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Abstract 
 

The purpose of this thesis is to examine how the outcome of mergers and acquisitions are 

perceived from different managerial positions in the acquiring firm and how managerial 

expectations can affect the perception of the outcome. Empirical data were gathered through an 

explorative multiple case study of five acquisitions at three companies by interviewing eight 

managers at different positions as well as reviewing secondary data. The data was analyzed and 

cross-case compared in order to detect possible differences between managers at different 

positions. The findings shows that financial and non-financial aspects are deemed important for 

how the outcome is perceived by different managers. The findings further indicate that financial 

aspects are more prominent for managers occupying a position with financial responsibility. 

The non-financial aspects are on the other hand perceived as important regardless of managerial 

position. Lastly, the empirical findings indicate that expectations held by individual managers 

are more dependent on the organizational motive of the acquisition rather than the position held 

by the manager and that not all expectations have to be fulfilled in order for the acquisition to 

be perceived as successful. 

 

Keyword: Mergers and acquisitions, M&A outcome, value creation, expectations, 

managerial position  
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1.0 Introduction   

In the past decades, mergers and acquisitions (M&As) have significantly increased in various 

sectors across the globe. In 2018 the aggregated value of global M&As increased, reaching the 

highest level since 2015 (M&A_Portal, 2018). Through a merger or an acquisition, a company 

can widen their competitive advantage and position by combining the strengths of two 

companies, gain access to new markets or expand their knowledge base (Schönreiter, 2007; 

Savovic, 2012; Bauer, Hautz & Matzler, 2015). At the same time as M&A activities continue 

to rise, research has shown that as much as 50-80% of all M&As fail to meet expectations 

(Bligh, 2006: 396). A considerable amount of research has been conducted to explore this 

paradoxical phenomenon and to provide an explanation to why many deals fail to meet 

expectations and to create the expected value, yet many questions remains to be answered in 

order to create a more nuanced picture of M&A outcomes. 

  

Studies of successful M&As have concluded that managing the post-merger integration (PMI) 

process is a key determinant of the post-merger outcome (Savovic, 2012). The PMI phase has 

been widely recognized as a critical part of the M&A process, where organizations are being 

integrated and combined in an evolving organizational process through a series of management 

initiatives in order to achieve expected benefits (Savovic, 2012; Bodner & Capron, 2018). This 

phase has also been identified as a main source of value creation (Angwin & Meadows, 2015). 

At the same time, it is not always clear what the concept of value connotes. 

 

M&As are seen as an evident way to create value for a firm, thus M&A success is often 

measured in the value being created. However, there are several perspectives surrounding what 

value entails. Teerikangas, Véry, and Pisano (2011) defines value creation as roles which 

contribute to create additional synergistic value, and/or avoids leakage of the firm’s initial 

value, and is often a main objective for M&A activities. On the other hand, Bowman and 

Ambrosini (2000) argue that value creation can be divided into different forms of value such as 

use value and exchange value. It is further stressed that value creation can occur at different 

levels; individual, organization or society depending on the value realization. The 

acknowledgment of these multilevel perspectives becomes important in the understanding of 

both value creation and value capture as different stakeholders at the individual, organizational 

and societal level have different views and competing interests about what value is. Conflicts 

among these perspectives capture and highlights the complexity of creating value and satisfying 
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different stakeholders involved in the M&A process. As the meaning of value is disputed among 

scholars and can be divided into different branches, it is necessary to define what this thesis 

refers to when discussing value. Value is defined as “the regard that something is held to 

deserve; the importance, worth, or usefulness of something” (Oxford Dictionaries, 2019a). In 

this thesis value creation is given the main focus as this has remained one important objective 

for pursuing M&A activities and will be further elaborated on in the theory section. 

  

As a part of value creation, attaining synergies is a main motive behind M&As, which is a quest 

to increase the performance of the combined firms compared to what the firms are 

accomplishing as independent entities (Fiorentino & Garzella, 2015), and is commonly used 

when discussing M&A success. The level of integration required to reach the highest amount 

of synergy realization has been debated among scholars. While some argue that a higher level 

of integration is a prerequisite for synergy realization, others have argued that synergy 

realization can be achieved without fully integrating the target company. Previous studies have 

given insights to different integration strategies but have not succeeded in providing a 

conclusive answer to what level of integration that provides the best potential for M&A success 

(Dauber, 2012). Nevertheless, the involvement of managers has been argued as an important 

precondition for reaching a successful M&A outcome. 

  

Although the level of integration is disputed, the role of managers have been emphasized to be 

important in the PMI process as effective management has been shown to have a significant 

impact on the success of the M&A process (Vasilaki, 2011). The role of managers becomes 

further important in relation to M&A success as M&A failure often has been seen as a failure 

to meet different expectations. It is known that a firm can pursue M&A activities with several 

objectives in mind, creating goal conflicts as a result of different strategies and management 

preferences (Dauber, 2012). Therefore, managerial expectations should be considered as an 

important aspect when evaluating the outcome of M&As. As goal conflicts may emerge in the 

context of M&As, these conflicting expectations could provide an explanation of the high 

failure rate of M&As. If results fail to meet expectations, the outcome is likely to be considered 

as poor. Depending on the position and thereby the perspective held by the manager, the 

expectations on the M&A outcome is likely to vary. As different managers have different 

perceptions on what is perceived as success and failure, this makes it possible to assume that it 

will be difficult to reach what could be perceived as a unilateral success, or failure. Senior 

managers are to a greater extent involved in the acquisition process and are therefore likely to 
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have higher expectations on the acquisition compared to lower ranking managers with less 

insight to the acquisition process (Hubbard & Purcell, 2001). In this thesis, managerial positions 

refer to managers at a senior level such as CEO, CFO, COO, or similar, with insights to 

acquisitions processes and the strategic decisions being made by the corporate management.  

 

The bright side of M&As, with hope of increased value, synergies and M&A success, can be 

one explanation for the increasing amount of M&A activates. On the other hand, the potential 

dark side of M&As, with low synergy realization, lack of value creation due to problems in the 

critical PMI phase (Vasilaki, 2011), value destruction and conflicting managerial expectations 

seems to often be neglected. Different ways of evaluating M&A performance have created 

conflicting views in regards to what success really is in the context of M&As. When 

unwrapping the concepts surrounding M&A outcomes, it becomes clear that there is a lack of 

coherence of what M&A success actually entails. It also becomes apparent that the amount of 

management literature surrounding failure is far less than the literature surrounding success 

(Denrell, 2003). While the failure rate of M&As has stayed high, the concept of M&A success 

remains disputed and vague. Based on the discussion above, this thesis will examine how M&A 

success and/or failure, in this thesis captured in the word M&A outcome, is perceived from 

different managerial positions within the acquiring firm.  

  

1.1 Purpose and research question  

Given the vague definitions that have been ascribed to M&A success as well as the scares 

research on how M&A outcomes are perceived by different managers, this thesis seeks to create 

a greater understanding of how the M&A outcome is perceived from different managerial 

positions in the acquiring firm. Through a multiple case study, examining five different 

acquisitions in companies operating within the service sector, this thesis aims to create a more 

comprehensive understanding on the phenomena of M&As.  

 

The research question of this thesis is: 

What aspects are considered to be important for how the M&A outcome is perceived and does 

it vary depending on the managerial position? 
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2.0 Theoretical framework 

This section of the thesis begins with a presentation of M&A motives and post-merger 

integration as these are fundamental elements in the M&A process. This is followed up by a 

presentation of M&A results, managerial expectations and a discussion on the concept of M&A 

success. Lastly, M&A performance measures are presented. 

  

2.1 M&A motives 

M&As are a well-known and powerful tool used to achieve corporate growth. M&As can 

provide a solid foundation for a firm’s future growth and survival if it’s done well. Through 

adding, redeploying, recombining, or diversifying assets and resources, the merging firms can 

reconfigure their businesses and strengthen their base of resources (Bodner & Capron, 2018). 

  

Different theoretical perspectives have been provided to explain M&A motives. In the field of 

strategic management, M&As has been studied as a method for diversification, while research 

in economics has stressed factors such as market power and economies of scale as motives for 

M&A activities (Larsson & Finkelstein, 1999). For this thesis, value and synergy are given the 

primary focus as they have been emphasized in the literature as important aspects for 

conducting M&A activities (Fiorentino & Garzella, 2015; Trautwein, 1990). As both of these 

concepts are vague and somewhat difficult to distinguish in the literature, a distinction between 

them have been made in accordance with the definitions provided by Oxford dictionary in order 

to illustrate the difference, and how they are being used in this thesis. Value is defined as “the 

regard that something is held to deserve; the importance, worth, or usefulness of something” 

(Oxford Dictionaries, 2019a) and synergy is defined as “the interaction or cooperation of two 

or more organizations, substances, or other agents to produce a combined effect greater than 

the sum of their separate effects” (Oxford Dictionaries, 2019b). These concepts will be further 

elaborated below. 

  

In the management and organization literature, value creation is a central concept both for 

individuals and for organizations. Value creation has also been identified as an important 

motive for pursuing M&A activities, yet there is little agreement on what value creation entails 

and on how to achieve it. Lepak, Smith and Taylor (2007) argue that value creation and value 

capture should be viewed as separate processes as the value creator may not be the one capturing 

the value in the long run. 
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According to the resource-based theory, organizations are seen as a bundle of resources which 

are “valuable, rare, imperfectly imitable and imperfectly substitutable” (Bowman & Ambrosini, 

2000: 1) and is the organization’s main source of competitive advantage. Bowman and 

Ambrosini (2000) argue that value can be separated into use value, that is subjectively assessed 

by customers and exchange value, which is being realized at the point of sale. Based on this 

reasoning, Lepak, Smith and Taylor (2007) suggest that the value creation depends on the 

relative amount of value that is subjectively realized by a target user which could be individuals, 

organizations or the society. 

  

Depending on the perspective of analysis, individual, organizational or society, the process of 

value creation changes. From the perspective of individuals, value is created through 

developing new tasks, products or processes, or through other contributions that are seen as 

valuable for the target user, which could be employees, customers or clients. From this 

perspective, knowledge creation, and individual creativity can be perceived as important 

aspects of the value creation process (Bowman & Ambrosini, 2000). Value creation of 

organizations, on the other hand, is suggested to be achieved when firms invent or develop new 

methods, ways of doing things or through new technologies. This implies that innovation and 

invention activities are seen as important aspects of the value creation process (Lepak, Smith 

& Taylor, 2007). Barney (1991: 106) further argues that “resources are valuable when they 

enable a firm to conceive of, or implement strategies that improve its efficiency and 

effectiveness”. The perspective of analysis affects the perception of value as various 

stakeholder have different views as to what is considered to be valuable. What further makes 

value difficult to measure is that the value an organization can capture is known first until the 

time of sale, before that the organization does not know what the newly created use value is 

worth (Lepak, Smith & Taylor, 2007). 

  

In addition to value creation and value capturing, several studies have argued that synergy is a 

primary motive for M&As (Fiorentino & Garzella, 2015; Trautwein, 1990). Synergies could 

take on different forms depending on the nature of the merging companies. If the companies 

are of a similar kind, the synergies could be benefits of economies of scale, economies of scope 

and increased market power. Less similar companies could achieve benefits such as increased 

innovation capacity or increased problem-solving capacity (Dauber, 2012). As synergies are 
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seen as a main motive for M&As, it is also important to acknowledge the PMI-process which 

has an impact on synergy realization. 

