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Summary 
 
We have seen that mergers and acquisitions have increased steadily during the past 
decades. M&As can occur for several reasons, some of them are to extend the 
organization with new products or markets, as a substitute for research and 
development, to maintain or increase market share and to achieve synergy effects. 
However research have shown that a majority of mergers and acquisitions fail to 
increase shareholder value. 
 
M&As has got a lot of attention from different researchers in different fields of studies 
and has been studied through several theoretical perspectives. The purpose of this 
research has been to explore and through an analysis understand the development of a 
merger process, using three approaches and interrelating them: social identity theory, 
strategy and trend. We have conducted qualitative research with a case study. Based on 
the insights from the interviews with employees and other stakeholders that had an 
interest in the merger process, theory and official documents concerning the merger at 
the academic unit, did we aim to provide managerial implications to the academic unit 
we were studying and organizations that are in the process of a merger.  
 
We have conducted a case study at Umeå School of Business and Economics that has 
from January 1st 2012 merged from three departments into one academic unit. The 
intention of the merger is to create a stronger and more comprehensive Business school 
and to increase the collaboration between the involved disciplines: Business and 
Administration, Economics, and Statistics. 
 
Our research has contributed with a reconstruction of three existing approaches to a 
merger into a new model in order to understand a merger process. The three theories 
that we have combined are social identity theory when merging, merger as a strategy 
and merger as a trend. We argue that these three theories of a merger process are 
interrelated and for the merger process to reach its full potential, all three aspects need 
to be combined and thoroughly analyzed in the merger process.  
 
We have further provided the academic unit with managerial implications based on our 
empirical findings and related with theory from our three theoretical approaches on 
mergers.  
 
Keywords: Merger, Strategy, Social Identity Theory, Trend, Academic Unit, Identity, 
Culture, Organizational change, Competitive advantage and industry trend.   
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1. Introduction 
 
In this chapter we will introduce the reader with an introduction of the chosen research 
area, and further present the purpose of the study in order to provide the reader with an 
understanding of our research.  

1.1 Problem background 
 
Due to the globalization, hyper competition and the accelerated technological change, a 
fast strategic change is essential. Therefore we have seen that mergers and acquisitions 
(M&A) have increased steadily during the past decades. (DiGeorgio, 2010, p. 273). The 
globalization has thus enforced a number of organizations to cooperate nationally and 
across the borders through mergers (Giessner, Viki, Otten, Terry, Täuber, 2006, p. 339). 
M&As can occur for several reasons, some of them are to deal with overcapacity 
through consolidation in mature industries, to extend the entity into new products or 
markets, as a substitute for research and development or to maintain or increase market 
share. (Bower, 2001, pp. 94-101) (Nguyen & Kleiner, 2003, p. 447). Furthermore, 
companies can decide to conduct an M&A if they believe that the new entity will reach 
its strategic goals faster and less expensively than if the firm did it on its own (Buono, 
2003, p. 90).  
 
M&As has got a lot of attention from different researchers in different fields of studies. 
Larsson & Finkelstein (1999, p. 2) shows that M&As has been studied through several 
theoretical perspectives. The strategic management field has studied M&As as a method 
of diversification, focusing on both the motives for different types of combinations and 
the performance effects of those types. Second, research in economics has underlined 
such factors as economies of scale and market power as motives for a merger. Third, 
finance scholars typically have studied acquisition performance, with stock-market-
based measures. Fourth, organizational research has focused primarily on the post-
combination integration stages, highlighting both culture, clash and conflict resolution. 
Finally, research on M&As in the human resource management (HRM) literature has 
highlighted psychological issues, the importance of effective communication, and how 
M&As affect careers. Although the streams of research are not mutually exclusive, they 
have been only marginally informed by one another. (Larsson & Finkelstein, 1999, p. 
2).  
 
