
Trust 
The norms of the two organizations were rather similar, and thus did not create a problem 
when integrating the companies. The leadership styles did differ, however, more on an 
individual level. Arla Foods believed that shared norms, since it resulted in conforming 
behavior in the organization, produced increased trust. 
 
Initially the project group set up general business goals, which required that people from 
both prior organizations did their job. Creating shared goals was, however, not primarily 
done to further trust, although Arla Foods agree that it indirectly might.  
 
In order to monitor how the integration process is developing, Arla Foods had an annual 
survey, which is handed out to all employees within the organization. By having a kind of 
regular dialogue the company regularly received feedback on their decisions and how 
employees perceived them and thereby trust was created. The underlying base of the 
study included questions about leadership, participation and the interrelationship between 
these factors and the employees. Parameters that were measured were faith in managers, 
satisfaction with work situation, competence development, responsibility, involvement 
and understanding of the activity. These parameters were measured at different levels, 
which were the own workplace, the division, and the entire Arla Foods. Moreover, the 
results of the survey showed that during the period when the company expanded as a 
consequence of the merger, the perceived trustworthiness of the company decreased. In 
order to increase the trust in the company, a key factor was to make employees more 
involved in the decision-making process.  
 
Arla Foods does not believe that preparing for conflict resolution is possible, since one 
can not in beforehand be aware of the circumstances resulting in a conflict. 
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5.2 Case Two: Stora Enso 
 
Stora Enso is an integrated paper, packaging and forest products company producing 
publication and fine papers, packaging boards and wood products, areas in which the 
organization is a global market leader. The company has about 44 000 employees in more 
than 40 countries, with it’s headquarter located in London. Stora Enso serves its mainly 
business-to-business customers through its own global sales and marketing network. The 
customers are large and small publishers; printing houses and merchants; as well as the 
packaging, joinery and construction industries worldwide and the main markets are 
Europe, North America and Asia where the Group also has production facilities. The 
strategic goal is to, through profitable growth generated by targeted capital expenditure, 
mergers and acquisitions, world-class facilities and excellent management recourses, 
increase the value of the company. (Stora Enso, 2004) 
 

 
(The Stora Enso logotype, source: Stora Enso, 2004) 

 
In January 1999 the new organization Stora Enso Oyj (from here on referred to as Stora 
Enso) was grounded after the merger between Swedish Stora and Finnish Enso had been 
first announced in the early summer of 1998 and thereafter had been authorized by the 
European Union. Both Stora and Enso had a long history of previously performed 
mergers and acquisitions. The companies had acquired or joined smaller companies, 
during many years, in order to grow and increase the value of the company. Between 
1988 and 1998 Enso had completed 4-5 large mergers and Stora had acquired a number 
of smaller companies with a total number of 60 000 employees since 1983. Stora Enso 
has a strict policy regarding mergers and acquisition. A merger or acquisition must 
support the core business, provide synergies for production and customers, improve asset 
quality and competitiveness, and be in accordance with the attitude of the market. (Stora 
Enso, 2004) 
 
The respondents of this study were active participants in the merger. Mr. Lars-Gunnar 
Almryd is the senior vice president, of transport and distribution. Before and during the 
merger, he worked as a production manager at Hylte Mill in Sweden. Mr. Christer Ågren 
is the executive vice president of corporate human resources & total quality management. 
Prior to the merger, he was the human resource manager for Stora, but with no 
responsibility for TQM.  
 
5.2.1 Creating cultural change within Stora Enso 
 
Cultural approach 
 
The history of Stora and Enso with several mergers or acquisitions has turned the 
company into an extended network of cultures that have grown together for each change, 
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merger or acquisition it has performed. Historically, there has not just been one single 
organizational culture that has developed in the organization. The main intention with the 
merger in 1999, however, was to create a new unified organizational culture, taking the 
best parts from each company. Some parts of the organizational culture were taken from 
one or the other company, whereas some other parts emerged from the joint discussion.  
 
As the organization has grown to the size it has today, the management levels of the 
organization has, to a much greater extent, been affected by the change of organizational 
culture than the employees in the different saw and paper mills. In fact, about 80 percent 
of the employees are not severely affected. Therefore, the effort has been put on creating 
a well working climate and organizational culture for the 1000 highest managers, who are 
dramatically affected by the merger in their day-to-day business. In meetings with 
management groups from both organizations the mission, vision and values were 
formulated, which created the foundation for the new organizational culture. These 
formulations have thereafter been spread throughout the organization.  
 
Due to the history with many completed mergers and acquisitions, the merger in 1999 
can be described as very successful. After the merger, Stora Enso put a lot of effort on 
surveying the situation in 1998 and thereafter, it has continued to follow up and establish 
strengths and weaknesses of the organization. This has produced a good picture of the 
integration process and how it has been perceived in reality.  
 
Changes in the organizational culture 
 
Rules and policies 
Both Stora and Enso had a similar idea about how business should be conducted, thus, 
the rules and policies of the new organization did not have to be dramatically changed. 
However, a lot of effort was put on going through all policies and agreeing on which of 
them that should be applied in the new organizations, in order to promote the 
development of a better and common organizational culture. 
 
Rewards and recognition 
The companies had different reward system in the different countries and these have not 
been changed. On the other hand, a new philosophy for wages, bonuses and long-term 
incentives was established and integrated. A bonus program, used by Enso was 
redesigned and integrated into the whole organization and is today covering 90 percent of 
the employees. 
 
Staffing and selection 
During a hectic first month, the organizational structure was settled. In order to find the 
most appropriate and skilled senior management, a group of 3-4 managers together with 
external consultants was appointed to produce a proposal of the 20 highest management 
positions. The selected manager for each division, together with the respective manager 
from the other company, thereafter made a proposal to an appointed committee, of how 
the whole division should be staffed. This process concerned about the highest 1000-
1500 employees within the organization. In those cases where they disagreed, the 
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committee made the decisions after having heard both arguments. This was done in order 
to have as objective employment process as possible.  
 
Training and development 
Stora Enso has individual training and development programs for their employees. In 
annual employee conversations an individual plan is discussed and developed. 
Development programs for all leaders were performed in order to make the Swedish and 
Finnish parts understand the characteristics, qualities and peculiarities of each other, and 
how the new organization should be managed. 
 
Leadership behavior 
The most important parts of the new organizational culture are management behavior and 
to quickly appoint the management group for the new business. Therefore, emphasis was 
put on formulating joint leadership policies concerning what is expected from a good 
leader. This is seen as important, as the managers and leaders are the ones who decide 
and make sure that a new organizational culture can be realized. It is important that the 
leaders practice what they preach, since no culture will be changed if examples are not 
followed. Furthermore, the policies were implemented on all levels, including the middle 
management levels and the senior management. The senior management then tried to be 
clear about the policies and to correct people who were not following the new changes. 
 
The leaders from both companies had the same idea in general about how business should 
be conducted, but the decision making process was relatively different in the two 
organizations. It followed to a great extent the national characteristics, typical for Sweden 
and Finland. The decision making process within Stora was slower; more consensus-
oriented and involved more preparation and investigation before a decision was made. In 
Enso, on the other hand, the decision-making was performed more rapidly. The Finnish 
people did not discuss as much in group before a decision was made, and they did not 
necessary gain approval for a decision on beforehand. At the same time, they were more 
willing to change a decision that did not work out well.  
 
Today, the decision making process is a mixture between the Swedish and Finnish style, 
where the process is not as long as it was within Stora, but involves more investigations 
than it did within Enso. The organization has subconsciously found a balance accepted by 
everyone, with some models adopted from Stora and some from Enso. 
 
Communication 
As the organization has grown, the communication style has been altered both in a 
positive and negative way. A structured information strategy has been developed in order 
for the company to better spread information throughout the organization in a more 
organized way. At the same time, the informal and personal communication has 
deteriorated, since it was hard to reach all levels of the organization with the same 
information. The communication is open and free to the extent possible. Formal 
information via intranet and newspapers has been developed and become more 
structured, focusing on the cultural differences between the countries, and to 
communicate them to all employees. The employees want to have close contact, and 
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often prefer face-to-face communication with the managers. Therefore, this is 
emphasized and conducted as far as it is possible by the organization. 
 
The Finnish government formerly owned Enso, while Stora was a private owned 
company. This has influenced the organizational structure of the former companies. The 
personnel in Stora worked more independently and had more responsibility than the 
employees from Enso.  
 
5.2.2 Reaction to change within Stora Enso 
 
The reaction process 
 
The employees had an overall positive attitude towards the actual merger between Stora 
and Enso, as they seemed to realize that the changes could be advantageous for the 
organization. However, resistance occurred based on personal concerns. Generally, the 
employees appeared to undergo a kind of reaction process, where they initially were very 
focused on themselves, and making sure that the merger effects would not affect them 
negatively. The reaction within different groups varied, though. At the production level 
for instance, many people remained relatively unaffected, so they were less concerned 
with the changes. All in all, the company did not experience any performance or 
productivity losses connected to the merger. The overall attitude amongst the most of the 
hesitant employees developed in a positive way over time, as they recognized the 
successes that Stora Enso achieved. People started to see the positive sides, and became 
excited about the new organization.  
 
Factors causing resistance to change 
 
Fear of the unknown 
Fear of the unknown appeared to be a significant source of resistance for the employees 
of Stora Enso. People became anxious, since the merger caused an increased risk 
exposure for which the consequences could not be foreseen.  
 
Loss of control 
The fear of loosing control over the decision-making and ability to affect the outcomes of 
the changes caused some apprehension within the organization. A general difference 
though, was that while it made the Swedish people distressed that decisions were made 
without their consent, many of their Finnish colleagues did not even expect to be 
involved. 
 
Loss of competency  
A vital concern after the fusion between Stora and Enso was the duplicity of managers. 
Although both candidates were considered for each position, the Finnish managers 
managed to obtain most of the top positions. The people at Stora authorized the 
management positions to the Finnish people reluctantly. However, they also realized that 
the Finnish managers were better suited for general management. The Finnish managers 
had a broader range of experience from different business areas, and also from different 
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countries. In contrast, the workers in Sweden had mainly focused on a certain role and 
advancing within that specific area, without really gaining any experience within other 
areas than their own. Despite the supremacy within the management group, the Finnish 
culture did not consequently dominate the new organization. Regardless of the outcome, 
most employees were satisfied with their career situation after the merger, and 
exceptionally few left the new organization. At the management level, most people 
remained, and the vast majority gained tailor-made roles within the company, if their 
former jobs were lost.  
 
Force of habit 
As resistance was mainly a consequence of encountering another way of behaving or 
making decisions, it also interfered with the force of habit. Several differences in 
behavior could be identified concerning decision-making and leadership roles. The 
concern was that the different people were used to different procedures and ways for 
working, and it was hard to establish which way will be most efficient or better. Swedish 
people demanded involvement in decision-making, while their Finnish colleagues did not 
even expect to be consulted. Furthermore, the Swedish people would sometimes avoid 
take a conflict; while the Finnish people would not hesitate to object to the matters they 
disapproved of.  
 
The changes that appeared least provoking for the employees were the general decisions, 
such as formulating vision, mission, values and policy- descriptions, issues that are solely 
dealt with by the senior management group. The more the changes interfered with the 
daily routines, the more resistance they generated. People proved to be very nostalgic 
about matters such as their uniforms in the factories, and they could not bear to be forced 
to wear a different outfit.  
 
Lack of support  
Lack of support was considered important, however, not believed to cause resistance 
within Stora Enso. The senior managers identified and located resistance amongst the 
employees by demanding feedback from them. Based on the answers of the employees, 
different actions were then performed in order to support them, such as increased 
communication.  
 
Lack of confidence 
The overall attitude towards the merger itself was positive, but personal concerns and 
colliding cultural differences affected employees somewhat negatively. A “we and 
them”- thinking occurred. The obstacles that occurred were a consequence of different 
nationalities, organizational cultures, and/or simply individuals insisting that their way 
was the best. The cultural concerns were based upon the expected stereotypes of Swedish 
and Finnish people, for instance that Swedish people only talk and talk and never make 
decisions, while on the contrary, Finnish people make decisions without analyzing the 
situation. As in the prior fusions that Stora and Enso had performed over the years, “we 
versus them” barriers already existed internationally, nationally, and also locally within 
the company. The mergers always seemed to leave the integration of employees one step 
behind. In this case, when Stora and Enso merged, the former “we and them”- thinking 
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between Stora and their latest purchased German organization, suddenly vanished and 
brought those two entities together. Instead, the Swedish people and the Germans formed 
a “we” group against the Finnish people. Ultimately, Stora Enso has grown stronger with 
each executed change, and it has united the formerly unwilling cultures as a reaction to 
the new changes. The personnel initially wanted to revert to the former situation, but the 
issues were more often than not overcome with new changes. In the current situation, the 
vast majority of the employees would not be able to imagine returning to the way things 
were before Stora and Enso merged. 
 
Lingering resentment 
Lingering resentment was not an issue for Stora Enso. The overall positive attitude 
amongst employees was believed to be based on the fact that many employees both in 
Sweden and Finland were very open-minded individuals. Additionally, both of the 
formerly separate companies Stora and Enso had performed a number of other fusions 
before the merger with each other, which assisted in making employees more flexible 
concerning change. 
 