 

2.2 Post-merger integration 

Among scholars, there is a common understanding that the PMI-process is critical for the 

outcome of the M&A. Bodner and Capron (2018: 2) define PMI as “the process that unfolds in 

the aftermath of the deal closure to reconfigure merging firms by redeploying, adding or 

divesting resources, lines of products or entire businesses, in order to achieve the expected 

combination benefits”. The PMI process provides possibilities to enter new markets, introduce 

new products, increase knowledge or improve the firms’ competitive advantage, which are seen 

as value-creating activities (Savovic, 2012). 

  

Depending on the type of M&A activity, the degree of integration of the target company will 

vary. The degree of integration can be separated into three general steps, where the first step 

integrates administrative departments with the goal to share financial risks and resources 

between the entities, but the acquired firm remains autonomous. The second step brings changes 

to the value chain, for example, physical integration where product lines are combined and 

physical resources are exchanged and shared. The third and last step involves sharing all 

resources, integrating company management and organizational culture and fully absorbing the 

acquired company (Savovic, 2012). Based on these three steps, the level of integration can be 

ranked from low to high, where the target company can remain independent or become fully 

absorbed within the acquiring company. 

  

The depth of integration will impact the degree of realized synergies and value creation as 

synergies partly are related to the ability to use the same knowledge and skills (Savovic, 2012; 

Fiorentino & Garzella, 2015). For example, if the companies are not physically integrated, there 

can be no expectations of reduced cost in production as the companies do not share facilities 

(Savovic, 2012). Therefore, the anticipated integration depth must be considered when setting 

synergy expectations. 

  

2.3 M&A results 

Rozen-Bakher (2018) discusses two different M&A results; on the one hand, efficiency gains 

and on the other to seize the potential of synergies. In order to achieve synergy, two or more 
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companies need to be integrated to increase the competitive advantage. This is argued to 

increase the market size, resulting in revenue growth for the combined companies. To reach 

efficiency gains, or to disciplining inefficient targets, on the other hand, calls for workforce 

reduction and cost cuts (Rozen-Bakher, 2018; Bligh, 2006). This results in improved efficiency 

and increased profitability. 

  

Depending on the main goal of the M&A, different strategies should be used. If the goal of the 

deal is to expand to new markets, and increase revenue by combining two companies, this will 

at the same time hinder the opportunity to improve efficiency as the combined companies 

require more resources in order to seize the synergy potential. This creates a “win synergy-lose 

efficiency” trade-off (Rozen-Bakher, 2018). Similarly, if the M&A seeks to improve efficiency, 

this implies cost-cutting in order to increase profitability. At the same time, this approach 

decreases the amount of available resources and makes it harder to increase the market size and 

realize the synergy potential. This can be described as a “win efficiency-lose synergy” trade-

off. Balancing synergy success and efficiency gains in order to avoid a potential trade-off is 

one of the main challenges when implementing the M&A strategy. The above discussion 

demonstrates that various motives for M&As exist as well as the difficulties of measuring and 

defining M&A success, which will be further discussed.      

  

2.4 Managerial expectations 

There is research suggesting that expectations are important, and could help explain why a large 

amount of M&As are considered to be unsuccessful (Hubbard & Purcell, 2001). 

Andriuskevicius (2017) argues that managers subjective assessment of the M&A depends on 

the degree that expectations have been fulfilled. The expectations of a manager are likely to 

vary over time and can be different depending on the seniority of the manager due to personal 

development and future possibilities (Hubbard & Purcell, 2001; Andriuskevicius, 2017). The 

seniority affects the expectations as certain roles to a larger extent are involved in the 

acquisition process. Hence, senior managers are likely to have higher expectations due to risks 

such as losing position or status, whereas lower ranking managers have less insight into the 

acquisition process. As junior managers have less ability to affect the acquisition process, their 

expectations are lower (Hubbard & Purcell, 2001). 
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Fulfillment of managerial expectations is therefore used as a measure of M&A success, 

although it might be subjective (Kapil & Das, 2012), and can be seen as crucial in explaining 

how the outcome of the M&A is perceived once the deal is completed. Bligh (2006) argues that 

managing expectations relies upon fostering realistic expectations of the changes to come, both 

challenges and opportunities, which further provides the most optimal prerequisites for the 

M&A to be successful. At the same time, the various expectations that Hubbard, Purcell (2001) 

and Andriuskevicius (2017) argue can be held by different managers further complicates the 

assessment of how the M&A outcome should be viewed. Nevertheless, expectations could be 

seen as a crucial element for creating value in the post-acquisition process as well as in 

evaluating the success of M&As.    

  

2.5 Definitions of M&A success 

There exist various views to the concept of M&A success and previous definitions are broad 

mainly due to the fact that different measurements have been used to capture M&A 

performance. Nevertheless, these views will be presented in the following part of the thesis as 

they lay the foundation for further understanding of the concept as well as the perception of 

successful M&A outcomes.  

  

Most studies discussing success in the M&A context uses the acquiring company's performance 

as reference (Meglio & Risberg, 2011). Although the performance of the target company 

sometimes is being used, it is far less common. The degree of synergy realization is also 

commonly used as a measure of a deal’s success (Larsson & Finkelstein, 1999; Dauber, 2012; 

Fiorentino & Garzella, 2015). Synergy realization is often used as an additional factor separated 

from the acquiring and the target company performance as synergy realization is argued to 

capture more than performance, which mainly refers to financial performance (Dauber, 2012). 

On the other hand, in Meglio and Risberg’s (2011) literature study of measurements of M&A 

performance, they rather argue that performance can be separated into financial and non-

financial performance. 

  

Dauber (2012) argues that it is necessary to identify the motives behind a M&A deal and to 

measure whether the objectives of the deal were achieved. This enables other, non-financial 

objectives, to be taken into consideration. For one firm the objective might not be to instantly 

create value, but to destroy a competitor, which in financial terms appear negative but rewards 
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are gained years later once new market shares are reached (Dauber, 2012; Subramanian, 

Ebrahimi & Thibodeaux, 1992). However, as these results do not affect the financial statement 

in several years to come, it becomes more complex to measure the success of the deal. 

  

It is also known that the achievement of one goal may have been at the expense of another. This 

makes it harder to evaluate the M&A outcome as the same deal can be perceived as a success 

as well as a failure depending on the measurement being used (Dauber, 2012). The fact that 

managers at different positions can have different views on what is perceived as valuable further 

complicates the evaluation of the M&A outcome. Rozen-Bakher (2018) follows similar 

reasoning when discussing how the same outcome of a M&A can be considered either as a 

success or a failure depending on the objective of the deal. He claims that a M&A can be seen 

as a success if it leads to synergy realization and efficiency gains, which results in increased 

revenue and improved profitability. However, if the deal results in only one of the objectives 

being fulfilled, leading to a trade-off between the two, the M&A deal may be perceived as less 

successful. Dauber (2012) argues that one of the difficulties in creating an understanding of the 

concepts of success lies in the fact that there are many combinations of how M&A performance 

is measured. This makes it difficult to compare different studies, but also provides an 

explanation of why the definitions of success vary. 

  

2.6 M&A performance measures 

M&A performance measures, mainly from the acquiring firms’ perspective, are commonly used 

when examining the success of a M&A deal. In this thesis, Meglio and Risberg’s (2011: 422) 

classification scheme of M&A performance measures together with the supplementing 

indicator employee retention will be used as a theoretical foundation to help explain what 

aspects that are considered to be important for how the M&A outcome is perceived. 
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Figure 1. M&A performance measures. 

Source: modified by authors, Meglio and Risberg (2011). 

  

M&A performance is described as an umbrella concept that is broad and ambiguous and lacks 

consensus among scholars of how to be measured. This has led to a vast difference in 

approaches to defining and measuring it. At the same time, the concept is often used when 

evaluating the outcome of M&As. In their literature review of M&A performance 

measurements, Meglio and Risberg (2011) created a classification scheme of M&A 

performance measures used by different scholars. This divides M&A performance measures 

into two performance domains; the financial domain and the non-financial domain. In addition 

to the dimensions and indicators identified by Meglio and Risberg, we have added retention as 

a supplementing indicator to measure overall performance as it has been argued that employee 

retention is an important factor when evaluating M&A performance. 

  

2.6.1 Financial domain 

Within the domain of financial performance, measurements such as market performance and 

accounting performance are commonly used to evaluate the performance of the acquiring 

company after a M&A. 
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To measure market performance, dimensions such as risk and market value are often used. Risk 

concerns the systematic risk that the company is facing while market value, on the other hand, 

is used to measure the firm’s market value before or after the M&A is complete (Meglio & 

Risberg, 2011). However, market performance measurements are only available for public 

companies. 

  

Looking at financial performance using accounting performance measurements, dimensions 

such as profitability, growth, leverage, and liquidity are seen as important. Profitability is one 

of the business performance measurement most talked about (Kapil & Das, 2012), where the 

return on assets, return on sales or difference in net income are used as measures. Growth is a 

second dimension used to measure accounting performance (Meglio & Risberg, 2011). Kapil 

and Das (2012) define growth as the change in total assets over a period, initiated by a strategic 

choice and this can, for example, be measured in sales growth. The last dimension is leverage 

and liquidity which can be measured in cash flow. 

  

An aspiration to achieve synergies is often the main motive for firms to pursue M&A activities. 

In relation to synergies, a distinction has been made between motives related to financial 

synergies and motives related to operating synergies where financial synergies are those 

achieved through the combination of two companies’ financial structures (Rabier, 2017). 

Financial indicators are often used to measure performance as these synergistic outcomes are 

easier to measure. However, criticism has been directed towards these measures. Kapil and Das 

(2012) argue that accounting performance, for example, emphasize on historical activity and 

therefore is limited in measuring future performance, especially if the environment is turbulent. 

  

2.6.2 Non-financial domain 

Non-financial measurements are another way to evaluate the performance of the acquiring 

company after a M&A. Meglio and Risberg (2011) divide the non-financial performance 

domain into operational performance and overall performance. Related to operational 

performance, operating synergies are benefits achieved through combining the resources of 

companies (Rabier, 2017), and have been measured using indicators such as marketing, 

innovation and productivity. Overall performance is measured in indicators such as success and 

survival. 
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The first indicator of measuring operational performance is marketing which represents the 

variation in a firm's market share. Innovation on the other hand, is measured in the number of 

patents held by a firm or an estimation on the type of innovative activities in the firm post-

acquisition. The last indicator, productivity, is measured for example in cost synergies. 

  

Overall performance is measured through indicators such as success and survival. Meglio and 

Risberg (2011) define success as the attainment of M&A goals. However, as recognized by 

Dauber (2012), M&As can be carried out in pursuit of several goals, which makes it harder to 

evaluate success. Survival is the final indicator which is often measured in divestiture (Meglio 

& Risberg, 2011). 

  

In addition to the above indicators used to measure overall performance, employee retention is 

used as a supplement. Employee retention after a M&A is critical to achieve ultimate success 

(Epstein, 2004) as it has been suggested that retention of key employees facilitates access and 

benefits of the target firms’ capabilities and knowledge (Bodner & Capron, 2018). Especially 

in companies where knowledge is the core asset, it becomes crucial to retain employees as they 

are the knowledge carriers (Hansen, Nohria & Tierney, 1999). Zollo and Meier (2008) used 

employee retention as one measurement to evaluate long-term process performance and argues 

that this metric becomes especially important in revenue growth- and innovation-oriented 

acquisitions. 