Since M&A activities are continuing to grow, understanding the history waves of 
M&As can help to make predictions of what will happen in the future. It can also 
provide us with an understanding of the strategic drivers of successful M&A deals. 
M&As has over the past century been driven by a wide range of forces, such as 
technological innovations, economic conditions, regulatory developments and 
innovations in financial products. Historically, M&As has shown a cyclical pattern. 
There have been six waves of M&As for the past 100 years, in the early 1900s, 1920s, 
1960s, 1980s, 1990s, and 2000s. The merger waves have started in economic booms 
and stopped when economic crises have occurred. Due to globalization, a lot of 
companies choose this strategy to survive in the market, and therefore used M&A to 
expand. M&As has become a means of globalization to pursue growth in global 
markets. (Borghese & Borgese, 2001, p. 3). To show the trends in M&As and the 
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number of transactions, a graph from the Institute of Mergers, Acquisitions and 
Alliances (IMAA), are illustrated below. 
 
 

	  
Figure 1: Mergers & Acquisitions worldwide, 1985-2011  

Source: IMAA, 2012 

 
A study made by the consulting company, KPMG, showed that 75-83 percent of all 
M&As fail (Auster & Sirower, 2001, p. 234) (Borghese & Borgese, 2002, p. 9) (Nguyen 
& Kleiner, 2003 p. 447), the definition of failure means lower productivity, labor unrest, 
higher absenteeism and decreased shareholder value (Nguyen & Kleiner, 2003 p. 447). 
Various reports from financial analysts and the media have also shown similar results 
by showing that major reasons of failure are caused by due diligence by the acquirer or 
the merger partner, lack of convincing strategic basis, unrealistic expectations of 
possible synergies, paying an overprice, conflicting corporate cultures and failure to 
quickly meld the two companies (DiGeorgio, 2010, p. 136) (Venema 2012, p. 49). Lee 
Marks (1997, p. 272) shows in his research a study made by Zweig (1995) that of large 
corporation deals, valued 500 million dollars or more, half destroyed shareholder value, 
30 percent had a minimal impact and just 17 percent created shareholder value. 
Therefore the awareness is being raised of the need to improve management of the post-
merger integration process, and a demand for organizational consultants to facilitate the 
combination process has increased.  
 
Nguyen & Kleiner (2003, p. 447) argue that the success of a merger relates with the 
level and quality of the planning process. Epstein (2004, p. 174) explains that though 
there are several reasons for failure of a merger, seven determinants of merger success 
have been discovered, such as strategic vision, strategic fit, deal structure, due-
diligence, pre-merger planning, post-merger integration, and the external environment. 
He argues that poor performance in any one of these can cause merger failure. Based on 
these seven determinants, he has made a model consisting of six determinants of merger 
success. It is the actual implementation of the merger strategy through the pre-merger 
planning and post-merger integration process that appears to have the least 
understanding according to Epstein. (Epstein, 2005, p. 38). A common problem is that 
companies do not spend enough time analyzing and predicting future trends and crucial 
integration problems. Thus the integration process of a merger is important in order for 
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the merger to succeed. The organizational and HRM matters that are a central part of 
the M&A integration process may also play a large role in determining the success or 
failure of an M&A (Larsson & Finkelstein, 1999, p. 2). The integration process usually 
fails when integrating the two companies’ strategies, adapting their culture, and not 
having a clear vision (Nguyen & Kleiner, 2003, pp. 447-448).  
 
The change process must also be well managed, therefore it requires an effective 
leadership style to introduce the change successfully, and some authors claim that it is 
the leadership that makes the difference of a failure or success (Gill, 2002, p. 307), (Lee 
Marks 1997, p. 276). Lee Marks, (1997, p. 276), further explains that it is the chief 
executive officer and alike who is the supervisor of the united organization. Moreover, 
the leadership extends beyond the structured integration of companies to the joining of 
people. Many executives admit to understand the madness of completing a merger with 
lack of synergies, an unrealistic vision, or an outrageous premium price. On the other 
hand, there is less clarity about best practices and dangerous errors of the post-merger 
integration process. A strong post-merger integration process can overcome some 
miscalculations or problems in the design of the merger. A weak post-merger 
integration can destroy an otherwise well-conceived merger and companies usually 
have not developed a post-merger integration strategy. (Epstein, 2004, pp. 174-175).  
 