Appearance of resistance 
 
The resistance occurred mainly at lower management level and upwards. These people 
possessed more information, and were therefore more likely to question how the 
organization could make things work as an entity. Before the merger, the about 600 
managers were asked to consulted regarding a potential fusion. Most of them agreed on 
the benefits in terms of competitive advantages, but a genuine anxiety arose concerning 
how to manage together considering the cultural differences. 
 
Two levels of resistors could be identified within the company. The first group of people 
resisted the changes mainly due to lack of knowledge. The majority of these people 
changed their attitudes towards the merger as they learned about the advantages that it 
would bring about. The second group of resistors was informed but unwilling to execute 
the changes. The cases of active resistance within this group were few, but they occurred 
in the same way both within Stora as well as Enso. People refused to apply new rules or 
manners and demonstrated their lack of interest to cooperate with their new colleagues by 
only inviting former colleagues, or at least natives, to work in their teams. This behavior 
was intolerable for the organization, and the people it involved were almost immediately 
confronted and asked to seek employment elsewhere. Active resistance was also 
identified through expressed discontent and argumentation at different meetings. 
Whenever an integration problem occurred, these resistors called attention to it, and it 
appeared to strengthen their resistance further. Stora Enso did not identify any group that 
resisted based on lack of ability to perform the changes. 
 
Managing resistance 
 
Thanks to a performed investigation amongst the managers prior to the merger, senior 
management was able to establish an integration plan that emphasized cultural issues and 
enhanced the success. In order to overcome resistance to change, all the tools for 



 
CASE STUDIES 

 

56 

improving integration were applied, such as increased communication and providing 
hands-on management. Training and development programs for managers were provided, 
since the success of the integration to a great extent depended on them. Managers had to 
be clear and structured and show confidence towards the employees, in order to convince 
them that the changes were positive. Stora Enso formulated its mission, vision and values 
at an early stage, so that the employees would know it wanted to represent. The company 
managed to succeed together by working really hard to gain control of any minor issue. 
The company aimed to always find, identify and solve obstacles as they evolved, partly 
by demanding feedback from the personnel.  
 
The resistance to change in connection with the merger between Stora and Enso was 
considered to contribute with some positive aspects. The fact that people did not agree to 
every decision made by management, ultimately lead to a better process, and more ideas 
to consider. Stora Enso views a merger as a learning process, which can be instructive 
and lead to future success and knowledge if it is utilized in the best possible way. 
 
5.2.3 Factors significant for integration of organizational culture within 

Stora Enso  
 
Program for cultural change 
 
Stora Enso did not utilize a standardized integration plan. The company believed that 
preparing the processes of each possible merger would be very time consuming and most 
likely done in vain, if the merger would not with certainty take place. Moreover, the 
uniqueness of each specific case in the past had made it difficult to construct a 
standardized plan. Furthermore, Stora Enso did not have a corporate culture that 
emphasized preparation to a large extent; instead it claimed to have a very broad 
competency within the company, which made it prepared to handle the questions and 
problems that arose in connection with the merger. Moreover, the company did not 
believe that conflict resolutions could be decided upon in advance; instead conflicts 
should be solved as they evolve.  
 
Time-scale for the integration 
A specific time plan regarding the integration process of the entire organization did not 
exist, due to the fact that each unit and function within the company had different 
requirements. Setting a time frame was more of an upward than downward process. Each 
function was supposed to make its own planning of the time frame, which thereafter had 
to be approved by the senior management. The integration of culture is seen as a process 
that never ends and new issues will always occur, which has to be considered as they 
evolve. 
 
The role of management  
 
Firstly an integration team was created, which included three executives from each 
company and two external consultants. Their main responsibility was to plan the merger 
process, including the cultural integration. The key tasks of the external consultants were 
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to participate in the planning process and provide an objective viewpoint for the 
integration team. The creation of the new culture and the actual integration was, however, 
conducted internally, since Stora Enso had a lot of competence and experience within 
these areas. The planning process included creating strategies, clarifying the goals of the 
organization and applying positions. The team also decided which of the sales units from 
the two former organizations that would remain.  
 
There were no major conflicts between the strategy and the organizational culture, since 
the senior management was responsible for both tasks. This enabled them to more easily 
create a strategy and culture that supported each other. Integration of the senior 
management within Stora Enso was effortless, mainly because of the fact that the two 
former companies had the same view on how business should be conducted, although 
leadership style differed. In order to integrate and build trust within the senior 
management, the integration process was initiated with a first meeting at the small island, 
Åland, located between Finland and Sweden. Ever since then, the organization has 
invested much time in regular meetings, although the members of the senior management 
are located far away from each other. 
 
Success factors for integration of organizational culture in mergers 
 
Shared vision 
The core of the organizational culture and the engine behind the integration in Stora Enso 
was the mission, vision and values. These created a platform for all employees, as they 
constituted the norms within the company. Creating a new organizational culture was a 
management responsibility, and management also had to be the driving force behind the 
development of the organizational culture. After the appointed group had completed the 
mission, vision and values, these were launched to the top 150 managers of the company. 
Their responsibility was to communicate this to their own department, with assistance 
from the HR department.   
 
Communication 
The goal of the communication plan was to provide all employees with as much 
information as possible, as quickly as possible. The major part of the communication 
included general information regarding the merger process; however the organizational 
culture was also part of the process. Stora Enso especially pointed out the importance of 
communicating although the message was that no important decisions had been made. 
Communication was also conducted informally, by talking to employees as well as whole 
departments, and finding out how they perceived the integration process.  
 
Involvement 
When Stora Enso developed the vision, mission and values, this included involvement of 
ten top managers in cooperation with the 100 highest managers and a number of sales 
units, paper and saw mills. The employees were asked about their opinion regarding the 
stated mission, vision and values. Thereafter, the data was compiled and the mission, 
vision and values were approved by the senior management.  
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Legitimization 
In order to legitimize the change of culture, the senior management had a clear strategy. 
First of all, the fact that the stated vision was quite demanding made the need for change 
logic. Moreover, in connection to the vision, key success factors were stated, which 
further strengthened the motivation for cultural change. Consequently, employees 
accepted the fact that Stora Enso represented a new company, and that the old way of 
doing things was no longer sufficient. 
 
Clear goals 
Stora Enso also developed short-term goals in connection to the merger, which included 
that each Swedish divisional manager should, together with his Finnish counterpart, start 
to set up strategies for the future division in the new organization. As a result, the 
managers immediately knew what to do in the next future. This was considered to create 
the best possible organization. 
 
Training 
In order to increase the understanding of the different national and organizational 
cultures, seminars were held by external consultants. The company staff magazine 
“Global” was also utilized, where information regarding, for instance, cultural differences 
between the two former organizations, was published in order to broaden the knowledge 
and understanding of different cultures. Training programs were offered at different 
levels in the organization, all aiming to increase the understanding of cultures.  
 
Trust 
The mission, vision and values, created a platform for all employees, as they constituted 
the norms within the company. It was not mentioned as a trust building factor, rather as a 
factor that made the organization more united.  
 
In the initial planning phase general, shared goals for the entire organization were 
created. Moreover, as soon as the integration process had begun, Stora Enso decided that 
each Swedish divisional manager should together with his Finnish counterpart set up the 
strategies and goals for the future division in the new organization. Having shared goals 
was considered to indirectly foster trust between the two organizations.  
 
In order to facilitate the trust between the managers, Stora Enso arranged annual meetings 
with the 200-300 top managers, where the senior management was present to 
communicate and have a regular dialogue. Transparency within management was 
mentioned as one of the success factors of the merger between Stora and Enso.  
 
Stora Enso invested much time in monitoring the progress of the integration process, and 
that was considered to be one of the success factors of the organization. Interviews and 
questionnaires were the major data collection methods. However, hard facts, such as 
employee turnover among the higher managers were also considered. Prior to the 
approval of the merger by the European Union, Stora Enso conducted a survey regarding 
the values and attitudes of the managers. With this study as a basis, the company made 
annual value and attitude surveys, in order to investigate how the integration process was 
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proceeding. The main goal was to investigate if the communication of the mission, vision 
and values had reached out and been adopted. Indirectly, trust was also built by the use of 
monitoring.  
 
The first survey revealed that almost no differences between the individual perceptions 
existed. However, depending on whether the manager had worked for Stora or Enso, the 
results made an enormous difference. One and a half years after the integrating process 
began though, the managers’ company background did not affect the result at all. The 
major part of the monitoring has been conduced among higher-level managers, since the 
merger mostly affected their positions.  
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6 ANALYSIS 
 
In this chapter the empirical data outlined in chapter five will be compared to the 
theories presented in the conceptual framework. Firstly, the data will be further reduced 
through within-case analyses, comparing each case to studies on the topic. Thereafter, 
the reduced data will be displayed through the use of cross-case analysis where the two 
cases will be compared with each other. In order to be clearer, the analysis of each 
research question will contain two tables followed by a discussion. 
 
 
6.1 Within-case Analysis of Arla Foods 
 
In this section, the empirical data gathered in case one, Arla Foods, will be analyzed 
against the concepts outlined in the conceptual framework. Firstly, information about 
changes required in the merger will be put forth, followed by problems connected to how 
people perceive the change. Finally, factors significant in integrating organizational 
culture following mergers will be described.  
 
6.1.1 Creating cultural change in mergers 
 
Cultural approach 
 
Table 6.1 gives an overview of how the empirical data from Arla Foods corresponds with 
Habeck et al. (2000) theory of selecting cultural approach.  
 
Table 6.1: Cultural approach 

 
Cultural approach  

 
Corresponds with theory 

Cultural imposition No 
Separate culture Partly 
Compound culture Yes 

 
SOURCE: Authors’ own construction 
 
Arla Foods main intention with the merger was to create one common organizational 
culture. Two different cultures existed within Arla and MD Foods, and the goal was to 
take the advantage and the strengths of both companies, and create a new and better 
culture together. This corresponds with Habeck et al. (2000) approach creating a 
compound culture, which is described as the most difficult but also the most valuable 
approach for creating an organizational culture after a merger.  
 
Due to the size and the organizational structure of the company, the integration has 
however, almost only taken place in the different higher divisions, leaving the dairies 
relatively unaffected. However, as the mission, vision and values of the company are 
constantly being spread; the organizational culture is slowly being integrated more and 
more in all parts of the organization. This corresponds partly with Habeck et al. (2000) 
approach remain cultures separate, since parts of the organizational culture is integrated 
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at a lower pace. The authors claim that, as an alternative approach to remaining cultures 
separate, cultures can be allowed to grow together at their own pace, since it is less 
traumatic and risky. 
 
Changes in the organizational culture 
 
Table 6.2 gives an overview over how the empirical data from Arla Foods corresponds 
with the theory by Galpin and Herndon (2000), and which parts within the organizational 
culture that had to be changed in connection with the merger. 
 
Table 6.2: Changes in the organizational culture 

 
Changes in the organizational culture 

Corresponds  
with theory 

Changes  
within Arla Foods 

Rules and policies Partly In some areas 
Rewards and recognition Partly In some areas 
Staffing and selection Yes Yes 
Training and development Partly Yes 
Leadership behavior Partly Yes 
Communication Yes Yes 

 
SOURCE: Authors’ own construction 
 
Rules and policies 
The policies did not have to be severely changed, since they were quite similar in both 
companies and many of them were built on values and norms that apply for people in 
general. Arla Foods attempted to implement common policies for the entire organization, 
but with local applications where it was needed. This corresponds partly with Galpin and 
Herndon (2000) who claim that common rules and policies need to be defined in order to 
drive the new business and influence the development of the desired culture. 
 
Rewards and recognition 
The general reward systems for the employees have been kept, as they are of national 
character and do not necessarily need to be combined. However, a common reward 
system for top managers within Arla Foods is currently being developed. This is 
important according to Galpin and Herndon (2000) who state that rewards and 
recognition have to be classified in order to benefit the desired culture.  
 
Staffing and selection 
Re-staffing amongst the managers was needed, as they were most affected by the 
changes. The strategy was to offer the different positions to the most skilled and 
competent people from Arla and MD Foods. Galpin and Herndon (2000) also point out 
that, the staffing and selection strategies should be designed to identify, hire, and promote 
people who embody the strategy and desired culture of the new organization. However, 
this was not always possible, since some of the Swedish managers, lacked the ability or 
will to move to the new head quarter. Galpin and Herndon (2000) verify that many 
organizations may fail to perform effective staffing for the post-merger organization.  
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Training and development 
Training and development of personnel was only performed on management level as a 
part of communicating and integrating the organizational culture. The development 
programs are under construction, and are still not fully established. This contradicts to 
Galpin and Herndon (2000), who state that training and development should be provided 
in every unit of the organization. It is however, in accordance with the authors’ statement 
that training and development should be designed in order to provide consistent support 
to the business strategy and the establishment of the new culture. 
 
Leadership behavior 
In order to quickly meld the two organizations together, a common leadership philosophy 
for the managers within Arla Foods was developed directly after the merger. This was 
done since the company believed that the best way to implement a common culture was 
via the managers. This is in accordance with Galpin and Herndon (2000) who state that 
the early establishment of management is necessary and it should influence the 
organizational culture and attempt to create, maintain or change it to improve the 
performance. Arla Foods did not have a special “merger manager”, responsible for the 
merger, instead this was managed by the senior management. This contradicts Galpin and 
Herndon (2000), who state that a “merger manager” who is in charge of the integration 
and defining clear lines of authority can ease the politics and generate a faster movement 
back to business. 
 