  

Operating synergies are benefits achieved by combining the resources of companies. Operating 

synergies enables resources and capabilities to be combined in more unique ways compared to 

financial synergies, but they are also harder to value and implement (Rabier, 2017). Ficery, 

Herd and Pursche (2007) refer to these types of synergies as revenue synergies and do also 

argue that they are difficult to calculate and capture and that they often are overvalued. Due to 

this, some have argued that synergies such as transfer of skills, should not be a part of the 

calculation when evaluating the value of a M&A deal, although it can be a real source of value. 

As these synergies are more difficult for managers in the acquiring firm to implement and value 

they create a greater uncertainty compared to financial synergies which are easier to capture 

(Rabier, 2017). 
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2.7 Summary of the theoretical framework 

In the M&A literature, different theoretical perspectives have provided various M&A motives. 

Several studies have agreed on that value creation and to attain synergies are two of the main 

motives for pursuing M&A activities. At the same time as these objectives have been identified 

as driving forces, they are seldom realized due to the high failure rate of M&As. 

  

Expectations on the M&A outcome, especially from a managerial perspective, becomes 

important when evaluating the result of a M&A as the fulfillment of managerial expectations 

is used as a measurement of M&A success. As the perception of value can differ depending on 

the perspective of analysis, it is of relevance to examine if the perception of the M&A outcome 

can differ among managers at different positions within the same firm depending on their 

expectations and point of view. Although much is known about different motives for why firms 

pursue M&A activities, less is known about what is perceived as successful or unsuccessful 

outcomes of such activities within the same firm. Different factors have been used to measure 

M&A success which has contributed to the difficulties of determining what the concept of 

M&A success entails. In this thesis, the theory about managers expectations and Meglio and 

Risberg’s classification scheme of M&A performance measures used by different scholars 

supplemented with the additional factor employee retention is used as the theoretical foundation 

to help develop the understanding of how managers at different positions in the acquiring firm 

perceive the M&A outcome. In order to create a more nuanced picture of the dark side of M&As 

with a risk of value destruction, and the bright side of M&As with the potential of value 

creation, an exploratory study will be conducted.   

 

Figure 2. Model of theoretical framework. Source: authors. 
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3.0 Method 

In the following part of the thesis, the research design and data collection method will be 

presented. This is followed up by a presentation of the setting and sampling and lastly, the 

analysis and coding process is described.  

 

3.1 Research context and Research design 

The aim of this thesis is to develop an understanding of what aspects are considered to be 

important for how the M&A outcome is perceived and if it varies depending on managerial 

position. M&As are a well-studied phenomenon that has been researched from several points 

of view. Most studies have evaluated M&A success from the acquiring firm’s perspective. Few 

have studied how the M&A outcome is perceived by different managerial positions. The 

common way to approach the issue of M&A outcome is to look merely at the success of the 

deal. Therefore, to widen the view of M&A outcome this thesis will examine if the same 

outcome of a M&A deal can be perceived differently by managers within the acquiring firm 

depending on their position in the organization. When conducting M&As, it has been argued 

that the acquiring firm gains twice as much as the acquired firm (Graça & Masson, 2016), 

therefore it is possible to assume that the expectations are more prominent among managers in 

the acquiring firm which makes them interesting to study.   

  

In order to provide further insights on the topic of how M&A outcomes are perceived from 

different managerial positions, a qualitative, exploratory research approach was conducted as 

it enabled us to observe, collect information and construct theoretical explanations. Using 

inductive reasoning, where the relationship between empirical research and theory enables new 

concepts to be generated and create a further understanding of already established concepts, 

was deemed to be important in order to answer the research question. As this thesis aims to 

explore how different managers in the acquiring firm perceive M&A outcomes, a qualitative 

approach allowed the study to discover managers personal experiences, providing insight to the 

phenomena and thus help to create a better understanding of how M&A outcomes are perceived. 

Although qualitative research sometimes is criticized for being subjective which can be seen as 

a weakness (Yin, 1994), in this thesis it is viewed as a strength as the research question is of a 

subjective nature. In order to get a deeper understanding of the phenomena being examined, a 

qualitative exploratory approach was deemed necessary as it enabled us to get a more 
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comprehensive understanding of how M&A outcomes are perceived from different managerial 

positions. 

                    

Given the exploratory nature of the research question of the thesis; “What aspects are 

considered to be important for how the M&A outcome is perceived and does it vary depending 

on the managerial position?” the study was carried out through a case study design which 

enabled us to create further understanding of the phenomena (Yin, 2015). To be able to explore 

the view of managers perception on M&A outcomes, a multiple case study was conducted. 

Using a multiple case study was deemed necessary as it typically yields more robust and wider 

insights into the phenomena (Eisenhardt & Santos, 2009). Case studies have also been argued 

to represent a methodology that is well suited to create managerially relevant knowledge 

(Gibbert, Ruigrok & Wicki, 2008) and was therefore seen as appropriate given the research 

question of the thesis.  

  

Due to the phenomena being examined, access to companies conducting M&A activities was 

necessary in order to answer the research question. To ensure the collection of relevant data, 

access to companies ongoing M&A activities were a fundamental prerequisite. Using a multiple 

case study enabled the collection of data from several acquisitions to create a fuller picture of 

the phenomena. 

  

3.2 Setting and sampling 

In order to answer the research, question suitable case companies had to be selected. Due to the 

nature of the research question, companies that involve its managers in the M&A process was 

necessary. Large companies, such as multinational corporations, that pursue growth strategies 

through M&A strategies tend to have separate M&A departments and do often not involve 

managers handling day-to-day operations in the M&A process (Sevenius, 2015; Valentum, 

2017). Based on this, a number of criterions were set up which allowed us to narrow down the 

scope of potential companies. Based on the three criteria listed below three companies were 

chosen as the point of departure to explore the phenomena. 

  

• The company should be active within the service sector 

• The company should have pursued M&A activities within the last five years 

• The company involves day-to-day managers in the M&A process 
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In Sweden, the service sector accounts for two-thirds of the GDP (Ekonomifakta, 2019). 

Investigating companies active within this sector was seen as suitable given the increasing 

amount that the service sector constitutes of the Swedish GDP as well as the increasing demand 

for knowledge-intensive services (Almega, n.d.). Moreover, this is also the sector where M&As 

are conducted most frequently (Investopedia, 2018). The second criterion was that the company 

should have pursued M&A activities within the last five years. This criterion was evaluated as 

crucial as it increased the probability to generate relevant information from the respondents. 

We deemed companies that conducted M&A activities more than five years ago to be less 

relevant to examine as managers involved in the processes are less likely to remain in the 

company, which would prevent us from collect relevant information. Last, the company should 

involve its day-to-day managers in the M&A process. This was important in order to answer 

the research question as it enabled us to interview respondents with knowledge and insights to 

the acquisition process. Based on this, three companies were selected that pursues M&A 

activities and involves their management team in the processes. This was perceived as the best 

conditions to collect a sufficient amount of data to answer the research question. 

  

Company A was established about 20 years ago and is active in a knowledge-intensive industry 

in Sweden. The company has a growth strategy that involves organic and non-organic activities. 

In this setting, company A seeks out external companies that possess knowledge, services 

and/or geographical settings that supplements their offer. This means that non-organic activities 

such as acquisitions are an important part of their growth strategy. Company B has been active 

for five years in two Nordic countries and has adopted a similar growth strategy as company A. 

However, they are mainly focusing on adding geographical locations and to expand their 

customer base by acquiring companies with relevant business, products, and an existing 

customer base. Company C was created through a fusion of several similar companies 12 years 

ago and is active in the mid-region of Sweden. Company C is one of the larger companies of 

its kind in Sweden. They mainly pursue a growth strategy consisting of organic growth but has 

acquired companies under special circumstances in order to maintain their customer base and 

to be able to maintain business areas. Due to the sensitivity of the subject being studied, no 

further presentation of the different companies will be provided and the names of the 

participating companies and respondents will be kept anonymous. 
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From the three companies, five acquisitions have been analyzed which were deemed suitable 

to reach data saturation (Sandelowski, 1995). Three acquisitions were examined at company A, 

these will be referred to as case A1, A2 and A3. At company B one acquisition was analyzed 

which will be referred to as case B1. Lastly, one acquisition was examined at company C which 

will be referred to as case C1. All of the examined acquisitions were fully integrated into the 

acquiring companies. The variation in the amount of examined acquisitions at the three 

companies is due to the relevance of the cases available to help answer the posed research 

question. The companies provided the context for where the different cases are nested, meaning 

that the different acquisitions are what constitutes the actual cases for the thesis. Within each 

case, the respondents work as different units of analysis (Yin, 2015; Eisenhardt & Santos, 

2009). Using a multiple case study with underlying units of analysis enabled us to examine each 

case (acquisition) from different managerial perspectives of the companies. 

   

The respondents were chosen based on their position at the case companies and through their 

ability to provide insights to help answer the research question. Initial contact with the different 

case companies was through e-mail or phone and first meetings were scheduled with a 

respondent with overall insights of the acquisitions processes at the different companies. The 

first respondent at each company further recommended managers who could be of interest, 

which means that a snowball sampling was used to find additional respondents at each company 

(Corley & Gioia, 2004). Given the different organizational position held by the respondents, 

their participation in the acquisition process varies, however, they have all been involved during 

the acquisition or in the post-acquisition process. 

  

3.3 Data collection 

To address the research question, a collection of primary data and secondary data were 

conducted. Primary data was gathered through interviews and secondary data consisting of 

newspapers, press releases and annual reports provided a supplementary data source. To 

conduct qualitative interviews was seen as well-suited as they provide insights to the 

respondents’ own experiences, thoughts and feelings (Dalen, 2007; Saunders, Lewis & 

Thornhill, 2012). Secondary data was important to provide a basis for triangulation and 

generated additional insights to answer the research question (Corley & Gioia, 2004; Gibbert, 

Ruigrok & Wicki, 2008). This was done by providing an organizational perspective to the 
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acquisitions, which were used as a supplement to the primary data consisting of the managers’ 

personal perception.    

 

3.3.1 Semi-structured interviews 

The primary data was gathered through semi-structured, in-depth interviews with managers at 

different positions in the case companies. A total amount of eight interviews were conducted. 

A majority of the interviews were carried out face-to-face, for the case where one of the 

respondents was located outside Stockholm the interview was carried out via phone. During the 

interviews’ respondents were asked to talk freely about a number of themes and supplementary 

questions were asked in the cases where the respondent talked about new concepts. The 

interviews were recorded and kept at a length of 25-60 minutes. Given the fact that the 

interviews were conducted in Swedish, which is the native tongue of the respondents, the 

indicative quotes presented in the findings section were translated to English. A summary of 

the interviews was sent to the respondents to ensure that the meaning of the interviews was 

interpreted correctly. The interviews were used as the main source of data to develop the 

understanding of how managers at different positions perceive the M&A outcome.  

 

At company A, two interviews were conducted. The two managers being interviewed possessed 

a high degree of insight into the M&A processes at the company and were therefore seen as 

highly relevant to provide in-depth information about the three acquisitions. The first 

respondent works as an acquisition manager at the company and could provide a comprehensive 

picture of the three acquisitions. The second respondent works as a manager for one of the 

business areas in the company and was involved as an advisor in the three acquisitions. 