The social identity theory (SIT) has been successfully applied in order to understand the 
intergroup dynamics during organizational mergers (Giessner et al., 2006, p. 340), they 
also argue that it is necessary to understand the conditions of why organizational 
mergers might succeed or fail (2006, p. 339). The SIT can be defined, as “Social 
identity theory is a general theory of group processes and intergroup relation. The 
important assumption of this theory is that individuals perceive the social world in 
terms of social categories” (Giessner et al., 2006, p. 340). This means that people not 
only see themselves on the basis of their personal characteristics and their interpersonal 
relations, but also in terms of characteristics of an ingroup who they belong to. Thus, 
the membership of the group transforms individual interest and motivation into 
collective interest and motivation. (Giessner et al., 2006, p. 340). Furthermore, the 
majority of organizational mergers are not equal in the sense that a merger often results 
in increased salience of status differences between the two organizations, which can 
have important consequences for the merger process (Giessner et al., 2006, p. 340). 
 
Plenty of research has been made in the field of mergers, however the problem of high 
failure rates of mergers still exists. Furthermore, after reviewing the relevant literature 
concerning mergers we still believe that there is a gap in literature, due to that there are 
still doubts concerning why most of the mergers fail and result in a negative outcome. A 
lot of different angles can be taken into consideration when analyzing mergers. We will 
conduct our research based on three perspectives of the merger and link them together 
in order to understand and describe a merger process, which have not been made in a 
research before. We have chosen to focus on whether mergers emerge from trends, how 
it is related to strategy and how individuals- and groups social identity affects the 
merger process. We will examine how these three theory perspectives are interrelated to 
each other in order to find what we argue are the gap in literature of mergers. Our gap in 
literature is shown in the middle of the figure at the intersection of all the three theory 
approaches in the darkened shaded area where all the three research theories are united 
which has not been studied before.  
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Figure 2: A model that clarifies the knowledge gap that is set as a basis for our research 

 
In order for us to be able to understand how a merger process develop in reality we have 
chosen to conduct a case study. Our case study will be conducted at Umeå School of 
Business and Economics that has from January 1st 2012 merged from three departments 
into one academic unit. The intention of the merger is to create a stronger and more 
comprehensive Business school and to increase the collaboration between the involved 
disciplines: Business and Administration, Economics, and Statistics.  
 
Our approach is to analyze experiences of individuals, understand their attitudes 
towards the current merger that they are a part of, moreover to get their opinions of the 
situation and also their thoughts concerning the different integration stages and the 
merger process. 

1.2 Purpose of the study 
 
The purpose of this research is to explore and through an analysis understand the 
development of a merger process, using three approaches and interrelating them: social 
identity theory, strategy and trend. In order for us to do so, we will have a qualitative 
research approach and conduct a case study. Based on the insights from the interviews 
with employees and other stakeholders that have an interest in the merger process, 
theory and official documents concerning the merger at the academic unit, we aim to 
provide managerial implications to the academic unit we are studying and organizations 
that are in the process of a merger.  
 

1.3 Research questions 
	  
What are the implications of these three approaches in a merger process? 
 
What is perceived as important factors for employees in a merger process? 
 
How does the merger process develop at the academic unit?  
 
 
 

Trend 

Strategy 
Social 

Identity 
Theory 
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1.4 Delimitations 
 

The delimitation of our study is that we will only look at one specific case, the merger 
at Umeå School of Business and Economics. The effect by conducting a single case 
study is that we will not be able to draw unbiased conclusions about inter-organizational 
partnerships (Yin, 2009, p. 27). Due to the reason that our study is specified to one 
single case and not looking at a whole population, the empirical data will not be 
generalizable (Johansson-Lindfors, 1993, p. 162). USBE is a public organization that 
needs to preserve openness and transparency and has therefore attributes that most 
organizations do not have.  