The leadership styles within Arla and MD Foods differed to some extent. In the new 
leadership philosophy, however, a new leadership style that both parts agreed on, was 
developed in order to drive the business strategy and the new culture forward in the best 
way possible. This corresponds with Galpin and Herndon (2000) who claim that the 
leadership should be developed to enable the organization and its culture to evolve in a 
desired way.  
 
Communication 
As Arla Foods grew, the communication process deteriorated, but the company is striving 
to achieve a more open communication, which according to Galpin and Herndon (2000) 
is essential in order to clarify expectations and to reduce uncertainty.  
 
6.1.2 Employee reaction to change in mergers 
 
In Table 6.3, an overview of the topics brought up in this analysis, and how they 
correspond with, or deviate from theory will be provided: 
 
Table 6.3: Employee reaction to change 

 
Employee reaction to change 

 
Corresponds with theory 

The reaction process Partly 
Factors causing resistance Partly 
Appearance of resistance Partly 
Managing resistance Yes 

 
SOURCE: Authors’ own construction 
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The reaction process 
 
The merger brought about a mixture of feelings amongst the employees. A resistant 
behavior developed, which decreased for the majority of them as they were informed 
about the situation. This is in line with Cartwright and Cooper (1996) who describe 
employee reaction as a process that people go through in connection with mergers, 
involving initial denial or resentment of the changes, but which ends up in acceptance 
and even approval. After the merger was announced, there was a lot of insecurity within 
the organization, and the employees were challenged to find out what the consequences 
of the changes would be for them personally. This confirms Marks (1997) theory that a 
normal reaction amongst employees is increased self-interest and becoming pre-occupied 
with how the change will affect them personally. Despite this distraction, Arla Foods did 
not experience any production losses or direct performance decreases in connection with 
the merger. This contradicts the statement by Galpin and Herndon (2000) that 
productivity, morale, and performance almost always decline during a time of change.  
 
Factors causing resistance to change 
 
In order to make the theory by Mabin et al. (2001) more comprehensible and easy to 
follow, an overview of the different factors claimed to cause resistance to change are 
listed and compared with the empirical data in Table 6.4. The table will show if the 
factors were perceived to cause resistance at Arla Foods, and in that case, if the empirical 
description corresponded with theory. 
 
Table 6.4: Factors causing resistance to change 

Factors causing  
resistance to change 

Causes resistance  
at Arla Foods 

 
Corresponds with theory 

Fear of the unknown Yes Yes 
Loss of control Yes Yes 
Loss of competency Yes Yes 
Force of  habit  Yes Partly 
Lack of support No --- 
Lack of confidence Partly Partly 
Lingering resentment No --- 

 
SOURCE: Authors’ own construction 
 
Fear of the unknown 
It was mainly fear of the unknown that was causing resistance, since people did not know 
what the consequences of the merger would be. This verifies Mabin et al.’s (2001) 
statement, that this is a natural reaction, when feeling that you do not know what is going 
on and what will happen next.  
 
Loss of control 
Managers were resistant to a great extent due to loss of control, and they were afraid of 
not being able to take an active part of the decision-making and to be able to influence 
the changes. This correspond with Mabin et al. (2001) who explain loss of control as a 
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feeling that the change is being done to you, not by you, resulting in concerns that you 
will have little or no influence on the events taking place.  
 
Loss of competency  
A fear connected to the duplicity of candidates for each position was identified at Arla 
Foods. This is in accordance with Mabin et al. (2001) who state that the possibility of 
losing ones current job is of great concern. Furthermore, it correlates with Cartwright and 
Cooper’s (1996) statement, that mergers involve some employee turnover and 
competency loss, partially due to the duplicity of staff members. There was never a large 
turnover of employees though. A small group of people lost their jobs, and some chose to 
leave voluntarily. The ones who left were mainly managers who on a personal level 
disapproved the effects of the merger, perceived an inability to adapt to the new 
organization, or were unwilling to be relocated. This is in line with Cartwright and 
Cooper (1996), who argue that uncertainty will encourage employees to seek 
employment elsewhere in order to regain control, or due to doubts connected to their 
ability to fit into the new organization.  
 
Force of habit 
Changes that affected daily routines were considered provoking and challenging for the 
established cultures. This agrees with Mabin et al. (2001) who state that employees might 
not like to change the existing ways of doing things. Another difficulty that occurred was 
that the board of directors from the Stockholm office, had to be relocated as the 
headquarters was placed in Denmark. This confirms Cartwright and Cooper (1996) who 
argue that employees can be concerned with issues such as a potential relocation. Mark 
(1997) further state that difficulties that can appear include leadership changes, which 
was the case for Arla Foods. The difference in leadership styles was one of the 
underlying reasons why some people experienced difficulties to adapt and decided to 
leave the organization.  
 
Lack of support  
The senior managers performed different actions to support employees, therefore lack of 
support was not considered to cause resistance. This corresponds to Mabin et al.(2001) 
who argue that lack of support from supervisors may otherwise cause resistance. 
 
Lack of confidence 
The personnel did not doubt the value of the fusion between Arla and MD Foods or what 
it would bring about for the organization. This does not support Mabin et al. (2001) who 
claim that resistance might be a consequence of employees’ lack of confidence that the 
change outcome can improve the current situation. However, a “we versus them”- 
thinking developed within Arla Foods, mainly because it was easier to blame the “other 
party” for any integration obstacles. The prejudice and/or conflicts that evolved depended 
on both national as well as organizational culture. This corresponds with the statement by 
Nguyen and Kleiner (2003), that dealing with new co-workers and supervisors, may 
develop an “us versus them” thinking, where people have minimal confidence for new 
team members. This is in line with Marks (1997) who implies, that there is a natural 
tendency for people to exaggerate the differences between the two companies.  
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Lingering resentment  
Lingering resentment was not an issue for Stora Enso. Both of the formerly separate 
companies Stora and Enso had performed a number of fusions before the merger with 
each other, which assisted in making employees more flexible concerning change. Mabin 
et al. (2001) point out that employees may otherwise be unmanageable because of anger 
over the way they have been treated during past change efforts.  
 
Appearance of resistance 
 
Reluctance towards the merger mainly arose amongst managers, since they possessed the 
information, and had to make or execute the decisions. Additionally, the Swedish people 
who encountered a more extensive change were also slightly more resistant. Pardo del 
Val and Martinez Fuentes (2003) claim that resistance arises at the departments that are 
believed to suffer the most of the change implementation. This partly corresponds, as 
both matters concern the people who are the most affected. 
 
Galpin and Herndon (2000) identify three levels of resistors; the “not knowing”, “not 
able” and the “not willing”. Two of these groups could be found within Arla Foods; the 
“not knowing” and the “not willing”. Galpin and Herndon (2000) state that the first level 
concerns a group of people who resist change because they lack knowledge and 
information. At Arla Foods, the attitudes of some of the employees were based on how 
much information they had received. A large part of the group of resistors changed their 
attitudes once they learned more about the benefits of the merger. The top level 
represents people’s personal reluctance to make the effort to change (Galpin & Herndon, 
2000). According to Potter (2001), resistant employees decide either not to assist the 
change (passive resistance) or choose to actively sabotage the change (active resistance). 
This group was identified at Arla Foods, however, there was no active resistance to the 
change. It was more a kind of passive resistance, and generally the concerns were related 
to applying new rules in a new environment, and affected career situations. The middle 
level, which according to Galpin and Herndon (2000) represents people’s lack of ability 
to perform the tasks made necessary by the merger, could not be found within Arla 
Foods. 
 
Managing resistance 
 
In order to overcome resistance, the senior management attempted to listen and support 
the personnel. The company provided extensive training, such as information sessions 
about the two organizations, cultural- and general differences between Danish and 
Swedish people. Arla Foods put much effort in informing and providing material to 
everyone affected by the changes. This is in accordance with what Galpin and Herndon 
(2000) claim is needed to overcome different issues of the resistance, namely 
communication, training and performance management.  
 
Arla Foods perceived some advantageous aspects connected to resistance. This is in 
accordance with Galpin and Herndon (2000) who imply that resistance does not have to 
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be an indication that something is wrong. Arla Foods perceived resistance positively in 
the sense that people cared and expressed their concerns, and thereby enabled an 
establishment of openness within the company. This created discussions and more 
perspectives, and ultimately led to better decisions. This supports the statement by Mabin 
et al. (2001) that there are several positive factors connected to resistance, such as 
avoiding apathy and group-think. It also provides alternative ideas for consideration and 
more involved people engaged in evaluating the alternatives (ibid) 
 
6.1.3 Factors significant for integration of organizational culture in 

mergers 
 
Program for cultural change 
 
Arla Foods does not have a standardized integration plan, since it believes that the 
uniqueness of each merger does not allow the process to be standardized. However, this 
contradicts Tetenbaum (1995), who claims that a standardized integration plan is a key 
factor in achieving the desired synergies in a union, and integration should, therefore, not 
be improvised.  
 
Table 6.5 gives an overview of the theory by Cartwright and Cooper (1996) regarding a 
program for culture change. The table shows if and how the case company has chosen to 
implement the six elements. The implementation of each element will be briefly 
discussed below and further elaborated in connection to “Success factors for integration 
of organizational culture in mergers”. 
 
Table 6.5: Program for cultural change 

 
Program for cultural change 

 
Used 

Implemented  
by Arla Foods 

An understanding of both cultures Yes 
 

Seminars, leadership 
programs 

Unfreezing of existing cultures Yes Discussion of values and 
leadership styles 

Presentation of positive and realistic view of the future Yes 
 

Legitimization 

Involvement of organizational member Yes 
 

Responsibility of manager 

Realistic time-scale for change or integration No 
 

Never ending process 

Process for monitoring the process of integration Yes 
 

Questionnaires 

 
SOURCE: Authors’ own construction 
 
Although, Arla Foods claims not to have a standardized integration plan, the following 
issues were found comparable with the factors mentioned in the theory above. Arla Foods 
offered seminars and leadership programs to increase the understanding of cultures and 
cultural change. In order to unfreeze the existing cultures, Arla Foods had a discussion in 
the senior management and HR department regarding common values and leadership 
styles. Legitimization was conducted by communicating that the challenges in the future 
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make other demands on how to perform things. Involvement of organizational members 
was a responsibility of managers, and created by their commitment to the individuals 
within the organization. Annual questionnaires have been used to investigate how the 
integration process is proceeding. The integration of culture is considered to be a 
continuous never-ending process.  
 
Table 6.6 describes the role of management and success factors for integration of 
organizational culture and gives an overview of how empirical data from Arla Foods 
corresponds with the theory.  
 
Table 6.6: Factors significant for integration of organizational culture 
 
Factors significant for integration of organizational culture 

 
Corresponds with theory 

Use of integration team Partly 
Integration of senior management Yes 
Conflicting strategy and vision Yes 
Shared vision Yes 
Communication Yes 
Involvement Yes 
Legitimization Yes 
Clear goals  No 
Training Yes 

Shared norms Yes 
Shared goals Yes 
Regular dialogue Partly 
Monitoring compliance/ deviance Partly 
Conflict resolution No 

 
 
Trust 

Involvement New 
 
SOURCE: Authors’ own construction 
 
The role of management  
 
A project group, consisting of representatives from the senior management of each 
company, was responsible for planning how the new organization should be constituted. 
The people responsible for the cultural integration were a separate group, including 
senior management and the HR department, both from the new merged organization. This 
is in accordance with Nguyen and Kleiner (2003) who imply that the companies should 
form an integration team including executives from both organizations. Tetenbaum 
(1995) further claims that the integration team should be assigned with the responsibility 
for overseeing the integration of all administrative, physical, organizational and cultural 
aspects. This is partly in line with theory, since Arla Foods have different groups 
responsible for the merger process and the cultural integration. 
 
Integration of the management was an implicit process resulting from interaction during 
meetings, where the focus was on developing the organization, and not specifically on the 
integration of management. The major success factor behind the integration process was 
that the initial integration of the senior management was successful, which Bijlsma-
Frankema (2001) claims should be emphasized in order to succeed with cultural 



 
ANALYSIS 

 

68 

integration. When developing a strategy, which in Arla Foods case was the business plan 
for the future, organizational culture was a part of the planning. The company has 
therefore not experienced any decisive conflict between the strategies and the 
organizational culture. This supports the statement by Nguyen and Kleiner (2003) who 
claim that the executive team should agree on the strategy and vision, which applies to 
the new business. The empirical data further corresponds with Bijlsma-Frankema (2001), 
who argues that a divided management cannot propose a new external strategy and new 
cultural values that maintain an internal organization that is matching.  
 