Although more interviews would have been beneficial to create a wider picture of how different 

managerial positions perceive the M&A outcomes, there was a limitation to how many 

managers that could provide information about all three acquisitions. The two managers being 

interviewed had extensive knowledge of all three acquisitions and these two interviewees were 

therefore seen as sufficient. At company B two interviews were conducted with the CEO and 

CFO whom both were fully involved in the acquisition process. Given the size of company B 

and the respondent's insights, this was seen as sufficient to create an understanding of how the 

acquisition was perceived at this company. At company C, four interviews were deemed 

necessary to gain enough information about the acquisition given that none of the respondents 

worked full time with the acquisitions but also managed their day-to-day tasks as well. The first 

respondent works as a manager at the acquired company, the second as former CFO during the 
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acquisition but is now acting as a senior advisor. The third respondent is a chairman of the 

board and the last respondent works as sales manager and executive vice president. These 

respondents have had various roles in the acquisition and could therefore provide different 

perspectives on how the M&A outcome was perceived. Taken together these eight interviews 

provided a comprehensive understanding of how M&A outcomes can be perceived from 

different managerial perspectives in the acquiring firm. 

 

 

Company: Role: Respondent: 

A Acquisition manager “Sune” 

A Business area manager “Per” 

B CEO “David” 

B CFO “Charlotte” 

C COO “Patrik” 

C CFO / Senior advisor “Gunnar” 

C Chairman of the board “Arthur” 

C Executive vice president/  

Sales manager 

“Mats” 

  

Table 1. Roles and fictive names of respondents.  

  

The interview guide was constructed based on the theoretical concepts presented in the theory 

section. In line with inductive reasoning, theoretical themes were used as the point of departure 

to formulate open-ended interview questions. Three main themes constitute the basis of the 

interview guide; expectations, financial performance and non-financial performance. The 

interview questions were designed to capture the subjectivity of the respondent as this was 

deemed to be important in order to answer the research question. If the questions would have 

been constructed in a less subjective manner, it would be more difficult to examine if there is a 

difference in how the M&A outcome is perceived among the managers as the respondents likely 

would have answered the questions from an organizational perspective. Using semi-structured 
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interviews enabled access to be gained to create a better picture of the respondents’ perspectives 

as open-ended questions enable the respondent to elaborate their answer which is much suitable 

in exploratory research (Ghauri & Grønhaug, 2010). For this thesis, this was deemed 

advantageous for the context of discovery, especially in order to distinguish if there is a 

difference in how managers at different positions perceive the M&A outcome. For interview 

guide, see appendix 1. 

  

3.3.2 Secondary data 

The empirical findings from the interviews were triangulated with secondary data which 

provided an organizational perspective to the acquisitions. For this, annual reports, newspapers 

and press releases regarding the acquisitions were used. For company A secondary data in terms 

of press releases for all three acquisitions and newspapers were analyzed. In company B and C 

annual report containing information about acquisitions were used as supplementary data. 

 

3.4 Data analysis and Coding 

In order to structure and to obtain meaning from the collected data, the recorded interviews 

were transcribed and responses were color-coded as keywords related to the theoretical 

framework emerged. The transcriptions were initially read with a broad perspective by both 

authors until common themes were discovered. As theoretical themes emerged, the authors 

color-coded the transcripts individually and later discussed and compared the results in order 

to ensure a shared understanding of the collected and analyzed data. In a few cases where 

opposite opinions occurred, the color-coded transcripts were compared to the theoretical 

framework in order to establish where the quote belonged. 

 

The processes used to structure the data was inspired by Corley and Gioia’s (2004) framework 

which often has been used to structure inductive data in qualitative studies. In accordance with 

this framework of analysis, the data is systematically analyzed and presented in three steps. The 

1st-order concepts presented in figure 3 adhere closely to the recorded and transcribed 

responses from the interviews but have not been distilled into categories. As the process 

evolved, similarities and differences among in the data emerged which enabled us to identify 

different themes which were categorized and labeled. These were the initial themes identified 

and color-coded when reading the transcriptions. Presented under 2nd-order themes, the raw 

data was broken down into theoretical themes with the purpose of identifying emerging 
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concepts that enabled us to explain and describe the examined phenomena. Once a theoretical 

saturation was reached in the collected data, the 2nd order themes were further distilled into 

aggregate dimensions, aligned with the theoretical framework presented in theory section of the 

thesis (Corley & Gioia, 2004; Gioia, Corley & Hamilton, 2013). 

 

To provide an example of how the coding process was conducted an example will be shown. 

The first example is using the quote of Arthur, chairman of the board in company C: 

 

“[...] the employees are key to a lot, regardless of industry. The worst thing that can happen to 

such a business transaction is that half of the employees chooses to leave, or a vital piece of 

them. Often it is the most talented people who disappear first, because of this there was quite a 

soft approach to the acquisition.” 

 

From the raw quote, an adhering 1st-order concept was distilled, in this case, that it is important 

to retain employees. The first order concept is then connected to a 2nd-order theme, which is, 

in this case, employee retention. Lastly, the 2nd-order theme was connected to the theoretical 

aggregated dimension non-financial aspects. 

 

To further exemplify, using a quote from Patrik, COO of company C: 

 

“The company might just be a shell, often it is the employees who work there who are the actual 

enterprise itself. So, when they chose to leave there is not much left of what you acquired.” 

 

The meaning distilled to a 1st-order concept is, in this case, the importance of the knowledge 

situated within the employees. The first order concept was connected to the 2nd-order theme 

employee retention which in turn is connected to the aggregated dimension non-financial 

aspects. 

 

As qualitative research has been criticized for lacking scholarly rigor, the Gioia methodology 

was used as the framework which enabled us to clearly present how the dimensions emerged. 

Using this framework enables the thesis to provide a graphical illustration of the work progress 

from raw data to terms and themes in the analysis, strengthening the transparency of the thesis 

(Gioia, Corley & Hamilton, 2013). 
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Figure 3, Model of analysis, Reproduced from Corley and Gioia (2004). 

 

To create a greater understanding within as well as between the different cases, the five 

acquisitions were also analyzed by scoring recurring keywords in relation to the theoretical 

concepts that emerged from the collected data (Eisenhardt & Santos, 2009). From the themes 

financial, non-financial and expectations more insights were generated by cross-referencing 

between the five different cases and managerial positions. The identified concepts were scored 

“2” for high occurrence, “1” for medium occurrence and “0” for zero occurrence. The concepts 

scored with “2” was assigned when themes were frequently discussed and particularly 

highlighted among respondents, “1” was scored where themes were discussed, but not 

highlighted to the same extent and “0” was assigned when a connection to themes could not be 

found. Using this type of cross-referencing enabled differences and commonalities within the 

cases as well as between the cases to be illustrated. Creating an understanding of the different 

managerial views within each case were crucial given the research question of the thesis and 

this matrix provides an overview of the findings. The results are presented in the empirical 

findings section in table 2 with a scoring for the relation of the concepts, allowing for an easier 

display of differences and similarities between the different managerial perceptions within and 

between the cases. 
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4.0 Empirical findings 

In the following part of the thesis, the empirical findings will be presented according to the 

aggregated dimensions; expectations, financial aspects and non-financial aspects presented in 

figure 3 in the method section. Financial aspects and non-financial aspects are both viewed as 

value creating activities as illustrated in figure 3, but are presented separately in order to 

create a greater understanding of the concept. More data is presented in appendix 2, 3 and 4.  

 

4.1 Expectations  

In the literature, managerial expectations have emerged as an increasingly important factor 

when discussing M&A performance. Although the degree of involvement of the interviewed 

managers differed in the acquisitions process, all managers had expectations of what the 

acquisitions would result in. Related to the expectations held by the managers, these could be 

separated into two categories, improvements and uncertainty.  

 

4.1.1 Improvements 

During the interviews, one of the themes that emerged as an important aspect related to 

expectations was the possibility for improvements and development that the acquisition had the 

potential to bring. This was especially prominent in case A2, A3 and C1. Another expectation 

in terms of improvements was the questions on how to create and achieve synergies, which 

were discussed in case A1, A2, A3 and B1. 

 

“Expectations were that we would, so to speak, acquire a business with a good result, which in 

our company was decent, and would increase after the acquisition, which would bring in a 

number of SEK in excess of what we already were earning. And then I had my own expectations 

that were a bit more oriented towards that we could further... grow in this area, both 

organically and also with more acquisitions.” Gunnar, Senior advisor and prior CFO Company 

C. 

 

“I think that the expectations in scope acquisitions are always something extra, something new 

and unknown but it is also here you have the potential to really reach synergies [...]” Sune, 

acquisition manager Company A.  
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“Expectations were related to the possibility to develop sales, especially the possibility to 

increase sales [...] and that we could unite all of the customers in the one database and that we 

would get a functioning system.” David, CEO Company B. 

 

In case A2, the business area manager talked about expectations on how synergies could be 

achieved through the acquisition, also from the acquired company’s point of view, and how the 

acquisition would lead to improvements for both companies: 

 

“In this case, there was a longing, or a curiosity, to join something bigger and to become a 

part of a larger platform with the synergies we talked about, you open up for a new kind of 

customer relationships and business opportunities.” Per, business area manager Company A.  

 

When engaging in acquisitions in a familiar business area where the company holds previous 

knowledge the expectations differ as it is easier to predict the outcome. In company A, scale 

acquisitions refer to growth through acquisitions in an already existing business area. In terms 

of these acquisitions, expectations are easier to align with the outcome which was discussed in 

case A1 and is illustrated in the quote below:  

 

“[...] to work with scale acquisitions, the process is something familiar, there are new people 

and new energy in a new place but in a known context, there are some new attributes in it but 

I believe that the expectations are often mostly in line with the outcome.” Sune, acquisition 

manager Company A.  

 

4.1.2 Uncertainty  

Uncertainty was another theme that emerged in relation to expectations on the acquisitions. 

This could be related to uncertainty in terms of entering new markets and business areas without 

previous experience, which Company A refers to as scope acquisitions. In case A2 and A3 

Company A expanded their offer by acquiring new business areas:  

 

“To work with scale acquisitions, that is something you know [...]. You have an understanding 

of what to expect and what is going to happen, but when it comes to scope it is more about 

entering unknown territory, but that is something we are aware of when we examine those type 

of acquisitions.” Sune, acquisition manager Company A.  
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Uncertainty could also be related to how the acquisition was perceived and received by the 

employees, and how this was handled by the acquiring firm:  

 

“At this company commitment is one of our guiding principles, and that permeates the entire 

organization, everyone is very engaged and positive and want to progress forward. So, when 

we announce that we have made a new acquisition, there is a tremendous outburst of joy and a 

positive spirit, everyone sees opportunities for themselves and for their clients. But that is 

something that is hard to handle from the acquired company, it is too much information and 

new people. On the contrary, when we announce, from the acquired position there are a lot of 

concerns in terms of what will happen with their roles and assignments? what will change? 

what will be improved? and do I have to move? It is very much about taking control of that 

situation, that is the most important part.” Sune, acquisition manager Company A.  

 

In case A1 the risk and uncertainty of the acquisition was perceived as low due to a high degree 

of similarities between the two companies, both in terms of business areas as well as culture 

and the close geographical distance. 

  

“[…] the acquisition was a strategic one in order to reach a new market and quickly get 

consultants out on assignments, we perceived the risk to be relatively low in relation to the 

terms of the acquisition.” Per, business manager Company A. 