1.5 Definition of concepts 
 
EQUIS: EQUIS is an accreditation for schools. EQUIS search for a balance between 
high academic quality and the professional relevance provided by close interaction with 
the corporate world. Institutions that are accredited by EQUIS must show not only high 
general quality in all dimensions of their activities but also a high degree of 
internationalization. European Foundation for Management Development (EFMD) 
choose who will be accredited with EQUIS, EFMD is an international membership 
organization, based in Brussels, Belgium. (efmd.org).  
 
Dean: the head of a university faculty. 
 
Principal: the most important or senior person in an organization, the head of a school, 
college, or other educational institution.  
 
Prefect: head of a university department.  
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2. Scientific method 
	  
Research can be conducted in many different ways; worldview and other variables will 
influence the researchers decision-making, which will have an impact on the end result. 
That is why it is important for researchers to be clear about their opinions and research 
design. The chance for actually study what is intended will also increase with a good 
research strategy.     

2.1 Choice of topic 
 
The reasons for our chosen topic have been influenced by many factors and it is 
important for us to share these thoughts. M&As have become very important in today’s 
business world, so therefore we think that it is of great importance to have a good 
knowledge about the topic, when like us, having ambitions in working in the business 
world, both in our domestic market and across borders. The fact that the failure rate of 
M&A activity is high, it caught our attention and also the interest for the topic. After 
our C and D-level courses in Management with topics such as strategy and social 
identity theory, we decided that the process of a merger would be relevant and 
interesting to study more thoroughly in our degree project.  
 
After deciding upon our research topic, research questions, purpose and looking into 
theory, we started to discuss how to proceed with the actual research in order to fulfill 
our aims with this degree project. The process to find a research object started with a list 
of relevant criteria. Those criteria could be summarized of having i) a recent or ongoing 
merger activity in a industry where personal relations is important ii) where managers 
and employees have sufficient time to spend in order to contribute to well conducted 
interviews iii) the integration phase should be clear and planned iiii) allowed us access 
to the necessary information needed for this degree project.  
 
In our previous D-level course, People – The human side of organizing, before writing 
this degree project, we got informed that Umeå School of Business were going to merge 
with the department of Statistics and the department of Economics as of January 1st 
2012. The intention of the merger is to create a stronger and more comprehensive 
Business school and to increase the collaboration between the involved disciplines, the 
department of Business and Administration, the department of Economics, and the 
Statistics department. After comparing our criteria we had set up for this degree project 
with the merger of the three departments, we had a match. 
 
After realizing that Umeå School of Business and Economics would be a good research 
object for our degree project, we started to gather information concerning who were the 
key players involved in the merger of USBE. We discussed how to approach them with 
the most forthcoming manner in order to get their interest in our research.  

2.2 Pre-conceptions 
 
With pre-conceptions we mean that we do not perceive reality only through our senses 
(Thurén, 2007 p. 58). We as researchers have different backgrounds consisting of social 
background, education and also practical experience (Johansson Lindfors, 1993, p. 25). 
These are factors that will consciously or unconsciously influence our degree project, 
and our choice of topic as well, even if we strive to be objective. The point is that we 
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cannot understand anything at all without pre-conceptions (Thurén, 2007, p. 60). Thus it 
is important for us to share our backgrounds to the reader in order to explain how this 
can shape our decision-making process and attitudes.  
  
Both of us started studying at Umeå School of Business in 2008, Malin at the 
International Business Program and David at Civilekonomprogammet, a Swedish 
business administration program. In 2010 we met in Lisbon, where our studies had 
taken us to Universidade Nova de Lisboa, which is a well-recognized and respected 
business school. At NOVA our main focus lied on management with courses such as 
Organizational Behavior, Operations Management, Strategy and Information systems. 
 