Success factors for integration of organizational culture in mergers 
 
Shared vision  
The senior management formulated a general vision as well as separate divisional visions 
for the new organization. This verifies Appelbaum et al.’s (2000b), theory that successful 
mergers are led by CEOs who share a vision of the new organization. In order to create a 
new organizational culture, a group consisting of the senior management and the 
HR-department discussed values, content and interpretation of leadership styles and 
behavior towards and between employees. The outcome of those discussions became the 
core of the organizational culture. This is in accordance with Appelbaum et al. (2000b) 
who state that senior management executives from both companies should have 
discussions considering future vision, goals, values and policies of the new company. 
 
Communication 
During and after the merger, the company focused on providing as much information as 
possible regarding the merger, which correlates with Thach and Nyman (2001), who 
claim that it is necessary to enhance success with cultural integration. The regular 
information meetings were particularly important, as all dairy managers were invited to 
the head quarters and provided with material, which they were supposed to present to 
their personnel. This corresponds with Schraeder and Self’s (2003) recommendation 
regarding steady communication with small departments or individuals one-on-one. Arla 
Foods’ leadership programs secured that the managers communicated the desired norms 
and behavior throughout the organization. This supports the statement by Nguyen and 
Kleiner (2003) that the communication plan must aim to share the vision for the new 
company with employees. Informal communication with employees at both individual 
and departmental level was not emphasized by Arla Foods, which partly contradicts 
Cartwright and Cooper (1996), who stress the importance of informal conversations with 
managers and employees at all levels in order to facilitate the cultural understanding. 
 
Involvement 
At Arla Foods, involvement of employees was a responsibility of managers on all levels, 
and created by the managers’ commitment to the individuals within the organization. 
During the period when the company expanded the trustworthiness of the company 
decreased. In order to increase the trust in the company, a key factor was to make 
employees more involved in the decision-making. This is in line with Shearer et al., 
(2001), who state that employees must feel involved, and that they are useful and 
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important for the organization. Cartwright and Cooper (1996) confirm that employees are 
more likely to be committed to any cultural change if they feel involved. 
 
Legitimization 
In order to legitimize the change of culture, senior management clarified that the 
challenges in the future as a new organization make other demands on how to perform 
things. This was communicated throughout the organization, and the employees accepted 
that new general principles for the organization had to be established. The empirical data 
supports the statement by Bijlsma-Frankema (2001) that legitimization is necessary in 
order to manage the cultural change process, and managers should explain why the old 
way of doing things is not sufficient any more.  
 
Clear goals 
Arla Foods did not develop short-term goals in connection with the merger, which 
Bijlsma-Frankema (2001) implies can otherwise be done to decrease uncertainty about 
the changes.  
 
Training  
Training of the managers regarding each organization and country’s culture was 
conducted during seminars by an external consultant, who discussed cultural change and 
specific differences between the cultures in Denmark and Sweden, and in programs 
involving leadership development. Nguyen and Kleiner (2003) agree that training 
sessions about each partner’s culture and way of doing business can help employees deal 
with the changes associated and further integration of cultures.  
 
Trust 
The norms of the two formerly separate organizations were rather similar, and thus, 
assisted in conforming behavior throughout the organization, which in turn encouraged 
trust. This is in accordance with Bijlsma-Frankema (2001) who point out the importance 
of shared norms, because they bring about clear boundaries between intentions to do 
damage and intentions not to.  
 
Initially, the project group set up general business goals, which required that people from 
both prior organizations performed their tasks. This was, however, not primarily done to 
further trust, although Arla Foods agree that it indirectly might have. This is in line with 
Bijlsma-Frankema (2001) who implies that shared goals may bind parties to cooperative 
behavior and create trust.  
 
In order to measure the development of the integration process, Arla Foods performed an 
annual survey amongst the employees, concerning their perception of different issues. 
This kind of regular dialogue resulted in regular feedback on the decisions made and 
how employees perceived them. The data did not clearly mention if a regular dialogue 
builds trust, and is therefore partly in line with the theory by Bijlsma-Frankema (2001) 
who argues that a regular dialogue brings about trust, based on shared knowledge. The 
author further proposes that monitoring through surveys shows if the party holds on to the 
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agreements and fulfils the expectations of the other, and consequently a reputation of 
trustworthiness is acquired and as a result trust grows.  
 
Arla Foods claims that preparing for conflict resolution is impossible, since one cannot in 
beforehand be aware of the circumstances resulting in a conflict. This contradicts 
Bijlsma-Frankema (2001), who implies that constructing a procedure to resolve conflicts 
might fulfill an important mending function.  
 
 
6.2 Within-case Analysis of Stora Enso  
 
In this section, the empirical data collected in case two, Stora Enso, will be compared 
with the theories presented in the conceptual framework. This will be done in the same 
manner as in the section above dealing with case one.  
 
6.2.1 Creating cultural change in mergers 
 
Cultural approach 
 
Table 6.7 gives an overview over how the empirical data from Stora Enso corresponds 
with Habeck et al.’s (2000) theory of selecting cultural approach.  
 
Table 6.7: Cultural approach 

 
Cultural approach 

 
Corresponds with theory 

Cultural imposition No 
Separate culture Partly 
Compound culture Yes 

 
SOURCE: Authors’ own construction 
 
After the merger of the two companies, Stora Enso created a new and compound 
organizational culture, which is, according to Habeck et al. (2000), the most valuable and 
at the same time, the most difficult approach for choosing an organizational culture in a 
merger or an acquisition. Subsequent to the merger, a management team consisting of 
managers from both Stora and Enso was established and begun to integrate the two 
organizations and their cultures. This is in line with Habeck et al. (2000) who discuss the 
importance to quickly put a management team in place in order to immediately start the 
integration process. Stora Enso developed common mission, vision and values of the new 
organization, which laid a ground for the new organizational culture. This is in 
accordance with Habeck et al. (2000), who indicate that common set of beliefs and rules 
of behavior need to be formed, in order to take advantage of the strengths of both of the 
parent companies. 
 
Stora Enso has grown together for each merger, acquisition or change that has occurred, 
and has consequently turned into an extended network of cultures. In the different saw 
and paper mills, the culture has to some extent remained. On the different division and 
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management levels however, one common organizational culture has been created and 
integrated. This process started direct after the merger and is still in progress. As the 
mission, vision and values were spread throughout the whole organization, the 
organizational culture of Stora Enso was slowly trickled out to all parts of the 
organization. This corresponds partly with Habeck et al. (2000), since parts of the 
organizational culture is integrated at a lower pace. The authors claim that, as an 
alternative approach to remaining cultures separate, cultures can be allowed to grow 
together at their own pace, since this is less traumatic and risky than changing the culture 
by pushy interventions. 
 
Changes in the organizational culture  
 
Table 6.8 gives an overview over how the empirical data from Stora Enso corresponds 
with the theory by Galpin and Herndon (2000), and which parts within the organizational 
culture that had to be changed in connection with the merger. 
 
Table 6.8: Changes in the organizational culture 

 
Changes in the organizational culture 

Corresponds  
with theory 

Changes within in  
Stora Enso 

Rules and policies Yes Yes 
Rewards and recognition Yes In some areas 
Staffing and selection Yes In some areas 
Training and development Partly In some areas 
Leadership behavior Partly Yes 
Communication Yes Yes 

 
SOURCE: Authors’ own construction 
 
Rules and policies 
All rules and policies were looked into and examined, as the organization wanted to 
create a ground for further promoting a common culture. As many of the rules and 
policies were quite alike, and the organization wanted to integrate them into the new 
organization, they did not have to be dramatically changed. Galpin and Herndon (2000) 
point out the importance of developing common rules and policies that drive the new 
business, and influence the development of a desired culture. 
 
Rewards and recognition 
A shared philosophy for wages, bonuses, and long-term incentives were formed and 
integrated into the entire organization. The intention with the philosophy was to motivate 
and create incentives for the employees to stay within the organization. This corresponds 
with Tetenbaum (1995), who claims that a total reward strategy for finding incentives in 
the work situation or in the career area is especially necessary after a merger or an 
acquisition, in order retain the employees. Stora Enso did change some of the rewards 
and maintained some of them, in order to gain the most suitable reward and recognition 
program for the organization. This is in accordance with Galpin and Herndon (2000) who 
state that rewards and recognition have to be classified in order to benefit the desired 
culture. 
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Staffing and selection 
After the merger, the re-organization of positions within Stora Enso mostly affected the 
highest levels, since there was a duplicity of managers. In the selection process, Stora 
Enso appointed a committee from both organizations, and discussed the positions with all 
involved parts. This was done in order to identify and hire the most skilled and 
appropriate persons for each position. This is in accordance with Galpin and Herndon 
(2000) who claim that the staffing and selection strategies should be designed to identify, 
hire, and promote people who embody the strategy and desired culture of the new 
organization.  
 
Training and development 
Development programs for the managers within Stora Enso have been performed in order 
to understand each others’ differences and to develop strategies of how the organization 
and the culture should be managed. This partly corresponds with Galpin and Herndon 
(2000) who state that training and development should be performed in every unit of the 
organization and designed in order to provide consistent support to the business strategy 
and the new organizational culture. 
 
Leadership behavior 
The leadership behavior is seen as one of the most important parts of the organizational 
culture in Stora Enso, and therefore the senior management was quickly appointed and 
policies for a joint leadership were developed and implemented in all levels of the 
organization. This is in accordance with Galpin and Herndon (2000), who claim that the 
early establishment of a management team with clear directions for the new organization 
is crucial for a successful merger. Stora Enso did not appoint a specific “merger 
manager” responsible for the integration, instead the senior management was in charge of 
everything concerning the organization and the merger. This does not correspond with 
Galpin and Herndon (2000), who state that a “merger manager” who is in charge of the 
integration and defining clear lines of authority can ease the politics and generate a faster 
movement back to business. 
 
The new decision making process and to some extent the leadership styles, differed 
within Stora and Enso. Subconsciously, a new balance between the slower Swedish style 
and the faster Finnish style were developed to drive the business strategy and the new 
culture forward. This is in line with Galpin and Herndon (2000) who claim that the 
leadership should be developed so that the organization and its culture evolve in a desired 
way. 
 
Communication 
As the organization has grown, the formal information has become more structured and 
well considered. A communication strategy was developed in order to better and in a 
more organized way, spread information throughout the organization. Stora Enso 
considered it important to inform about cultural differences between the Swedish and 
Finnish people, and how the new organization wanted to develop the new culture. This 
corresponds with Galpin and Herndon, 2000, who state that clear and constant 
communication throughout the integration process helps strengthen the business strategy 
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and the development of the new culture. Even though the organization has grown and 
more people are involved, the communication between managers and the employees is to 
a great extent conducted face-to-face, since many prefer this. This corresponds with 
Cartwright and Cooper (1996), who state that communication between different cultures 
becomes more difficult, and therefore face-to-face communication should be emphasized 
to the extent possible.  
 
6.2.2 Employee reaction to change in mergers 
 
In Table 6.9, an overview of the topics brought up in this analysis and how they 
correspond with, or deviate compared to theory will be provided: 
 
Table 6.9: Employee reaction to change 

 
Employee reaction to change 

 
Corresponds with theory 

The reaction process Partly 
Factors causing resistance    Partly 
Appearance of resistance Partly 
Managing resistance Yes 

 
SOURCE: Authors’ own construction 
 
The reaction process 
 
All employees appeared to go through a similar kind of reaction process. People were 
initially reluctant, partially due to lack of information. The overall attitude amongst the 
hesitant employees developed in a positive way though, as they recognized the successes 
that Stora Enso achieved. This corresponds with Cartwright and Cooper (1996), who 
claim that employees go through a reaction process with different stages in connection 
with mergers, involving initial denial or resentment of the changes, but ending up in 
acceptance and even approval. The employees were very focused on themselves, and 
what the consequences of the changes would be for them personally. This corresponds 
with the statement by Marks (1997) that employees normally become pre-occupied with 
how the change will affect them personally. In contrast to the statement by Galpin and 
Herndon (2000), Stora Enso did not experience any deterioration concerning performance 
or productivity. The authors state that productivity, morale, and performance almost 
always decline at all organizational levels during a time of change.  
 
Factors causing resistance to change 
 
In order to make the theory by Mabin et al. (2001) more comprehensible and easy to 
follow, an overview of the different factors claimed to cause resistance to change are 
listed and compared with the empirical data in Table 6.10. The table will show if the 
factors were perceived to cause resistance at Stora Enso, and in that case, if the empirical 
description corresponded with theory. 
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Table 6.10: Factors causing resistance to change 
Factors causing  
resistance to change 

Causes resistance 
at Stora Enso 

Corresponds 
with theory 

Fear of the unknown Yes Yes 
Loss of control Partly Partly 
Loss of competency Yes Yes 
Force of habit  Yes Partly 
Lack of support No --- 
Lack of confidence Partly Partly 
Lingering resentment No --- 

 
SOURCE: Authors’ own construction 
 
Fear of the unknown 
The resistance appeared to be based on fear of the unknown to a great extent, since any 
merger is an increased risk exposure for which the consequences cannot be foreseen. This 
is in accordance with Mabin et al. (2001) who explain that resistance is a natural reaction, 
when feeling that you do not know what is going on and what will happen in the future.  
 
Loss of control 
There were some concerns about the possibility to participate in the decision-making and 
to affect the outcomes of the changes. A general difference though, was that while 
Swedish people were upset when decisions were made without their consent, many of 
their Finnish colleagues did not even expect to be involved. This partially corresponds 
with Mabin et al. (2001) who explain that loss of control is a perceived feeling that the 
change is being done to you, not by you, resulting in concerns that you will have little or 
no influence on the events taking place.  
 