 

In the case of B1, the risk and uncertainty of the acquisition was perceived as more prominent 

due to clauses in the acquisition agreement: 

 

“The company we acquired the division from required that it would be a seamless transition, 

the acquisition should not be noticed from the customer perspective. So, we had a rather tough 

responsibility for one year to report that we really took care of the customers appropriately. 

But the terms where pretty tough where we actually had a penalty clause where they had the 

rights to acquire the shares back if we did not behave accordingly.” David, CEO Company B. 

 

The acquisition manager at Company A argued that an important prerequisite for a successful 

acquisition is to align the ambitions between the involved companies as this decrease the 

uncertainty of the acquisition:  

 



 

 

26 

“It is very important that their ambitions heading into the acquisition are the same as ours, we 

do not want to dismantle a functioning organization, we see this as the soil that one can plant 

their seed in, and we want the entrepreneurs who run their companies to continue doing just 

that but within the framework of our company.” Sune, acquisition manager Company A. 

 

4.2 Financial aspects 

Financial measures have often been used when evaluating M&A performance. Financial 

aspects are seen as a part of value creating activities that can arise from acquisitions. The 

collected data is consistent with this as all except one manager spoke about themes connected 

to the financial performance of the M&A outcome. Profitability and growth were two categories 

that emerged during the interviews related to financial aspects of the acquisition outcome. In 

terms of profitability, this was one of the most prominent aspect that emerged from several 

managers when talking about the assessment of the deal before the acquisition was made. 

Growth on the other hand, were more prominent when the managers spoke about the outcome 

of the acquisition.  

 

4.2.1 Profitability 

In case C1, the purpose of the acquisition was to maintain their existing customer base and a 

business area which otherwise would have fallen in the hands of a competitor. Given the fact 

that this business area was seen as a profitable one, that was not desirable which is illustrated 

in the following quotes:  

   

“It is quite a big business and pretty profitable, so the company did not want to lose it, or risk 

losing it, so there was a strong interest to keep it”. Arthur, chairman of the board Company C.  

 

“[…] it is a strong business area. A vital one also during poor economic conditions and 

recessions. Many of these tasks must be performed regardless of the economic situation, which 

is good […]” Mats, executive vice president and sales manager Company C. 

 

“It is a stable business that performs very well with a stable financial statement [...] The 

assessment was quite straightforward and it was easy to establish that it was a profitable 

business.” Gunnar, senior advisor and prior CFO Company C.  
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The quotes above are in line with the secondary data that also indicates the profitability aspect 

of the acquisition which resulted in enhanced profitability for Company C presented in their 

annual report the year after the acquisition.  

 

In case B1, the acquisition was made in an attempt to expand their business into a new 

geographical market and to reach a wider customer base. In terms of financial result, the 

acquisition has turned out to be a profitable investment which is supported by reviewed 

secondary data in the company’s annual report following the acquisition.   

 

“If you look at our company group, the acquisition has turned out to be a very successful 

investment in total.” David, CEO Company B. 

 

The CFO of company B spoke about the profitability aspect of the deal as one of the aspects 

that made the acquisition interesting in the first place:  

 

“The sellers put everything on display, financials, the condition of the business, and how it 

appeared and what products they sold. Products, whole systems and everything else that we 

would acquire and we thought it was very interesting because it was a profitable business.” 

Charlotte, CFO Company B.  

 

However, in case A1, A2, A3 the profitability aspect occurred to be less prominent when 

discussing the outcome of the acquisition, where focus was more directed towards growth and 

optimization of the acquired companies.  

 

“In the case of acquisition 1 and 2, they have surpassed all expectations, it has turned out much 

better than we had imagined. Both given the financial bit and the degree of growth they have 

experienced.” Sune, acquisition manager Company A.  

 

“We also noticed that in that acquisition, the existing organization had quite a lot of potential 

to be optimized and to improve the performance from the team in the current organization.” 

Per, business area manager Company A.  
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4.2.2 Growth 

In all cases, the most prominent of the financial themes were related to growth, in particular, 

sales growth. Creating sales growth was mainly done by widening their customer offering. All 

but two managers spoke about growth as an important aspect when talking about the potential 

outcome of the acquisition. 

  

 “[…] if we enter a new business area, if we widen our service offering for example, if we 

acquire a new competence that we did not possess before, then we can provide the market with 

a new offer”. Sune, acquisition manager Company A. 

 

“My understanding is that the primary purpose was to add new service areas and to strengthen 

our customer offer [...]. That we have created an offering of services […] that we did not 

possess before, and previously often had to rely on external contacts.” Per, business area 

manager Company A.  

  

“The acquisition has enabled business development and above all possibilities for increased 

sales to our customers interested in this type of products.” David, CEO Company B. 

 

“This has enabled us to develop the company and to add new products and services of course, 

so, even if we did not succeed to expand our customer base, we have expanded our services and 

products. We would most likely not have come this far, it was entirely the opportunity to acquire 

this company that enabled us to come this far. It has been a real asset for us.” Charlotte, CFO 

Company B.  

  

Another purpose of the acquisitions was to create new possibilities for business development,  

for example by setting the foundation for a business area which can be continued to be 

developed, which was prominent in case C1: 

 

“There are adjacent services to what we are doing today with additional development 

possibilities if we have the entire production ourselves. So that is absolutely a potential, not 

just acquiring companies and growing organically within our field, but also reaching and begin 

to start offering services closely related to it.” Gunnar, senior advisor, and prior CFO Company 

C.  
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“We have a decent market share within this area, in eastern Sweden. Then you have a solid 

foundation to keep building on and developing the business through both organic growth and 

acquisitions.” Gunnar, senior advisor, and prior CFO Company C. 

 

4.3 Non-financial aspects 

In the literature, other non-financial M&A performance measures have also been used to 

evaluate the outcome of a M&A activity and these aspects are also a part of value creation. 

Throughout the conducted interviews, non-financial aspects were much prominent. Employee 

retention, market share, and synergies were the three themes that emerged in relation to non-

financial aspects when the interview transcriptions were analyzed.  

 

4.3.1 Employee retention 

Employee retention was a significant theme that permeated several interviews. Being able to 

retain employees after the acquisition were in several cases seen as crucial. As the employees 

are seen as the knowledge carriers, it is important to make sure that they remain within the 

company after the acquisition.   

 

“[...] the employees are key to a lot, regardless of industry. The worst thing that can happen to 

such a business transaction is that half of the employees chooses to leave, or a vital piece of 

them. Often it is the most talented people who disappear first, because of this there was quite a 

soft approach to the acquisition.” Arthur, chairman of the board Company C.  

 

“[...] the service that we offer is quite special, it takes time to learn this kind of job. It is a 

craftmanship in a way that you have to learn from someone else, then it is important to be 

careful with those you have, it is too expensive to find a new knowledgeable staff to replace 

them with.” Arthur, chairman of the board Company C. 

 

“The company might just be a shell, often it is the employees who work there who are the actual 

enterprise itself. So, when they chose to leave there is not much left of what you initially 

acquired.” Patrik, COO Company C.  

 

To make sure that the employees remained after the acquisition was something that were put a 

lot of thought into in case C1: 
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“It requires you to have an intensive dialogue. There were lots of meetings with the staff, 

without dramatizing it but to provide an opportunity to ask questions, it is important to take it 

seriously because you don’t just acquire items but also employees. They are people and it is 

crucial that they are involved.” Mats, executive vice president and sales manager Company C. 

 

“They were not included in the deal, but they got the question to follow voluntarily, or choose 

to leave the company but everyone chose to go along.” Patrik, COO Company C.  

 

Company A had a similar reasoning when discussing their three acquisitions, further 

emphasizing the importance of employee retention:  

 

“We have learned not to start with the outside press, we start by involving the employees, such 

things are very important.” Sune, acquisition manager Company A.  

 

“[...] how do we ensure that there will be a positive vibe in the company we acquire, that it will 

create a momentum so they see that this will be a really exciting journey that they absolutely 

want to be a part of?” Sune, acquisition manager Company A.   

 

“It is crucial, in the business that we conduct, our entire balance sheet leaves through the door 

at 5 pm every day, and we are very happy if they choose to return back at 8 o'clock the next 

day. We have no assets except our employees, that is all we have, which is why we cherish them 

a lot. In acquisitions, there are no patents or products that we can dig into, but it is the 

employees, and if we cannot manage them we have bought an empty shell, then we have paid a 

lot of money for nothing, or we have paid for something that is not what it set out to be. To 

retain employees is prioritized.” Sune, acquisition manager Company A.  

 

“Looking back at the acquisitions we made, for example case 2, of the twelve people we 

acquired with the company, no one has chosen to leave, plus on top of that we have added 23-

24 people to. So, it's great fun!” Sune, acquisition manager Company A.  

 

The business area manager followed a similar reasoning when talking about case A2 and A3:  
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“In the two cases, I see that we have benefited greatly from acquiring the staff.” Per, business 

area manager Company A.  

 

In case A1, A2, and A3, both the acquisition manager and the business area manager spoke 

about the importance of culture as a crucial factor for employee retention, and a successful 

M&A outcome:  

   

“I believe that the road to success is the cultural and more relationship-intensive dimension of 

acquisitions where it is more about making people commit to doing this together, because if 

that does not happen there will be no commitment and it will fail in the long run. It will further 

lead to important employees leaving and regarding this I would consider us to be successful in 

this regard in all three acquisitions.” Per, business area manager Company A.  

 

“Somewhere if we talk about success factors in acquisitions, an important part for us is a 

corporate culture. It is too easy to say that culture is always important in acquisitions, but for 

us as a company that has a strong culture, and very little hierarchy, it is important for us that 

company’s we acquire resembles it. Otherwise, it will be a difficult task for us to integrate and 

it could turn out as a failure from these aspects.” Sune, acquisition manager Company C.  

 

In the secondary data, a similar reasoning was made where the competence held by the acquired 

company’s employees was highlighted. In press releases, similarities in corporate culture as 

well as shared value are also stated as important for achieve a successful outcome. 

 

4.3.2 Market share 

Market share was another theme related to non-financial measures that emerged throughout the 

interviews, meaning that several acquisitions were made in an attempt to increase the market 

share of the company. This can be done in different ways, for example by increasing 

geographical presence as in case A1:   

 

“The acquisition was mainly about strengthening our existing business but in a new region by 

establishing a new regional office for us with expertise that is well known to us.”  Per, business 

area manager Company A. 
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“We began to look around to see what was on the market because we noticed that our business 

in Stockholm really flourished, so we thought that this could really spill over to neighboring 

regions [...]. So, then we considered it to be a strategically good acquisition, given that we got 

a new location to grow in, we were currently not present there at all and could find synergies 

between Stockholm and Uppsala [...]” Sune, acquisition manager Company A.  

 

“It was a tactical move to acquire a company to gain access to a new market and quickly 

convert it into deployed consultants.” Per, business area manager Company A. 

 

“If you look at acquisition 1 it has above all provided a regional presence in Uppsala, but they 

have also tripled their business.” Sune, acquisition manager Company A. 

 

In case A3, the acquisition was mainly done with the intent to gain a new business area but it 

also created additional regional presence which was perceived as something desirable:   

 

“Connected to the third acquisition [...] we have now gained knowledge related to this 

particular area, and in addition we now have geographical presence in a new location.” Sune, 

acquisition manager Company A.  