Loss of competency  
At Stora Enso, the duplicity of managers was a significant problem, since the Finnish 
managers from Enso ended up getting most of the top positions. This is in line with 
Cartwright and Cooper (1996), who state that mergers involve some employee turnover 
and competency loss, partially due to the duplicity of staff members. The authors further 
state that uncertainty of change will encourage employees to seek employment elsewhere, 
in order to regain the power of control, or because they doubt their ability to fit in to the 
new organization. This was partially true at Stora Enso, but most employees were 
satisfied with their roles and working situation after the merger, and exceptionally few 
decided to leave the organization. Most managers who lost their former jobs were offered 
tailor-made roles in the organization. 
 
Force of habit 
Changes that affected daily routines of the employees were the most difficult to 
introduce. Appelbaum et al. (2000a) verify that employees might not like to change the 
existing routines and ways of doing things. At Stora Enso, resistance was a consequence 
of encountering another way of behaving or making decisions. This partially supports the 
statement by Marks (1997) that employees face a number of difficulties, such as 
leadership changes or shifts in strategy. 
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Lack of support  
At Stora Enso, the senior managers identified and located the resistance among the other 
employees by demanding feedback, which served as a basis for different actions that 
were performed to support them. Due to this fact, this factor was not considered a source 
of resistance. This does not correspond with Mabin et al. (2001), who state that lack of 
important support from direct supervisors and/or organization may otherwise cause 
resistance.  
 
Lack of confidence 
There was an overall positive reaction towards the merger between Stora and Enso, 
which contrast Mabin et al. (2001) who claim that resistance could be a consequence of 
employees’ lack of confidence that the change outcome can improve the former situation. 
However, a “we and them”- thinking occurred after the merger. This is in line with 
Nguyen and Kleiner (2003), who imply that when dealing with new co-workers and 
supervisors, employees may develop an “us versus them” thinking, where people have 
minimal confidence for new team members. Stora Enso believes that each change helps 
to overcome these thoughts and to bring formerly “separate” groups together. 
Unfortunately, these people then create a new “we and them” situation with the newest 
merging partner. The problems were a consequence of different nationalities, 
organizational cultures or individuals. This partially corresponds with the statement by 
Marks (1997) that it is normal that people exaggerate differences between the two 
companies.  
 
Lingering resentment 
Lingering resentment was not an issue for Stora Enso. The overall positive attitude 
amongst employees was based on the fact that both of the formerly separate companies 
had performed a number of other mergers before the merger with each other, which 
assisted in making employees more flexible to change. In contrast, Mabin et al. (2001) 
argues that some employees become unmanageable because of anger over the way they 
have been treated during past change efforts. 
 
Appearance of resistance 
 
The resistance occurred mainly at lower management level and upwards. These people 
possessed the information, and therefore they were more likely to question how the 
organizations could make things work. Pardo del Val and Martinez Fuentes (2003) claim 
that resistance arises at the departments that are believed to suffer the most of the change 
implementation. This partly corresponds, as both matters concern the people who are the 
most affected. 
 
Galpin and Herndon (2000) identify three levels of resistors in the resistance pyramid; the 
“not knowing”, the “not able” and the “not willing”. Two of these groups could be found 
within Stora Enso; the “not knowing” and the “not willing”. Galpin and Herndon (2000) 
state that the first level concerns a group of people who resist change because they lack 
knowledge and information. At Stora Enso there was a group of people, who were 
reluctant mainly due to lack of knowledge, but the more information they received, the 
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less resistant they tended to be. Galpin and Herndon (2000) further explain that the level 
of “not willing” represents people’s personal reluctance to make the effort to change. 
According to Potter (2001) employees at this level decide either not to assist the change 
(passive resistance) or choose to actively sabotage the change (active resistance). The 
group of “not willing” was identified within Stora Enso. The resistance was to the most 
part passive, but to some extent active resistance could be identified. The cases of active 
resistance were few, but they occurred in the same way, both within Stora as well as 
Enso. The middle level, which according to Galpin and Herndon (2000) represents 
people’s lack of ability to perform the tasks made necessary by the merger, could not be 
found within Stora Enso. 
 
Managing resistance 
 
Stora Enso developed mission, vision and values at an early stage, so that the employees 
would know what it wanted to represent. In order to reduce resistance, the company 
increased its communication and managed the integration process hands-on. 
Additionally, management development training was provided. This is in accordance 
with Galpin and Herndon (2000) who claim that to overcome different issues of the 
resistance pyramid, communication, training and performance management.  
 
The resistance to change in connection with the merger between Stora and Enso was 
considered to contribute with some positive aspects. The fact that people did not agree to 
every suggestion or order given by management ultimately lead to a better process, as it 
provided a wider perspective and more ideas to consider. This corresponds with Mabin et 
al. (2001) who state that there are several factors that show resistance as a positive factor, 
such as avoiding apathy and group-think. It also provides alternative ideas for 
consideration and more involved people engaged in evaluating the alternatives (ibid). As 
mentioned by Pardo del Val and Martinez Fuentes (2003) Stora Enso views a merger as a 
learning process can be instructive and lead to future success and knowledge if utilized in 
the best possible way.  
 
6.2.3 Factors significant for integrating organizational culture in 

mergers 
 
Program for cultural change 
 
Stora Enso claimed that preparing for a merger that might not take place would be very 
time consuming, and that the uniqueness of each specific case has made it difficult to 
construct a standardized integration plan. This does not correspond with Tetenbaum 
(1995), who argues that a standardized integration plan is a key factor in achieving 
synergies in a union, and the fact that every merger is unique does not mean that 
integration should be improvised.  
 
In table 6.11, an overview of the theory by Cartwright and Cooper (1996) regarding a 
program for culture change is presented. The table shows if and how the case company 
has chosen to implement the six elements. The implementation of each element will be 
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briefly discussed below and further elaborated in connection to “Success factors for 
integration of organizational culture in mergers”. 
 
Table 6.11: Program for cultural change 

 
Program for cultural change 

 
Used 

 
Implemented by Stora Enso 

1. An understanding of both cultures Yes 
 

Training offered 

2. Unfreezing of existing cultures Yes Creation of vision, mission and 
values 

3. Presentation of positive and realistic view of the future Yes Legitimization 
4. Involvement of organizational member Yes Development of vision, mission 

and values 
5. Realistic time-scale for change or integration No 

 
Never ending process 

6. Process for monitoring the process of integration Yes Interviews, questionnaires, hard 
facts, meetings 

 
SOURCE: Authors’ own construction 
 
Although, Stora Enso claims not to have a standardized integration plan, the following 
issues were found comparable with the factors mentioned in the theory above. Stora Enso 
offered training to increase the understanding of cultures and cultural change. In order to 
unfreeze the existing cultures Stora Enso created a new vision, mission and values. These 
were used to legitimize the cultural change that was necessary. Involving organizational 
members at all levels was done during the development of the vision mission and values. 
Interviews, questionnaires, hard facts and meetings have been used to investigate how the 
integration process is proceeding. A specific time plan regarding the integration process 
of the entire organization did not exist, due to the fact that each unit and function within 
the company had different requirements. The integration of culture is seen as a process 
that never ends and there will always evolve new things, which have to be considered at 
that time. 
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The table 6.12 describes the role of management and success factors for integration of 
organizational culture and gives an overview of how the empirical data and theory 
corresponds.  
 
Table 6.12: Factors significant for integration of organizational culture 
 
Factors significant for integration of organizational culture Corresponds with theory 
Use of integration team Yes 
Integration of the senior management Yes 
Conflicting strategy and vision Yes 
Shared vision Yes 
Communication Yes + new 
Involvement Yes 
Legitimization Yes 
Clear goals  No 
Training Yes 

Shared norms No 
Shared goals Yes 
Regular dialogue Yes 
Monitoring compliance/ deviance Yes 

 
 
Trust 

Conflict resolution No 
 
SOURCE: Authors’ own construction 
 
The role of management  
 
At Stora Enso, an integration team, which included three executives from each company 
and two external consultants, was created. This corresponds with Nguyen and Kleiner 
(2003) who imply that companies should form an integration team including executives 
from both organizations. The main responsibility of the integration team was to plan the 
integration process, clarify what the goals and expectations were, assign management 
positions, establish the company structure, and to create a new organizational culture. 
This is in line with Tetenbaum (1995), who states that the integration team should 
oversee the integration of all administrative, physical, organizational and cultural aspects.  
 
Integration of the senior management within Stora Enso was easily conducted, since the 
two former companies had the same view on how business should be conducted. The 
organization also invested a lot of time on regular meetings in order to bond the team 
together. This corresponds with Bijlsma-Frankema (2001) who underlines the importance 
of integration within top management to succeed with cultural integration. Furthermore, 
there were no major conflicts between the strategy and the organizational culture. The 
senior management was responsible for both tasks, which enabled them to create a 
strategy and culture that supported each other. This is in accordance with Bijlsma-
Frankema (2001) who explains that a divided management cannot propose a new external 
strategy and new cultural values that maintain an internal organization that is matching. 
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Success factors for integrating organizational culture in mergers 
 
Shared vision 
The vision, mission and values were developed by more the 100 top managers within 
Stora Enso, and became the core of the organizational culture and the engine behind the 
integration. This is in line with Appelbaum et al. (2000b) who state that successful 
mergers are led by managers who share a vision of the new organization. Moreover, the 
authors claim that senior management executives should have discussions considering 
future vision, goals, values and policies of the new company (ibid).  
 
Communication 
The goal of the communication plan was to provide all employees with as much 
information as possible as quickly as possible, which Thach and Nyman (2001) also point 
out, can enhance success with cultural integration. Not mentioned in theory, however, is 
the importance of communicating although the message is that no important decisions 
have been made, something that Stora Enso especially pointed out. 
 
Each manager had the responsibility to communicate the mission vision and values to his 
or her department. This is in accordance with Nguyen and Kleiner (2003) who state that 
the communication plan must aim to share the vision for the new company with all 
employees. In Stora Enso, communication was also conducted informally, by talking to 
and finding out how they perceived the integration process. This corresponds with 
Cartwright and Cooper (1996) who stress the importance of informal conversations with 
managers and employees at all levels in order to facilitate the cultural understanding. 
 
Involvement 
The employees were asked about their opinion regarding the stated vision, mission and 
values and thereafter the senior management completed the vision, mission and values. 
This agrees with Shearer et al. (2001), who claim that employees must feel involved, and 
that they are useful and important for the organization. This is in line with Cartwright and 
Cooper (1996), who underline that employees are more likely to be committed to any 
cultural change or integration if they feel they have participated and understood the 
rationale behind the change.  
 
Legitimization 
In order to legitimize the change of culture within Stora Enso the senior management 
clarified that a new vision and key success factors for the merger had to be stated. 
Consequently, employees accepted the fact that Stora Enso represented a new company 
and the old procedures were no longer sufficient. This is in accordance with Bijlsma-
Frankema (2001) who argues that in order to manage the cultural change process, 
legitimization is a necessary condition and should explain why the old way of doing 
things is not sufficient any more.  
 
Clear goals 
Stora Enso developed short-term goals in connection to the merger, so that as a result 
managers knew what to do in the next future.  Thus, the empirical data is in line with 
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Bijlsma-Frankema (2001) who implies that in order to decrease uncertainty, deriving 
clear goals for groups that can be attained in a not to long span of time can be developed. 
 
Training 
Different training programs were offered in order to increase the understanding of the 
different national and organizational cultures. Moreover, the company staff magazine was 
also used to communicate cultural differences. This confirms Nguyen and Kleiner’s 
(2003) statement that training sessions about each partner’s culture and way of doing 
business can help employees deal with the changes associated and further integration of 
cultures.  
 
Trust 
Stora Enso did not consider the shared norms to be a trust building factor, but rather as a 
factor that makes the organization more united. This partly contradicts Bijlsma-Frankema 
(2001) who claims that shared norms foster trust, because they bring about clear 
boundaries between intentions to do damage and intentions not to.  
 
Stora Enso decided that the Swedish and Finnish divisional managers should set up the 
strategies and goals for the future division in the new organization. This was considered 
to create the best possible organization, and indirectly foster trust between the two 
organizations. This is in line with Bijlsma-Frankema (2001) who states that shared goals 
may bind parties to cooperative behavior and thereby trust is created.  
 
The 200-300 top managers had annual meetings with the senior management, where they 
exchanged information, and indirectly built trust. Transparency within management is 
mentioned as one of the success factors of the merger between Stora and Enso. This is in 
accordance with Bijlsma-Frankema (2001) who argues that a regular dialogue brings 
about trust, based on shared knowledge.  
 
Stora Enso invested much time in monitoring the progress of the integration process. The 
main goal was to investigate if the communication of vision, mission and values had 
reached out and been adopted. Indirectly, however, trust was also built by monitoring. 
This correlates with Bijlsma-Frankema (2001) who proposes that monitoring can show if 
the party fulfils the expectations of the other, and consequently a reputation of 
trustworthiness will be acquired and as a result trust can grow.  
 