 

“[...] and indirectly in the case of A3, we also established a new regional presence.” Per, 

business area manager Company A 

 

In case C1 the acquisition was made in an attempt to maintain the market share that the company 

was holding and otherwise would risk losing to a competitor:   

 

“If we would not have chosen to acquire and the business would had been sold elsewhere, it 

would have been very difficult. Because we already had the customer agreements. Then I 

suspect that in the long term we would have lost that business area, if it would had been right 

away or in a near future is really difficult to know, it depends on who had bought it. If it had 

been a ... which is likely a competitor in this area, I think it would have been a matter of time 

before we had lost all of this activity.” Gunnar, senior advisor and prior CFO Company C.  

 

“It would have impacted us very negative if we did not go through with the acquisition. Of that 

I am absolutely convinced. We would had lost an important part of our service portfolio. We 
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were strong in this area and are even stronger today. So, it would not have turned out good if 

we didn’t go through with the acquisition. I must say that. Now we have developed it.” Mats 

executive vice president and sales manager Company C.  

 

“It is an area in which we have a good market share and are good at. But it's obvious that it 

would be very disruptive if this business area would have been lost.” Gunnar, senior advisor 

and prior CFO Company C.  

 

“[…] partly a decent profitable business in our line of industry, they did not want to lose it, nor 

did you want to risk to lose the client contracts you had signed which would be a real possibility 

if you could not maintain the assets.” Arthur, chairman of the board Company C.  

 

4.3.3 Synergies 

The last theme that emerged during the interviews connected to non-financial aspects where 

synergies. Synergies was a prominent theme especially in case A1, A2, and A3. The theme also 

occurred to a low degree in case B1, whereas in case C1 it did not occur in any significant way.   

 

In company A, the possibility to create synergies when doing acquisitions are something that is 

seen as important, and was discussed in case A1, A2 and A3. At the same time, the synergies 

can vary depending on what company that has been acquired. There is also an understanding 

that it can take time for synergies to be established and that the process is difficult to rush:  

  

“The purpose of our acquisitions is not that we should become a big company overnight, but 

we should buy potential stored in companies, a little like seeds... like, here is a seed that we can 

plant in the growing soil that is our company, so it could grow and become big within our 

framework. Whether we are talking scale or scope acquisitions, the purpose is still the same.” 

Sune, acquisition manager Company A.  

 

“But then we have also looked at companies that does not utilize its full potential. We have 

many times seen that the companies have a rather neglected or ineffective sales organization 

which means that you don’t open up for any new businesses or get a stable flow of new business 

which we are very good at. This gives a synergy effect by taking the existing company and the 

high level of expertise they possess, and then add our sales force to it so we get much more 

pressure into creating business opportunities. Besides this, we have a platform that companies 
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in our size have, where we can offer bigger customer agreements and worked up customer 

relationships. Many of the companies we acquire rarely have this kind of access to either 

customers, agreements or this kind of relationships, so simply put it we provide them with the 

opportunities that bigger corporations have.” Per, business area manager Company A.  

 

“So somewhere, one is always referring to this cliché with synergies where 1 + 1 = 3, it is very 

important to us, and many of the potential acquisitions we look at have the potential of cross-

synergies.” Sune, acquisition manager Company A.  

 

The quotes above are also supported by the secondary data in terms of press releases and 

newspapers, stating that these acquisition would provide benefits for both companies given the 

strong brand and organizational capabilities of Company A, which would enable the acquired 

company to focus on their core business. In case A1 and A2, there was a strong belief that 

synergies could be achieved through combining the muscles of company A with the competence 

held by the acquired companies, enabling the acquired companies to focus on their core-

competences:  

 

“We felt that they were on to something but they had difficulties scaling their business, given 

their setup of being only twelve people. They had difficulties scaling their operations. And we 

weren't that big at the time either, maybe we were around 400 people and we then joined 

together with this company which was a good complement to us. We got a brand-new offer that 

complemented our entire product portfolio, and they got 40 salespeople working for them, 

recruiters, a marketing department, a finance department, they got access to customer contracts 

in abundance which suddenly gave them the possibilities of scaling their business in a 

completely different way.” Sune, acquisition manager Company A. 

 

“We felt that we could offer something that added value to our organization, by sales and so 

on that could create more value for both involved companies.” Per, business area manager 

Company A.  

 

“We had quite high expectations that we could incorporate their organization, or that they 

could be incorporated into our organization and that we could have a significantly greater 

effect from their delivery within the framework of our company platform.” Per, business area 

manager Company A. 
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These quotes are further strengthened by the secondary data in terms of newspapers, supporting 

the purposes of combining the strengths of the two companies, further enabling a cross going 

synergy throughout the organization.  

 

In Case B1, the synergies were mostly related to cost cuts and to improve efficiency through 

administrative changes:  

 

“We have had thoughts about how we can benefit through sharing accounting and 

administration and get synergies through this, and I think we have done as much as we possibly 

can.” David, CEO Company B. 

 

4.4 Cross-case findings 

In table 2, the aggregated dimensions expectations, financial aspects and non-financial aspects 

and their respective second-order themes are scored in terms of occurrence in the interviews. 

The cross-case table provides an overview of the commonalities and differences among 

managers in the different acquisitions. The identified concepts were scored “2” for high 

occurrence, “1” for medium occurrence and “0” for zero occurrence, for a more detailed 

description of scoring see the methods section. 

 

Table 2. Cross-case findings. Modified from Eisenhardt & Santos (2009).  

The cross-case table demonstrates that several financial and non-financial aspects were 

mentioned by the managers. The table also shows that there is a difference in terms of what 

aspect the different managers were more and less inclined to talk about. The financial aspects 

in terms of growth and profitability were to a larger degree mentioned by managers with 

financial responsibility. The non-financial aspects were on the other hand mentioned by all 
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managers regardless of their position. Related to the non-financial aspects, employee retention 

(E. Retention in table 2) was the most prominent one. Furthermore, the table also shows that 

related to expectations, it was more common that the managers spoke of expectations in terms 

of improvements rather than uncertainty. The following section of the thesis will continue with 

a discussion of the empirical findings.  
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5.0 Discussion 

In the following section of the thesis, the empirical findings will be analyzed and discussed. The 

section is divided into three parts; first, expectations are presented and discussed. This is 

followed up by a discussion of financial aspects and last a discussion about non-financial 

aspects.  

 

5.1 Expectations 

In the M&A literature, research has suggested that expectations on the M&A outcome can 

provide a possible explanation to why M&As often are perceived as unsuccessful (Hubbard & 

Purcell, 2001). Looking at the same argument from the opposite point of view, Kapil and Das 

(2012) argue that the experienced degree of success of a M&A is dependent upon to what degree 

the manager’s own subjective expectations have been fulfilled. It is also argued that the 

subjective goals of managers differ depending on the position of the manager (Hubbard & 

Purcell, 2001; Andriuskevicius, 2017).  

 

What we can interpret from our findings is that the expectations on the acquisitions were more 

dependent on the type and purpose of the acquisition rather than the position held by the 

manager. This indicates that the position and thereby organizational point of view the manager 

hold has little impact on the expectations held by the individual manager. In terms of evaluation 

of the M&A outcome in relation to managerial expectations, our findings indicate that all 

managerial expectations did not have to be fulfilled in order for the acquisition to be perceived 

as successful. In several of the cases, the initial expectations expressed by the managers were 

not fulfilled. Despite this, the acquisitions were still perceived as successful by the managers, 

which is partly contradictory to the arguments of Kapil and Das (2012). On the other hand, this 

could imply that the fulfillment of certain expectations is enough for the acquisition to be 

perceived as successful. However, given the abstract nature of expectations and the somewhat 

scarce literature on the topic makes the concept of managerial expectations in relation to M&As 

difficult to further concretize.  

 

5.2 Financial aspects 

Value creation has been identified as a central motive for pursuing M&A activities but there is 

little agreement among scholars to what the concept of value creation entails. Given the 

definition of value used in this thesis, the concept entails aspects related to financial measures 
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as well as aspects related to non-financial ones. The following section will start with a 

discussion of financial aspects as they are commonly used in the literature when evaluating 

M&A performance (Meglio & Risberg 2011). In line with this, different financial aspects 

emerged in our empirical findings which indicates that these are perceived as important when 

discussing the outcome of acquisitions. 

  

Given that companies must be able to sustain a profitable business it is understandable why 

certain financial aspects appears to be important when discussing motives as well as the 

outcome of M&As. Furthermore, financial aspects are often easier to measure as they are simple 

to follow through accounting and annual reports, and thereby provides a reliable and convenient 

way to evaluate the acquisition outcome, especially in cases with underlying financial motives. 

In our empirical findings, financial aspects were perceived as important, both as a motive for 

acquisitions but also when discussing the outcome. It also appears as some financial aspects are 

more prominent than others and these were mainly profitability and growth. 

  

In our findings, profitability was the second most prominent financial aspect that emerged. 

Given that one of the basic motives of M&As often is to strengthen the economic position of a 

company (Larsson & Finkelstein, 1999), this is not surprising. However, our cross-case findings 

(see table 2) shows that there is a difference among the interviewed managers as to who was 

more inclined to talk about the profitability aspect. Our findings suggest that managers who 

occupied a position with a financial responsibility spoke more frequently about the importance 

of profitability compared to the managers who did not possess such responsibilities.  

 

In Company A, the acquisition manager is partly evaluated according to the financial results of 

the acquisition. This could be an explanation to why he spoke more frequently about 

profitability compared to his colleague without responsibility for the financial outcome of the 

acquisitions. This could possibly imply that from the acquisition managers position, the 

profitability of the acquisitions was perceived as more important without it being the main 

motive from an organizational point of view. This type of reasoning is supported by Lepak, 

Smith and Taylor (2007) who argue that the level of analysis, individual or organizational, 

affects the perception of what is perceived as important as different stakeholders have different 

views to what is perceived as valuable. Findings from company B and company C further 

supports that managers with financial responsibility are more inclined to talk about profitability. 

In company C the (previous) CFO who is financially responsible, as well as the chairman of 
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the board, stressed profitability to a greater extent compared to the other respondents. This 

could be explained by the fact that the chairman possesses the utmost responsibility towards 

the shareholders to run a profitable and financially sustainable business and therefore deems 

this to be more important.  

  

Growth was another financial aspect that emerged in our empirical findings when the purpose 

and the outcome of the acquisitions were discussed by the managers. It is known that through 

acquisitions, companies can add new knowledge and services to their business portfolio and 

thereby strengthen their customer offering which are important motives for pursuing M&A 

activities. As argued by Bodner and Capron (2018), M&As enables firms to reconfigure their 

business and strengthening their base of resources, which can be done by adding new 

competence. Adding new business areas also enable companies to accept and conduct new 

kinds of jobs which previously had to be relinquished to competitors. This further enables 

companies to strengthen their position in competitive environments through the opportunity to 

grow in sales.  

 

Our cross-case findings also showed that, in comparison to the profitability aspect, the growth 

aspect was to a larger extent discussed by managers with connections to business development, 

such as business area managers and sales managers. These managers were more prone to speak 

in terms of growth than profitability. This could possibly be due to the fact that these managers 

often are evaluated based on the degree their departments increase in sales, which provides 

them with a different view on the acquisitions in terms of expectations and measurement of 

success. In contrast to profitability, the aspect of growth was to a larger degree stated as an 

organizational motive for the acquisitions, which aligns the organizational purpose with the 

managerial view of successful outcomes. 

  

One of the most interesting findings in our empirical data related to financial aspects was that 

we found support for Rozen-Bakher’s (2018) claim that M&As can be considered both a 

success and failure depending on the objective of the deal. In one of the cases, the purpose of 

the acquisition was to improve the customer offering by adding new services, which also would 

improve the possibilities for growth. The outcome was considered as successful, however, 

details revealed that the acquired company had not brought as much business as expected. 

Despite this, the acquisition was still considered as successful given the fact that other motives 

of the acquisition had been fulfilled. This can also be connected to the arguments made by 
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Lepak, Smith and Taylor (2007), that depending on the perspective of analysis, individual or 

organizational, the perception of value is affected as various stakeholders have different views 

as to what is considered to be valuable, which also can affect the perception of the M&A 

outcome. Moreover, Dauber (2012) has suggested that the achievement of one goal may be on 

the expense of another, which means that depending on the measurement being used, the M&A 

outcome can be perceived as a success or as a failure. 

  

5.3 Non-financial  

In addition to financial aspects, another part of value creation is related to aspects that are non-

financial, which also have been used to evaluate M&A performance (Meglio & Risberg 2011). 

In the M&A literature, value creation and synergy realization are often highlighted as main 

motives for pursuing M&A activities. As discussed, value creation is a concept that is disputed 

and contains several dimensions, however, the emphasis has often been put on synergy 

realization which commonly refers to non-financial aspects. We found that in line with previous 

research, our findings support that non-financial aspects are considered to be important for how 

the M&A outcome is perceived. In our findings, employee retention, market share, and 

synergies emerged as the most prominent themes related to non-financial aspects of the M&A 

outcome. These were also discussed to a greater extent compared to the financial aspects, which 

indicates that they are considered to be important for managers regardless of their position. 

  

In line with the reasoning of Epstein (2004), it is supported in our findings that employee 

retention after acquisitions is critical for achieving M&A success. This becomes especially 

important for firms operating within knowledge-intensive industries, where knowledge is the 

core asset of the company. Retention of key employees becomes crucial in order to benefit from 

the capabilities of the target firms, as knowledge rest within the employees. If the acquiring 

firm fails to integrate the acquired firm, employees are likely to leave which means that the 

acquiring company would have invested funds in an empty shell. In our findings, similar 

reasoning could also be detected where the tasks are complex and require a lot of training to be 

conducted. This indicates that there is an understanding among managers of how the knowledge 

held by employees is of value for the acquiring firm working within these industries. What was 

interesting in our findings was that the aspect of employee retention was brought up as 

important by managers at different organizational positions which makes it difficult to give a 

conclusive answer to why this is perceived as important. One possible explanation for this could 
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be that there is a common understanding among managers that it is important to retain and care 

for competent employees as it is expensive and time-consuming to recruit new capable staff. 

Another explanation could be that several of the managers held previous experience of 

acquisitions processes that have created a greater understanding of the importance of retaining 

employees, especially in knowledge-intensive industries.  

  

In order to make use of the knowledge held by individuals, to apply their knowledge in other 

parts of the organization and to achieve synergies, the acknowledgement of the PMI process 

becomes critical. As synergies partly relate to the ability to use the same knowledge and skills 

(Savovic, 2012; Fiorentino & Garzella, 2015), the depth of integration affects the degree of 

synergy realization. Our findings show that emphasis on the integration process is perceived as 

crucial in order to reach synergy realization and to achieve a successful outcome.  

  

Larsson and Finkelstein (1999) argue that synergy realization often is used as a non-financial 

measure of a M&A deal’s success and as a motive for pursuing M&A activities, which is 

supported by our empirical findings. Non-financial synergies are often related to the ability to 

transfer knowledge and skills which is referred to as operating synergies in the literature. These 

enable resources and capabilities to be combined in more unique ways compared to financial 

synergies, but they are also more difficult to implement which was supported by our empirical 

findings. In one of the cases, the expected synergies of being able to cross-integrate the acquired 

business throughout the entire organization was more difficult than expected. This could 

possibly be explained by the fact that the new business area offered complex services which 

took time for the rest of the organization to understand how to utilize in their work. As argued 

by Rabier (2017), this also makes it harder to predict the potential value that could be created 

through the synergetic effects on the organization.  

 

Rabier (2017) further argues that non-financial synergies often create a greater uncertainty 

compared to financial synergies as the financial synergies are easier to capture. A similar 

reasoning was found in our empirics were the purpose of the acquisition was to enter new 

business areas and to acquire new competence which was described as more uncertain as it is 

difficult to predict how and if the intended synergies will emerge. Our cross-case findings show 

that synergies were perceived as important from all managers perspective. This could be 

explained by the argument of Rozen-Bakher (2018) stating synergies as one of the basic 

motives of a M&As. Another possible explanation could be that managers see opportunities on 
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how they can benefit from potential synergies that will emerge from the acquisition, which 

makes them an important aspect when discussing the M&A outcome. However, in the cases 

where the purpose was explicit to build synergies, it appeared to be even more prominent among 

the involved managers.  

 

Rozen-Bakher (2018) discusses a connection between achieving synergies and increasing a 

company’s market size as motives for pursuing M&A activities. This is supported by the 

empirical findings where several acquisitions were carried out with the intent of reaching a 

larger market share while at the same time achieving cross-going synergies with the ambition 

to strengthen the customer offering. As synergies enable the companies to produce a combined 

effect greater than the sum of their separate effect, it is not surprising that synergies could be 

used as a tool to achieve a larger market share in the long term. However, for this to be achieved 

the PMI phase once again becomes important as this is the process that enables the companies 

to truly access and deploy the combined capabilities and resources. As argued by Angwin and 

Meadows (2015), the PMI phase is important in order to achieve value creation. Based on the 

above reasoning, it appears as the different non-financial aspects are much interconnected with 

each other as one aspect seems to be difficult to achieve without the other. The importance of 

achieving an increased market share seems to be shared among all managers in our empirical 

findings. A possible explanation for this could be the basic argument of Bodner and Capron 

(2018) of why acquisitions are conducted, namely the idea of acquisitions as a way for 

companies to strengthen their base of resources, and thereby ensuring the market share of the 

company. 
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6.0 Conclusion 

In the last section, the most important conclusions will be presented in order to answer the 

stated research question and to fulfill the purpose of the thesis. Theoretical and practical 

contributions will be discussed and last limitations and recommendations for future research 

are presented.  

 

6.1 Concluding remarks  

In this thesis, we have examined what aspects are considered to be important for how the M&A 

outcome is viewed with the purpose of creating a greater understanding of how the M&A 

outcome is perceived from different managerial positions in the acquiring firm. This was done 

by stating the following research question; “What aspects are considered to be important for 

how the M&A outcome is perceived and does it vary depending on the managerial position?”  

 

The empirical findings show that there are several aspects, both financial and non-financial 

ones, that are deemed important for the M&A outcome to be perceived as successful from the 

perspective of individual managers. In terms of financial aspect that was seen as important for 

how the M&A outcome is perceived, profitability and growth emerged as the most prominent 

aspects. Our cross-case findings shows that there is a difference among the interviewed 

managers as to who was more inclined to talk about the profitability aspect. Our findings 

revealed that managers who occupied a position with a financial responsibility spoke more 

frequently about the importance of profitability compared to the managers who did not possess 

such responsibilities. The cross-case findings also revealed that, in comparison to the 

profitability aspect, the growth aspect was to a larger extent discussed by managers with 

connections to business development, such as business area managers and sales managers.  

 

The non-financial aspects that emerged as important for how the M&A outcome is perceived 

were employee retention, synergies and market share. These aspects were to a larger degree 

discussed by managers regardless of their organizational position. The non-financial aspects 

were also discussed to a higher extent compared to financial aspects which indicate that these 

are perceived as important regardless of managerial position. It also appears as the different 

non-financial aspects are more interconnected with each other as one aspect seems to be 

difficult to achieve without the other.  
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From a theoretical point of departure, it has been suggested that managerial expectations are 

important for how the M&A outcome is perceived. Additionally, it has also been argued that 

the position held by managers can affect these expectations. Our empirical findings indicate 

that the expectations are more dependent on the organizational motive of the acquisition rather 

than the position held by the manager, although additional expectations from individual 

managers could be seen. Support was also found for that fulfillment of expectations are 

important for how the acquisition is perceived. However, the findings also suggest that not all 

expectations have to be fulfilled in order for the acquisition to be perceived as successful. The 

conclusions that can be drawn from this is that the managerial position can affect the 

expectations held by the managers in terms of additional expectations but that the organizational 

motive is of greater impact. This implies that depending on the perspective of the analysis, the 

organizational purpose of the acquisition has a larger impact on the expectations compared to 

the managerial position.  

 

6.2 Theoretical and practical contributions  

In the literature, M&As are commonly described as a strategy that enables companies to widen 

their competitive advantage and position, often with the motive to achieve value creation. Value 

creation is a concept that is disputed among scholars, with several suggestions of what the 

concept entails. In terms of theoretical contributions, this thesis has contributed to a greater 

understanding of the concept of value creation by unveiling connections between financial and 

non-financial aspects and how these are seen as important from different managerial 

perspectives. This thesis has also contributed to creating a greater understanding of the 

connections between expectations, managerial positions and factors used to evaluate M&As 

which have provided insights to how M&A success can be perceived. 

 

This thesis generates practical contributions to companies conducting M&A activities by  

generating a greater understanding to which financial and non-financial aspect that are 

considered to be important when evaluating the M&A outcome. By revealing what aspects are 

seen as important and to whom, the thesis has also created a better understanding of why 

acquisitions can be perceived with conflicting views in regards to the outcome. 
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6.3 Limitations and future research  

In this thesis, we have examined acquisitions that were perceived as successful from the 

acquiring companies’ point of view. However, we realize that it is a limitation to merely look 

at successful acquisitions as this prevents us from capturing a wider perspective of potential 

M&A outcomes. Examining successful acquisitions becomes problematic as this means that we 

mainly observe the characteristics of survivors. The M&A literature indicates that there is a 

potential dark side of M&As, with a risk of value destruction. What we find interesting is that 

despite the failure rate of M&As being more than 50 % (Dauber, 2012: 375) it is difficult to 

examine the cases of M&A failure. At the same time, more knowledge related to M&A failure 

is necessary to create a greater understanding of how unsuccessful M&As potentially can 

destroy value. From the existing literature on the topic, we know that the PMI process is critical 

in order to achieve value creation and we also know that managers can have a substantial impact 

on this process. Less is known about the impact failed M&As can have on companies in terms 

of value destruction and what that concept entails in the M&A context. Based on the above 

reasoning we suggest for future research to examine acquisitions that are perceived as 

unsuccessful in order to create a more comprehensive understanding of the full spectrum 

surrounding M&As.  
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https://www.almega.se/statistik/


 

 

47 

Das, A. & Kapil, S. (2012). "Explaining M&A performance: a review of empirical research", 

Journal of Strategy and Management, vol. 5, no. 3, pp. 284 

 

Dauber, D. (2012). "Opposing positions in M&A research: culture, integration and 

performance", Cross Cultural Management: An International Journal, vol. 19, no. 3, pp. 375-

398. 

 

Denrell, J. (2003), “Vicarious Learning, Undersampling of Failiure, and the Myths of 

Management”, Organization Science, vol. 14, no. 3, pp. 227-243. 

 

Ekonomifakta, (2019) Tjänsteproduktionen. 

https://www.ekonomifakta.se/Fakta/Ekonomi/Produktion-och-

Investeringar/Tjansteproduktionens-sammansattning/ [2019-04-10]. 