Stora Enso believes that conflicts during the integration process should be solved as they 
appear. This statement does not support the theory, since Bijlsma-Frankema (2001) 
implies that, a procedure to resolve conflicts, agreed on and accepted by both parties 
might fulfill an important mending function.  
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6.3 Cross-case Analysis of Arla Foods & Stora Enso 
 
In this section, the empirical data gathered from the two cases will be compared with 
each other. This is done graphically by compiling the gathered data in tables; thereafter it 
will be analyzed in the text. The cross-case analysis will be structured accordingly with 
the three research questions presented in chapter one. 
 
6.3.1 Creating cultural change in mergers 
 
Cultural approach 
 
Table 6.13 gives an overview of how the empirical data from Arla Foods and Stora Enso 
corresponds. 
 
Table 6.13: Cultural approach 

 
Cultural approach 

 
Arla Foods 

 
Stora Enso 

Cultural imposition No No 
Separate culture Partly Partly 
Compound culture Yes Yes 

 
SOURCE: Authors’ own construction 
 
Stora Enso and Arla Foods share a similar view upon organizational culture. Neither of 
the companies sees cultural imposition as a solution for creating a new organizational 
culture, since the merging firms were quite similar and acted on the same market. This 
was also the reason why neither of them wanted to keep the cultures separate. However, 
subconsciously both Arla Foods and Stora Enso left the organizational culture separate in 
different parts of the organizations. As both Arla Foods and Stora Enso are quite large 
organizations, the organizational culture mostly affected the senior management and the 
higher levels and divisions of the day-to-day business. Stora Enso has grown together to 
an extended network of organizational cultures and therefore, the paper and saw mills 
were not directly affected by the new organizational culture. The main intention however, 
was to create a compound culture, and through the mission, vision and values, it is slowly 
being integrated into the whole organization. The dairies of Arla Foods have also to a 
certain level remained separate, since they were not affected directly by the integration of 
the organizations.  
 
Changes in the organizational culture 
 
Table 6.14 gives an overview over how the empirical data from Arla Foods and Stora 
Enso corresponds regarding changes in the organizational culture. 
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Table 6.14: Changes in the organizational culture 
 
Changes in the organizational culture

 
Arla Foods 

 
Stora Enso 

Rules and policies Partly Yes 
Rewards and recognition Partly Yes 
Staffing and selection Yes Yes 
Training and development Partly Partly 
Leadership behavior Partly Partly 
Communication Yes Yes 

 
SOURCE: Authors’ own construction 
 
Both organizations realized the importance of quickly appointing the new management 
group and initiate the work with the merger integration. Arla Foods, however, did not to 
the same extent as Stora Enso, provide and spread its values. Many of them already 
existed in both Arla and MD Foods; therefore the senior management expected the values 
to be implemented naturally. 
 
Rules and policies 
The rules and policies existing both in Arla and MD Foods, and Stora and Enso were 
relatively similar, since they were built on general values and norms, and as the 
organizations had quite similar way of conducting business. Both Arla Foods and Stora 
Enso wanted to create common policies for the new organization, although Arla Foods 
used local applications in some necessary areas.  
 
Rewards and recognition 
Arla Foods has kept the developed reward systems for their employees separate in the 
different countries as they are of national character and do not need to be changed. 
However, the company is developing a shared reward system for the managers. Stora 
Enso has developed a shared philosophy for wages, bonuses, and long-term incentives, 
which has been integrated throughout the whole organization.  
 
Staffing and selection 
The positions that were mostly affected and needed to be re-positioned in both case 
companies were the management positions. Both organizations performed a selection 
process where the most skilled and appropriate persons were hired for the positions. The 
staffing of competent managers was highly prioritized in the two organizations, as they 
both saw the importance of quickly establish a management team that would drive the 
new business and develop the new culture. However, in some situations, managers within 
Arla Foods did not have the possibility or will to accept the position and move to the new 
headquarters in Århus, Denmark. 
 
Training and development 
Both Arla Foods and Stora Enso have development programs for managers of different 
levels. The development program within Stora Enso has been performed in order for the 
managers to better understand each other differences, and thereby easier develop 
strategies of how the organization and the culture should be managed. Also within Arla 
Foods, the program was to develop strategies of how to communicate and how to 
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integrate the new organizational culture. Furthermore, none of the organizations have 
existing development programs for all of there employees. 
 
Leadership behavior 
Both Arla Foods and Stora Enso agree on that the most important way to change the 
organizational culture is to establish a management team in order to provide consistent 
support to the business strategy and the creation of the desired culture. In order to achieve 
this, both organizations developed a common leadership philosophy, which was 
implemented on all levels of the organizations. The senior management was responsible 
for the merger. Thus, none of the organizations used a specific “merger manager”, 
responsible for the details of the merger. In Stora and Enso the decision-making process 
differed as the Swedish managers had a much longer and group oriented decision-making 
than the Finnish colleagues. In Arla and MD Foods, on the other hand, the difference in 
the decision-making was that MD Food was more activity-oriented and Arla more goal-
oriented. Both Arla Foods and Stora Enso did however, change these differences and 
created common leadership and decision-making styles. 
 
Communication 
After the mergers, the communication process in both companies has deteriorated. Stora 
Enso has developed a communication strategy in order to in a more planned way spread 
information about the new organization and the organizational culture. Arla Foods 
however, has not to the same extent developed a formal communication strategy, but it is 
striving to achieve an open and clear communication process, as it helps strengthen the 
business strategy and the new culture. Stora Enso emphasizes face-to-face 
communication with the employees to the extent possible 
 
6.3.2 Employee reaction to change in mergers  
 
In Table 6.15, an overview of the topics brought up in this analysis and how they 
correspond or deviate between the two cases will be provided: 
 
Table 6.15: Employee reaction to change 

 
Employee reaction to change 

 
Arla Foods 

 
Stora Enso 

The reaction process Partly Partly 
Factors causing resistance Partly Partly 
Appearance of resistance Partly Partly 
Managing resistance Yes Yes 

 
SOURCE: Authors’ own construction 
 
The reaction process 
 
The value of the fusions between Arla and MD Foods, as well as Stora and Enso, was not 
questioned, and the employees seemed to understand that they ultimately would lead to 
something better. However, a resistant behavior based on personal concerns developed 
among the employees of both companies, since they generally did not know what to do or 
what to expect. The resistance was like a process that was stronger initially, but decreased 
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as they were informed about the situation. Neither Arla Foods nor Stora Enso 
experienced any performance or productivity losses in connection with the merger. In 
both cases, it was partly since the actual factories were separated from the changes, and 
that many people therefore remained relatively unaffected.  
 
Factors causing resistance to change 
 
In Table 6.16 below, the factors described in the theory by Mabin et al. (2001) are listed 
to compare the case companies’ results with each other. Firstly, it will be revealed if the 
factor was considered to cause resistance at Arla Foods, and then if it was a source of 
resistance at Stora Enso. 
 
Table 6.16: Factors causing resistance to change 

Factors causing  
resistance to change 

Causes resistance  
at Arla Foods 

Causes resistance  
at Stora Enso 

Fear of the unknown Yes Yes 
Loss of control Yes Partly 
Loss of competency Yes Yes 
Force of  habit  Yes Yes 
Lack of support No No 
Lack of confidence Partly Partly 
Lingering resentment No No 

 
SOURCE: Authors’ own construction 
 
Fear of the unknown 
Both companies mentioned fear of the unknown as a significant factor causing resistance 
to change. At Arla Foods this was based on the fact that people did not know what the 
consequences would be and what would happen in the future. Stora Enso agreed that a 
merger equals an increased risk exposure and that its consequences cannot be foreseen. 
 
Loss of control 
The factor loss of control was also considered to cause resistance to change among 
managers at both companies. The managers at Arla Foods became resistant to a great 
extent due to this factor, since decisions were being made above their heads and they are 
afraid of not being able to take an active part of the changes. There were also concerns 
about the possibility to participate in the decision-making at Stora Enso, mainly among 
the Swedish people from the former Stora. 
 
Loss of competency  
At Arla Foods, the duplicity of candidates for each position made people fear that their 
competence would not be required anymore. A small group of people lost their jobs, and 
some chose to leave, mainly managers, who chose to leave the organization based on 
personal dislike of the effects of the merger, perceived inability to adapt to the new 
organization, or unwillingness to be relocated. Due to the fact that the headquarters was 
placed in Denmark and many Swedish people were unwilling to relocate, most top 
position were filled by Danish managers. At Stora Enso, the duplicity of managers was 
also a significant problem, since the Finnish managers were better suited for general 
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management and gained most of the top positions. However, despite the dominance 
within the management group, it did not result in a dominance of the Finnish or the 
Danish culture. Both at Arla Foods and Stora Enso, most employees were satisfied with 
their roles and working situation after the merger, and exceptionally few decided to leave 
the organization.  
 
Force of habit 
None of the changes performed after the merger of Arla Foods or Stora Enso could be 
described as effortless to perform, and the changes closest to the every-day life of the 
employees, were the hardest to carry out. The difference in leadership styles became 
evident at Arla Foods, and was an underlying reasons why some people left the 
organization. Stora Enso also believes that resistance was a consequence of encountering 
another way of behaving or making decisions, as many things were done differently at 
the two formerly separate companies. Another issue at Arla Foods that interfered with the 
force of habit, was that the board of directors from Stockholm had to be relocated to 
Denmark.  
 
Lack of support  
Lack of support was not a perceived cause for resistance at either of the companies. Both 
Arla Foods and Stora Enso strove to communicate with employees and support them. 
 
Lack of confidence 
Concerning lack of confidence, there was generally no doubts concerning the advantages 
of the mergers in both cases. However, Arla Foods and Stora Enso both identified a “we 
versus them”- thinking amongst the employees, based on both national as well as 
organizational culture.  
 
Lingering resentment 
Arla Foods and Stora Enso did not experience any lingering resentment based on 
previously bad experiences. They had both performed a number of mergers before the 
merger with each other, and therefore the employees were more flexible in change 
situations.  
 
Appearance of resistance 
 
At both Arla Foods as well as Stora Enso, reluctance mainly arose at a management level, 
since they possessed the information and where involved in the decisions making. At 
Arla Foods there were also some indications that the employees of the smaller company, 
the former Arla, were more reluctant, as they were more severely affected by change. 
 
At Arla Foods, as well as Stora Enso, a group of resistors that was reluctant mainly due to 
lack of knowledge could be identified. Additionally, some of the resistors from both 
companies were categorized as unwilling to execute the changes. However, there was no 
active resistance at Arla Foods. At Stora Enso the resistance was to the most part passive, 
but some active resistance could be identified.  
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Managing resistance 
 
In order to reduce resistance to change, Stora Enso and Arla Foods both applied some 
performance management. They also provided training about cultural and general 
differences between the people of the two organizations. Throughout the process, both 
Arla Foods and Stora Enso put much effort in informing and communicating with 
employees. 
 
Both companies could establish positive aspects of resistance. Arla Foods thought it 
enabled openness within the company when people expressed their opinions, since it 
created discussions, and ultimately led to better decisions. Stora Enso also believed that 
the fact that people did not agree to every suggestion or order, given by management 
ultimately leads to a better merging process.  
 
6.3.3 Factors significant for integrating organizational culture 
 
Program for cultural change 
 
None of the case companies utilized a standardized integration plan, since they believed 
that the uniqueness of each merger did not allow the process to be standardized. Stora 
Enso also mentioned that preparing for a merger that might be in vain is very time-
consuming.  
 
In Table 6.17, an overview of the theory by Cartwright and Cooper (1996) regarding a 
program for culture change is presented. The table shows how the case companies have 
chosen to implement the six elements.  
 
Table 6.17: Program for cultural change 

 
Successful program for cultural change 

Implemented  
by Stora Enso 

Implemented  
by Arla Foods 

1. An understanding of both cultures Training offered Seminars, leadership 
programs 

2. Unfreezing of existing cultures Creation of vision, mission 
and values 

Discussion of values and 
leadership styles 

3. Presentation of positive and   realistic  
view of the future 

Legitimization Legitimization 

4. Involvement of organizational member Development of vision, 
mission and values 

Responsibility of manager 

5. Realistic time-scale for change or 
integration 

Never ending process Never ending process 

6. Process for monitoring the process of 
integration 

Interviews, questionnaires, 
hard facts, meetings 

Questionnaires 

 
SOURCE: Authors’ own construction 
 
Stora Enso and Arla Foods offered different training to increase the understanding of 
cultures and cultural change. In order to unfreeze the existing cultures that the challenges 
in the future make other demands, legitimization was conducted. Involving organizational 
members in Stora Enso at all levels was done during the development of the vision 
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mission and values. Within Arla Foods involvement of organizational members was a 
responsibility of the managers. Both organizations have used questionnaires to 
investigate how the integration process is proceeding. Stora Enso has also used 
interviews, hard facts and meetings for monitoring. Stora Enso did not have a specific 
time plan regarding the integration process of the entire organization, due to the fact that 
each unit and function within the company had different requirements. Arla had an 
approximate time plan, which concerned the different processes, such as financial system 
and human resources department. The integration of culture is considered to be a 
continuous never-ending process in both case companies. 
 
Table 6.18 describes the role of management and success factors for integration of 
organizational culture, and gives an overview of how the two case companies’ data 
corresponds.  
 