 

Epstein, M.J. (2004). "The Drivers of Success in Post-Merger Integration", Organizational 

Dynamics, vol. 33, no. 2, pp. 174-189. 

  

Ficery, K., Herd, T. & Pursche, B. 2007, "Where has all the synergy gone? The M&A 

puzzle", Journal of Business Strategy, vol. 28, no. 5, pp. 29-35. 

  

Fiorentino, R. & Garzella, S. (2015). "Synergy management pitfalls in mergers and 

acquisitions", Management Decision, vol. 53, no. 7, pp. 1469-1503.     

 

Ghauri, P. N., & Grønhaug, K. 2010. Research Methods in Business Studies. Fourth Ed. 

Pearson Education, Harlow. 

 

Gibbert, M., Ruigrok, W. & Wicki, B. 2008, "What Passes as a Rigorous Case Study?", 

Strategic Management Journal, vol. 29, no. 13, pp. 1465-1474. 

                                                                                               

Gioia, D. A., Corley, K. G., & Hamilton, A.L. (2013). Seeking Qualitative Rigor in Inductive 

Research: Notes on the Gioia Methodology. Organizational Research Methods, 16(1),15-

31               

 

https://www.ekonomifakta.se/Fakta/Ekonomi/Produktion-och-Investeringar/Tjansteproduktionens-sammansattning/
https://www.ekonomifakta.se/Fakta/Ekonomi/Produktion-och-Investeringar/Tjansteproduktionens-sammansattning/


 

 

48 

Graça, T & Masson, R (2016). "Acquirers gain twice as much as targets in M&As: a different 

perspective on a longstanding perception", Quantitative Finance Letters, 4:1, 71-76 

                                                                                  

Hansen, M. T., Nohria, N., & Tierney, T. 1999. What’s your strategy for managing 

knowledge? Harvard Business Review, 77(2): 106-116. 

  

Hubbard, N. and Purcell, J. (2001). Managing employee expectations during acquisitions. 

Human Resource Management Journal, 11, pp. 17–33. 

 

Investopedia, (2018) Industries were mergers and acquisitions are most common. 

https://www.investopedia.com/ask/answers/050715/which-industries-are-mergers-and-

acquisitions-most-common.asp [2019-05-21]. 

 

Larsson, R. & Finkelstein, S. (1999) "Integrating Strategic, Organizational, and Human 

Resource Perspectives on Mergers and Acquisitions: A Case Survey of Synergy Realization", 

Organization Science, vol. 10, no. 1, pp. 1-26. 

  

Lepak, D.P. & others 2007, "Value creation and value capture: a multilevel perspective", 

Academy of Management Review, vol. 32, no. 1, pp. 180-194. 

 

M&A_Portal (2018), Mergers and Acquisitions Portal – Global M&A review 2018. 

http://mandaportal.com/Content/MA-Reports/Half-yearly-Annual?page=2 

[2019-02-04]. 

 

Meglio, O. & Risberg, A. (2011). "The (mis)measurement of M&A performance—A 

systematic narrative literature review", Scandinavian Journal of Management, vol. 27, no. 4, 

pp. 418-433. 

 

Oxford Dictionaries (2019a), Definition of Value. 

https://en.oxforddictionaries.com/definition/value [2019-03-14]. 

  

Oxford Dictionaries (2019b), Definition of Synergy. 

https://en.oxforddictionaries.com/definition/synergy [2019-03-14]. 

 

https://www.investopedia.com/ask/answers/050715/which-industries-are-mergers-and-acquisitions-most-common.asp
https://www.investopedia.com/ask/answers/050715/which-industries-are-mergers-and-acquisitions-most-common.asp
http://mandaportal.com/Content/MA-Reports/Half-yearly-Annual?page=2
http://mandaportal.com/Content/MA-Reports/Half-yearly-Annual?page=2
https://en.oxforddictionaries.com/definition/value
https://en.oxforddictionaries.com/definition/value
https://en.oxforddictionaries.com/definition/synergy
https://en.oxforddictionaries.com/definition/synergy


 

 

49 

Rabier, M.R. (2017). "Acquisition Motives and the Distribution of Acquisition Performance: 

Motives and Distribution of Performance", Strategic Management Journal, vol. 38, no. 13, pp. 

2666-2681. 

  

Rozen-Bakher, Z. (2018). "The trade-off between synergy success and efficiency gains in 

M&A strategy", EuroMed Journal of Business, vol. 13, no. 2, pp. 163-184. 

 

Sandelowski, M. (1995), “Sample size in qualitative research”. Res. Nurs. Health, 18: 179-

183.  

 

Santos, F. M. & Eisenhardt, K. M. (2009). ”Constructing Markets and Shaping Boundaries: 

Entrepreneurial Power in Nascent Fields”, The Academy of Management Journal, 52(4), 643- 

671. 

 

Saunders, M. Lewis, P. & Thornhill, A. (2012). Research methods for business students, sixth 

edition, Harlow: Prentice Hall.             

 

Savovic, S. (2012). "The importance of post-acquisition integration for value creation and 

success of mergers and acquisitions", Ekonomski horizonti, vol. 14, no. 3, pp. 193-205.       

                                         

Schönreiter, I. (2018). "Methodologies for process harmonization in the post-merger 

integration phase: A literature review", Business Process Management Journal, Vol. 24 Issue: 

2, pp.330-356. 

                                                                         

Sevenius (2015), Sevenius – In-house: lättare sagt än gjort. 

http://sevenius.se/2015/10/27/in-house-ma-lattare-sagt-an-gjort/ [2019-03-13]. 

 

Subramanian, R., Ebrahimi, B. & Thibodeaux, M.S. (1992). "Research on Merger 

Performance: A Review and a Critique", International Journal of Commerce and 

Management, vol. 2, no. 1/2, pp. 4-16. 

 

Teerikangas, S., Véry, P. & Pisano, V. (2011). "Integration managers' value‐capturing roles 

and acquisition performance", Human Resource Management, vol. 50, no. 5, pp. 651-683. 

 

https://www.emeraldinsight.com/author/Sch%C3%B6nreiter%2C+Irene+Maria
http://sevenius.se/2015/10/27/in-house-ma-lattare-sagt-an-gjort/


 

 

50 

Trautwein, F. (1990) “Merger Motives and Merger Prescriptions”, Strategic Management 

Journal, Vol. 11, no. 4, pp.283-295. 

 

Valentum (2017), Valentum – Strategisk premie och synergier. 

http://valentum.se/2017/10/strategisk-premie-och-synergier-vad-ar-det-och-hur-far-man-

betalt-for-det/ [2019-03-13]. 

 

Vasilaki, A. (2011). "The Relationship Between Transformational Leadership and 

Postacquisition Performance", International Studies of Management & Organization, vol. 41, 

no. 3, pp. 42-58. 

 

Zollo, M. & Meier, D. (2008). "What Is M&A Performance?", Academy of Management 

Perspectives, vol. 22, no. 3, pp. 55-77. 

 

Yin RK. (1994). Case Study Research: Design and Methods. Sage: London, UK. 

  

Yin RK. (2015). Fallstudier: design och genomförande. Liber: Stockholm, Swe. 

  

  



 

 

51 

Appendix 1 

Interview guide and operationalization  

Questions: Theme: 

Opening questions 

Do we have your permission to record this interview? General question 

What is your role at the company? General question 

For how long have you been at this company? General question 

Corporate perspective 

Could you freely describe how acquisitions are conducted at your company? General question 

Could you freely describe how the acquisition of company X was conducted? General question 

How did you evaluate company X prior to the acquisition? General question 

What was the main purpose with the acquisition of company X? Expectations 

Where there any thoughts regarding how your company and the acquired company 

could be of benefit to each other? 

Non-

financial/Financial 

How did the acquisition of company X affect your service-offering? Financial 

What was the plan for the integration process of company X? PMI 

Individual perspective 
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What was your role in the acquisition process? General question 

What was your expectations on acquisition X? Expectations 

How do you consider that the acquisition reached these expectations? Non-financial 

How did you experience the attitude towards the acquisition among the employees in 

the acquiring company? 

Non-financial 

How did you experience the attitude towards the acquisition among the employees at 

the acquired company? 

Non-financial 

How do you consider that the acquisition affected the company’s position? Non-financial 

What do you consider that acquisition X has brought to the company? Non-

financial/Financial 

Could the acquisition process have been conducted in any other way, how? PMI/Expectations 

Generally, what aspects have been extra prominent in the case of acquisition X? General question 

Is there something we did not ask that you would like to add? General question 

  

  

 

 

 

  



 

 

53 

Appendix 2 

Additional empirical data on Expectations 

 

2nd order theme: Quote: 

Improvement “Yes, I evaluated the products and the customer base fairly quickly, 

and so with the help of Charlotte we were able to establish that their 

costs were completely off. They exploited the parent company to a 

great degree, so we stated that there was very much we could do to 

improve the situation." David, CEO Company B. 
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Appendix 3 

Additional empirical data on Financial aspects 

 

2nd order theme: Quote: 

Profitability 

 

"[...]And even from a profitability point of view, this is an important 

part, even though it is not a major part of the business we are 

conducting... " Gunnar, senior advisor and prior CFO Company C. 

 

Profitability 

 

"[...] Maintain the profitability, the contribution that the business has 

provided, and hopefully will continue to provide in the future and 

already has provided after the acquisition." Gunnar, senior advisor and 

prior CFO Company C. 

 

Profitability 

 

“[...]partly a decent profitable business in our type of industry, which 

we did not want to lose, nor did we want to risk to lose the agreements 

that were signed due to that we would lose the assets needed to fulfill 

them” Arthur, chairman of the board Company C. 

 

Profitability 

 

“[...]it must turn out as a successful deal, it's important. It was the one 

we didn't want to lose either, that possibility. It should provide a 

surplus in profitability wise" Arthur, chairman of the board Company 

C. 
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Appendix 4 

Additional empirical data on Non-Financial aspects 

 

2nd order theme: Quote: 

Market share 

 

“[...] so because the acquired company was so closely connected to 

our existing business, it led more to us increasing our presence in 

the regions" Per, business area manager Company A, about case 

A1. 

Market share 

 

“They have helped us reinforce our presence in Uppsala and the 

surrounding area.” Sune, acquisition manager Company A, About 

case A1.  

 

Market share 

 

“Possibilities for development and sales, and above all the 

possibilities of increased sales on this line of customers” David, 

CEO Company B. 

 

Market share 

 

"We became interested in acquiring this business for a reason, or 

by several reasons, but above all because of that this is an area in 

which we are very good at, have a solid brand and possesses a 

broad customer base." Gunnar, senior advisor and prior CFO 

Company C.  

 

Synergies 

 

“I think that with acquisition 2 we probably felt that the process 

took a little longer than we expected to fully integrate them and 

incorporate them into our business to reach these synergies and see 

them arise between our respective offers and service portfolios.” 

Per, business area manager Company A, about case A2. 

 

Synergies 

 

"If you look at acquisition 2, the most important thing contributed 

with is absolutely the offering with communication and the 

knowledge about the customer journey, they have provided us with 

all the knowledge... " Sune, acquisition manager Company A.  

 

Synergies 

 

"If I think about acquisition 2 instead, a lot of thought was about 

the cross integration, how can we get this offer to spread 

throughout our company group?" Sune, acquisition manager 

Company A. 
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Synergies 

 

"we now have to join in an expert role, you get to help your 

customers much more, it is a completely different kind of sales." 

Sune, acquisition manager Company A. 
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