Table 6.18: Factors significant for integration of organizational culture 
 
Factors significant for integration of organizational culture 

 
Arla Foods 

 
Stora Enso 

Use of integration team Partly  Yes  
Integration of senior management Yes Yes 
Conflicting strategy and vision No No 
Shared vision Yes Yes 
Communication Yes Yes  
Involvement Yes Yes 
Legitimization Yes Yes 
Clear goals  No Yes 
Training Yes Yes  

Shared norms Yes No 
Shared goals Yes Yes 
Regular dialogue Yes Yes 
Monitoring compliance/ deviance Yes Yes  
Conflict resolution No No 

 
 
Trust 

Involvement Yes No 
 
SOURCE: Authors’ own construction 
 
The role of management  
  
Stora Enso formed an integration team, including senior management representatives 
from both of the former organizations and external consultants. The main responsibility 
of the integration team included planning how the new organization should be constituted 
and integrating the new culture. Within Arla Foods a project group was created, including 
representatives and senior management from both Arla and MD Foods, with the 
responsibility to plan how the new organization should be constituted. Arla Foods formed 
a separate group, including senior management and the HR department for the new 
company, which was responsible for the cultural integration. 
 
Integration of the senior management was easily conducted in both organizations. At 
Stora Enso, the way of conducting business was similar in both the prior companies. At 
Arla Foods, the norms of the two former organizations were rather similar, and thus, did 
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not create a problem for integration of the management. The new organization took 
advantage of the synergy between the Danish and Swedish cultures. At Stora Enso direct 
measures, such as regular meetings assisted in bonding the managers together. Within 
Arla Foods, integration of the management also resulted from interaction during 
meetings. However, the meetings focused on work and development of the organization, 
not specifically on the integration of management.  
 
There were no major conflicts between the strategy and the organizational culture at any 
of the companies, since the organizational culture was part of the strategy planning 
process. 
 
Success factors for integrating organizational culture in mergers 
 
Shared vision 
At Stora Enso the vision, mission and values constituted the core of the organizational 
culture and the engine behind the integration. Arla Foods, developed separate divisional 
visions that include leadership and employees and how they should relate to each other, 
which can be seen as a part of what forms the organizational culture.  
 
Communication 
The goal for communication in both organizations was to provide all employees with as 
much information as possible. Moreover, the main focus was to communicate general 
information about the merger process. Regarding the communication of organizational 
culture, each manager at Stora Enso had the responsibility to communicate to his or her 
department. This is similar to Arla Foods, where training of the managers during the 
leadership programs would secure that they communicated throughout the organization. 
Moreover, Stora Enso’s communication was also conducted informally, which however 
was not emphasized by Arla Foods, although it might have been used. Stora Enso 
especially pointed out the importance of communicating although the message was that 
no important decisions had been made. 
 
Involvement 
The case companies interpreted the issue of involvement quite differently, however, both 
companies do involve their employees. When Stora Enso developed the organizational 
culture, a group consisting of ten top managers in cooperation with the 100 highest 
managers and a number of paper mills, sales units and sawmills were involved. 
Involvement of employees at Arla Foods was the responsibility of managers at all levels. 
During the period when Arla Foods expanded, the trust in the company decreased. In 
order to increase the trust in the company, making employees more involved in the 
decisions made, was a key factor.  
 
Legitimization 
In order to legitimize the change of culture, both companies clarified that the old way of 
doing things was not applicable anymore, as a new organization make other demands.  
Consequently, employees accepted the fact that the merged organization represented a 
new company and the old way of doing things was no longer sufficient. 
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Clear goals 
Stora Enso developed short-term goals in connection with the merger. As a consequence, 
managers immediately knew what to do in the next future. Arla Foods, on the other hand, 
did not develop short-term goals in connection the merger. 
 
Training 
In both case companies, seminars were applied as training for managers, in order to 
increase the understanding of the national and organizational differences. Arla Foods also 
implemented training in leadership development programs. At Stora Enso, the company 
magazine was utilized to broaden the knowledge and understanding of different cultures. 
 
Trust 
The mission, vision and values created a platform for all employees, as they constitute the 
norms within Stora Enso, however the company does not see this as a trust building 
factor. At Arla Foods the norms were rather similar, which resulted in conforming 
behavior throughout the organization, and in turn encouraged trust.  
 
At Stora Enso shared goals were created, as it was considered to generate the best 
possible organization, and indirectly foster trust between the two organizations. This is 
partly in line with Arla Foods, where general business goals were set up initially, and 
required that people from both prior organizations performed their tasks. This was not 
primarily done to further trust, although Arla Foods agree that it indirectly might.  
 
A regular dialogue was kept by both organizations, however at different levels and in 
different ways. In Stora Enso, the management had annual meetings where information 
was shared in order to facilitate the trust between the managers. Transparency within 
management was mentioned as one of the success factors of the merger of Stora and 
Enso. Besides that, both companies annually conduct questionnaires, as a way to have a 
regular dialogue with all employees. Thereby, the companies receive feedback on the 
decisions and how employees perceive them, and consequently trust is created. 
 
Both companies monitored the integration process via annual questionnaires and have 
invested much time in monitoring the progress of the integration process. The main goal 
of Stora Enso was to investigate if the communication of the mission, vision and values 
had reached out and been adopted. Indirectly, however, trust was also built by 
monitoring. Arla Foods measured trust, if the index goes down, the company will attempt 
to rebuild the trust.  
 
According to both cases preparing for conflict resolution is impossible. Stora Enso argues 
that conflicts should be solved as they evolve. Arla Foods argues that one can not in 
beforehand be aware of the circumstances resulting in a conflict. 
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7 CONCLUSIONS & IMPLICATIONS 
 
In this final chapter, the research questions composed in chapter one will be answered 
through our finding, thereby fulfilling the stated purpose of the study. Each of the 
research questions will be answered in separate sections. Moreover, based on the 
empirical data, the analysis, and the findings, specific conclusions will be drawn for each 
research question. Due to the fact that this study comprises a rather limited sample, the 
conclusions cannot serve as a foundation for generalizations. Hence, we will only 
contribute with results based on our two cases. Lastly, implications for management, 
theory, and further research will be suggested. 
 
 
7.1 Conclusions 
 
When we started writing this thesis, our intention was to investigate the issues involved 
in implementing organizational culture following a merger. This turned out to be rather 
difficult, as the theories generally concerned the integration process in general instead of 
the cultural integration, or simply not the approach of each topic that we had chosen to 
take. The area of research was fairly undiscovered and complex. However, we 
constructed our own theoretical foundation, which enabled us to conduct the intended 
research. When conducting our interviews, we realized that many things were not as 
anticipated. Surprisingly, despite the fact that our case companies operated in different 
branches and that they were not in any way related, they turned out to be exceptionally 
similar in a number of ways, including the extent of cultural integration. Moreover, none 
of the cases appeared to have encountered severe problems in connection with the merger 
process, although theory indicates that there are many obstacles involved. We believe that 
this might be a consequence of managers’ unwillingness to admit failures of any kind, or 
that some issues might not have reached their attention. It is hard to investigate 
organizational culture, since each merger is unique and the perception of what it 
comprises and what makes it successful differs. Apart from the issues that we identified, 
there may be many more that are yet to be discovered.  
 
7.1.1 How can the issues involved in creating change in the 

organizational culture following mergers be described? 
 
This study reveals that merging companies acting within the same industry prefer to 
create a compound culture taking the best parts from each culture. However, within major 
groups, only the highest levels of the organizations are fully integrated.  
 
Rules and policies need to be changed and implemented in the new organization. 
However, as the policies often are similar among organizations within the same 
industries, no severe changes are required. The study shows that reward systems only 
need to be changed and implemented on management levels, since the lower levels are 
not interrelated. However, one case study expose that a shared philosophy for wages, 
bonuses, and long-term incentives can been integrated in the whole organization.  
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After a merger the senior management needs to be directly appointed in order to start to 
integrate the former organizations and to develop the new. The research shows that via a 
selection process, the most skilled and competent persons for each position should be 
appointed. Development programs for managers on different levels, but not for all their 
employees are considered to be necessary. 
 
The most important way to change the organizational culture is to fast establish a 
management team and to develop a common leadership philosophy for them, since they 
are the ones who will develop the new organization and its culture. Without consistent 
leadership behavior the new culture cannot be spread throughout the organization. 
 
Communication is very important in the process of merging two organizations together. 
One of the cases shows that a communication strategy can be implemented in order to 
strengthen the communication and spreading the information. 
 
Based on the discussion above, the following overall conclusions can be drawn: 
 

 Companies acting in the same industry should create a compound culture, and 
apply the best parts from each company. 

 
 Most elements of the organizational culture need to be changed to some extent, 

however, a common leadership philosophy and communication strategy are the 
most significant issues that need to be integrated in a merger. 

 
 The new senior management should be appointed as quickly as possible after the 

merger, via a selection process of the most skilled and competent persons. 
 
7.1.2 How can the employee reaction to change affecting organizational 

culture following mergers be described? 
 
The employee reaction to change can to some extent be described as a process, which is 
stronger initially, when personal aspects are uncertain, but which will decrease as an 
understanding of the situation is gained. It is mainly personal concerns that initially cause 
resistance to change, at least before the employees know how the merger will affect their 
career situations. This study reveals that, despite opposite indications from theory, that 
performance does not necessary deteriorate in connection with a merger. 
 
Concerning different factors causing resistance to change, it is mainly the uncertainty of 
future events that causes reluctance amongst the employees. The factor loss of control 
also seems rather important, especially for managers, since they fear not being able to 
participate and affect change decisions. Regarding the factor loss of competency, 
employees tend to be intimidated by the duplicity of candidates that follows a merger. 
However, a merger does not necessarily have to result in a high rate of employee 
turnover, and mostly the companies seem to take care of their personnel and make them 
want to stay, regardless if they got to keep their former jobs or not. A group of people 
will leave though, based on personal disapproval of the merger outcomes, or a believed 
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inability to adapt to the new organization. Concerning force of habit, the difficulties 
related to procedures, decision-making or way of behaving generates resistance. Our 
study indicates that the factor lack of support may be a significant cause of resistance, 
however, it was not affecting our cases. Our findings showed that lack of confidence is 
not an issue as employees tend to see the advantages of a fusion for the organization. 
However, on a personal level a “we versus them” – thinking will develop, which can be 
based on both organizational as well as national differences. The employees of 
companies that have performed several mergers create openness towards changes, and 
therefore lingering resistance is not likely to be identified.  
 
According to our case studies, it is mainly managers on different levels who resist 
changes, as they in our investigation were affected the most by it and possessed the most 
information about it. Additionally, the smaller party is likely to show a higher degree of 
resistance, as they fear a takeover by the other organization. 
 
There are two levels of resistor groups; the “not knowing” and the “not willing”. The not 
knowing are people who are resistant based on lack of knowledge, and most of them are 
only resistant in the beginning, until suitable information has been provided. The other 
group, the “not willing”, appears mainly through passive resistance, such as not 
supporting the changes. However, active resistance may also appear. 
 
Our findings show that organizations put much effort in improving the integration 
process of the cultures and to overcome resistance. This is mainly done through applying 
performance management, communicating with and supporting employees, and providing 
training. Positive aspects connected to resistance to change could be found in our study. 
Organizations appreciate that the employees care about their situation and provide them 
with ideas and perspectives, which ultimately assist in finding a sound solution for 
different issues. 
 
Based on the discussion above, the following conclusions can be drawn: 
 
 A merger generates an employee reaction that can partly be described as a process. It 

includes initial resistance due to personal concerns, and mostly ends up with 
acceptance. 

 
 A merger does not have to generate performance reduction. 

 
 Fear of the unknown, loss of control, loss of competency, force of habit and lack of 

confidence are the factors that cause resistance to change. 
 
 It is mainly managers that resist change, based on lack of knowledge or lack of will to 

perform the changes. 
 
 Organizations apply performance management, increased communication, support 

and training in order to reduce resistance. They consider resistance as a positive 
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factor, as it can be utilized to provide a wider perspective and help the organization to 
make the right decisions. 

 
7.1.3 How can the factors significant in integrating organizational 

culture following mergers be described? 
 
Our research shows that a standardized integration plan for mergers might not be 
applicable, since each merger is unique. However, some conclusions can be drawn 
regarding a common program for cultural change. Our findings suggest that there are six 
elements that any successful program for culture change should contain. These are: an 
understanding of both cultures, unfreezing of existing cultures, presentation of positive 
and realistic view of the future, Involvement of organizational member, and process for 
monitoring the process of integration. The implementation of each step is carried out 
differently because of each merger’s uniqueness. The creation of a time-scale for cultural 
integration is not possible since it is considered to be a never-ending process.  
 
This research implies that it is important that senior management representatives from 
both of the former companies are active in the creation and integration of the 
organizational culture. Early integration of management is seen as a success factor when 
performing the rest if the integration. In order to avoid future conflict between strategy 
and culture, it is important to consider culture in the planning and development of 
strategies.  
 
It is of high significance to create a shared vision of two merging organizations, since this 
research shows that the vision is a large part of what forms the organizational culture. 
The communication plan must aim to provide the employees with as much information as 
possible as fast as possible. It is of importance to inform also when the message is that no 
important decisions have been made. Furthermore, the communication of organizational 
culture is preferably performed by managers directly to employees throughout the 
organization.  
 
Involving employees in the decision-making process is important, since involvement 
furthers trust within the organization. This research has revealed that managers should 
legitimize the change of culture in order to clarify that a new organization is created. In 
accordance with the findings, creating short-term goals for the people mostly affected by 
the merger, result in less uncertainty, since they know what to do in the next future. 
Training of managers is important, in order to increase the understanding of national and 
organizational culture and thus further the integration process. Merging companies 
should emphasize training of managers, since they are mostly affected by the changes. 
 
Our findings indicate that a number of trust building factors are important to further the 
integration of culture. Creating shared norms within the company, results in conforming 
behaviour throughout the organization, which in turn creates trust. Shared goals require 
that people from both organizations do their best to accomplish the goals, and thereby 
trust between the employees is created. Keeping a regular dialogue is important, but can 
be done in different ways. Sharing information through a regular dialogue is essential, 
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since transparency within management is considered to be a success factor of mergers 
and, since sharing information facilitates trust. Monitoring is seen as another success 
factor in mergers, as it gives input to the senior management on how the integration is 
proceeding. Managers can use it as a basis for measuring trust, involvement and quality 
of leadership, and thereby discover problems related to these issues at an early stage.  
 
The most significant conclusions that can be drawn from this discussion are listed below: 
 

 A standardized integration plan for mergers cannot be applied since each merger 
is unique. There are however a number of common elements that each successful 
merger program should include. 

 
 Creation and integration of the organizational culture should be performed by 

managers from both of the former companies.  
 
 It is important to integrate the management at an early stage in the merger. 

 
 A shared vision is very important, since the vision is a large part of what forms 

the organizational culture 
 
 It is important to quickly provide the employees with as much information as 

possible, even if there are no changes to report.  
 

 Training should be offered to managers in order to increase the understanding of 
cultural differences. 

 
 Shared norms, shared goals, regular dialogue, involvement and monitoring are all 

considered to increase trust.  
 
 
7.2 Implications 
 
In this thesis’ final section, we will provide implications for practitioners and managers. 
Thereafter, implications for theory will be presented, and finally suggestions for further 
research will be put forth. 
 
7.2.1 Implications for management 
 

 It is essential to quickly appoint the new senior management team, and create 
common values for these. The integration of the management team is a 
determinant for the degree of integration in the rest of the organization.  

 
 Managers should monitor the integration, especially at management level, at least 

once a year, to be able to at an early stage identify problems that have occurred. 
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 It is very important to rapidly provide the whole organization with as much 
information as possible. Managers should also be aware of the importance to 
communicate even if there is nothing new to report.  

 
 Managers tend to resist change, based on lack of knowledge or lack of will to 

perform the changes. It is the fear of the unknown that is the foundation for 
causing resistance to change. It is, however, important to recognize that resistance 
is not necessarily an indication that something is going wrong. It can be but a sign 
that employees care what happens to them, and their ideas and involvement could 
ultimately lead to a better merger outcome. 

 
 Managers should never underestimate cultural differences as barriers in the 

integration process. We recommend management to identify all differences, and 
thereby try to find similarities and eventual synergies and utilize these for a 
successful integration process. 

 
7.2.2 Implications for theory 
 
The purpose of this thesis was to gain a deeper understanding of the issues involved in 
implementing an organizational culture following a merger. In order to reach this 
purpose, we have described the parts of the organizational culture that are affected and 
thereby will create the change, problems connected to how people perceive the change, 
and finally, how the integration of two merging cultures can successfully be carried out. 
The study has been exploratory since we have gained a deeper understanding in the area 
of research. Towards the end of the thesis our own conclusions were presented and 
through this we begun to explain the phenomena we have explored and tried to describe.  
 
This thesis’ contribution to theory is based on empirical studies of the investigated 
phenomenon in two case studies. No prior research with the exact same approach as our 
study has been conducted; therefore, our conclusions can serve as a conceptual 
framework for further research within this area.  
 
Moreover, some specific contributions that contribute to theory are:  
 

 Regardless if management has something to report or not, it is equally important 
to communicate this with the employees.  

 Among the factors earlier mentioned in theory, involvement has not been brought 
up as trust building. 

 Theory indicates that resistance evolves among those who are most affected by 
change, and our study shows that not only employees but also managers belong in 
this group.  
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7.2.3 Implications for further research 
 

 It would be very interesting to conduct another study within the same area of 
research, however, investigating the pre-merger phase of a merger. This would 
enable the researcher to look at how the planning and formulation of a merger is 
performed, and what organizations can do to improve the integration process. 

 
 Since our study only focuses on mergers, it could be of interest to conduct a study 

on both mergers and acquisitions and see how the cultural implementation differs 
and/or if it is affected. This would give an overview of how and why the two 
types of fusions differ, although they are often confused with each other. 

 
 Furthermore, another interesting point of view would be to investigate the same 

topic, but performing a survey, or at least interviewing the employees concerning 
the matter. Even more enticing would be to ask managers and employees of the 
same company about their opinions and establish if those correspond with each 
other. 

 
 Another interesting approach could be to investigate cross-border issues, or 

managing a diverse workforce in connection with a merger or an acquisition. All 
consolidations of business become more complicated as the values and beliefs 
characterizing national culture become an influencing issue, and would therefore 
be fascinating to study. 

 
 Investigating mergers or acquisitions that have failed to reach their anticipated 

purpose would also be an interesting angle to examine. The researcher could 
attempt to identify the errors performed by organizations, and thereby describe 
what not to do. This might, however, be difficult to perform; as such 
organizations are likely to wish to avoid discussing those matters. 
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APPENDIX 1 – Interview guide: English version 
 
Background information about the respondent 
 

 What is your current position in the company? 
 What was your role during the merger? 
 How did your tasks change after the merger? 

 
Changes of the organizational culture 
 
 How does the company’s organizational culture look today? 

- One of the two old cultures is dominant in the new company. 
- The company is divided and has two organizational cultures. 
- One new and joint organizational culture has been created. 

 
 Six areas of the organizational culture can be influenced by a merger: 

 
- Rules and policies 
- Rewards and recognition 
- Staffing and selection 
- Training and development 
- Leadership behavior 
- Communications 

 
 To what extent and how, did you perform the required adaptations within these areas 

for the new company? 
 
 Which parts of the organizational culture were most affected by the merger? 

 
 What is the overall goal with the new organizational culture? 

 
Reaction to change  
 
 What was the general reaction of the employees concerning the merger and the 

changes it would represent? 
 

- Initially, compared to a later stage? 
- What were their main concerns? 
- Did you notice any difference in performance in connection with the merger? 
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 Which of these factors do you think caused the resistance to change? Why? 
 
- Fear of the unknown 
- Loss of control 
- Loss of competency  
- Force of habit 
- Lack of support  
- Lack of confidence 
- Lingering resentment 

 
 Did different groups react in different ways towards the merger? (For example people 

from a certain department, with a certain position or similar?) 
 
 How did the resistance appear?  

 
- Resistance due to lack of knowledge, lack of ability or lack of will to implement 

changes? 
- Passive vs. active resistance? 

 
 What did you do to overcome resistance to change? 

 
 Have you managed to establish any positive aspects of the employee resistance to 

change?  
 
Factors significant for integration of organizational culture 
 
 Did you use standardized integration plan? If yes, which steps or processes did it 

include? 
 

 Did you establish the timeframe of the integration process in advance? If yes, what 
did it include? 
 

 How did you create a vision of the new organizational culture?  
 

 Did you create an integration team who were responsible for the process? If yes, 
which were the main tasks of the team? If no, who were mainly responsibly for the 
process? 
 

 Were there problems when the new strategies had to be matched by the new 
organizational culture? 
 

 Did the two former organizations share a vision for the future company? If not, how 
did you create a shared vision? 
 

 Did top the ones responsible for the integration have a communication plan for the 
integration process? What did it include? 
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 Which tools were used in order to communicate? 

- Newsletters 
- E-mail 
- Phone hotmail 
- Weekly briefings/meetings 
- Videoconferences 
- Other 
 

 Did employees participate in the change of culture? If yes, how? 
 

 How did you legitimize the changes of culture? How did you motivate that the old 
culture was not sufficient anymore? 
 

 Did you develop clear goals for each employee early in the integration process? 
 

 Were the employees provided with any training regarding the other organization’s 
culture? 
 

 Did the two former organizations have different definitions regarding norms? If yes, 
how did you develop shared norms? 
 

 Did you develop shared goals for the employees in order to build trust between them? 
 

 How did you maintain a regular dialogue with the employees? 
 

 How did you monitor that the parties held the agreements made?  
 

 Did you, at an early stage, agree upon a resolution how to solve eventual conflicts 
during the integration process?  
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APPENDIX 2 – Interview guide: Swedish version 
 
Bakgrundsinformation om respondenten 
 
 Vilken position har Du i företaget? 
 Vilken var Din roll när de två organisationerna fusionerades? 
 Hur förändrades Dina arbetsuppgifter efter fusionen? 

 
Förändring av organisationskulturen 
 
 Hur ser företagets organisationskultur ut idag? 

 
- En av de två gamla har tagit över det nya företaget. 
- Två separata organisationskulturer används. 
- En ny gemensam organisationskultur används. 

 
 Sex olika områden i organisationskulturen kan påverkas av en fusion: 

 
- Lagar och policys 
- Belöning och erkännande 
- Anställning och urval 
- Träning och utveckling 
- Ledarskap beteende 
- Kommunikation 

 
 I vilken mån och hur gjordes anpassningar inom dessa områden till det nya företaget? 

 
 Vilka delar av organisationskulturen påverkades mer vid sammanslagningen? 

 
 Vad är målet med den nya organisationskulturen? 

 
Reaktion till förändring 
 
 Hur var den allmänna reaktionen bland de anställda gällande fusionen och de 

förändringar som den innebar? 
 

- Initialt, jämfört med ett senare stadium? 
- Vad verkade de huvudsakligen fundera över? 
- Märktes någon skillnad i prestation i samband med fusionen? 

 



 
APPENDIX 2 

 

 

 Vilka av dessa faktorer anser Du orsakade motståndet? Varför? 
 

- Rädsla för det okända 
- Förlust av kontroll 
- Rädsla att ens kompetens inte kommer att behövas 
- Ovilja att ändra vanor 
- Upplevd avsaknad av stöd från organisationen 
- Saknat förtroende för att förändringarna leder något bättre 
- Kvarstående motstånd till förändringar pga. dåliga erfarenheter 

 
 Vilka gjorde motstånd? (ex. folk från en viss avdelning, med en viss position eller 

liknande?) 
 
 Hur yttrade sig motståndet? 

 
- Motstånd på grund av brist på kunskap, bristande möjligheter eller brist på vilja 

att genomföra förändringarna? 
- Passivt/aktivt motstånd? 

 
 Vad gjorde Ni för att minska motståndet? 

 
 Har Ni lyckats finna några positiva faktorer i anknytning till anställdas motstånd till 

förändring? 
 
Viktiga faktorer för integration av organisationskulturen 
 
 Finns en standardiserad integrationsplan? Om ja, vilka steg och processer ingår?  

 
 Fanns en på förhand bestämd tidsplan för integrationsprocessen?  Om ja, hur såg den 

ut? 
 

 Hur skapades en ny organisationskultur? 
 

 Skapades ett integrationsteam som ansvarade för processen? Om ja, vilka var 
integrationsteamets främsta uppgifter? Om nej, vem eller vilka jobbade med 
integrationen och hur? 
 

 Uppstod problem när de nya strategierna skulle matchas mot organisationskulturen? 
 

 Delade de två tidigare organisationerna en gemensam vision för det framtida 
företaget? Om inte, hur skapades en vision? 
 

 Hade de ansvariga för integrationen en kommunikationsplan för 
integrationsprocessen? Vad innefattade den? 
 

 Hur meddelades förändringarna av organisationskulturen? 
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 Hur kommunicerades den nya kulturen ut? 

Nyhetsbrev 
- E-post 
- Telefonsupport 
- Frekventa möten  
- Videokonferenser 
- Annat 

 
 Förekom informell kommunikation med anställda på alla nivåer? 

 
 Fick anställda delta i förändringen av kulturen? Om ja, på vilket sätt? 

 
 Hur gjorde ni förändringen legitim, hur motiverade ni varför den gamla kulturen inte 

längre fungerade? 
 

 Utarbetades klara mål för varje anställd i ett tidigt skede?  
 

 Fick de anställda någon utbildning om den andra organisationens kultur?  
 

 Hade de båda organisationerna olika definition för normer? Om ja, hur skapade ni 
gemensamma normer för det fortsatta arbetet? 
 

 Satte ni upp gemensamma mål och överenskommelser för de anställda för att bygga 
förtroende mellan dem? 
 

 Hur kontrollerade ni att den nya visionen, organisationskulturen, normer, mål etc. 
överenskommelser etc. verkligen implementerades bland de anställda och 
efterföljdes? 
 

 Utarbetades en överenskommelse i ett tidigt skede för hur konflikter under pågående 
integrationsprocess skulle lösas? 