When we returned to Umeå a natural decision was to continue with our D-level 
education with a specialization in Management. Our earlier studies have therefore given 
us knowledge and insights from a variety of fields within management, which we 
believe are helpful for us when we have knowledge in many of the theories that we have 
used in this degree project. Prior to our studies at the university, we both have been 
working in Sweden and abroad. Both of us have been working in big or medium size 
companies where change has been a part of the culture of the company. This is probably 
something that might have impact on this research since we have experienced this sort 
of organizational change and therefore can have a pre-conception on how this sort of 
merger processes should be made. Moreover we are studying our own organization, 
which can cause that we become subjective, however we are aware of that, and strive to 
be as objective as possible.   

2.3 Scientific approach 
 
The research philosophy you as a researcher have, will affect your study and also your 
research methods (Saunders, Lewis & Thornhill, 2009, p. 108). Ontological 
considerations have to do with whether or not social entities can and should be 
considered as objective entities that have a reality that is influenced by social actors. 
Our preconception is based on constructionism since we believe that organizations and 
culture is not pre-given and can be influenced by social actors. Social phenomena and 
categories are under constant state of revision and social actors will shape and influence 
the reality. (Bryman & Bell, 2007, pp. 22-23). As our research questions concerns 
employees’ attitudes and how the merger process have developed at USBE, we thus 
argue that these questions has to do with socially constructed opinions.  
 
Depending on the epistemological view of the author the research will be different, 
questions to consider are therefore; what is regarded as acceptable knowledge in a 
certain discipline, and should the social world be studied with the same principals and 
approaches as natural sciences (Bryman & Bell, 2007, p. 16). Our epistemological view 
is that social actions have a meaning and should be considered when conducting 
research within social sciences; we believe there should be a different logic of research 
and procedures compared to studies connected with natural science. Therefore our 
research scope is connected with interpretivism rather then positivism (Bryman & Bell, 
2007, p. 17). This has also to do with our research questions, that holds our interest in 
finding what is perceived as important factors for employees in a merger process and 
how the merger process at USBE have been developed. To answer our questions, we 
will conduct semi-structured interviews with concerned parts of the merger process at 
USBE. It is crucial for us as researchers to enter our respondent’s social world and 
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understand their world from their point of view in this specific point of time (Saunders 
et al., 2009, p. 116). Our study will thus be qualitative, since we are dealing with words 
rather than numbers (Bryman & Bell 2007, p. 402). A quantitative research strategy 
cannot give us the depth and understanding that we are looking for in order to answer 
our research questions through a quantitative study. Thus a qualitative approach is better 
in this degree project. According to Kvale & Brinkman (2009, p. 98) knowledge is 
produced socially through interaction between the interviewer and the interviewee in a 
qualitative research interview. We see this as a great advantage for the qualitative 
research approach. During our interviews, when having a qualitative approach it will 
give us the opportunity to have a conversation and therefore get closer to the 
respondent. Another reason to why we have chosen a qualitative approach for our 
interviews is that we will get the opportunity to ask follow-up questions and ask 
complementary questions and then again have a better discussion with our respondent. 
Moreover, another positive aspect of having interviews is that we can choose what 
questions we can devote more time to during our interviews and also depending on who 
our respondent is, some questions will be more interesting to him than others.  
 
Positivism is restricted with laws and generalizations; some argue that management is 
far too complex to be limited in this sense. Our goal is to conduct this study with the 
viewpoint of the research subjects, understand their social world and circumstances 
during this specific point in time (Saunders et al., 2009 pp. 115-116). Having a 
qualitative research usually connects with an inductive approach, however, Saunders et 
al., (2009 p. 109) argue for a more flexible research approach, since rarely one research 
question only falls into one specific approach. The deductive approach is where the 
researcher develops a hypothesis based on previous theory, and from that continues with 
the data collection which is used to accept or reject the hypothesis in order to revision 
the theory. On the other hand we could choose an inductive approach where the 
“…theory is the outcome of research.” (Bryman & Bell, 2007, p. 14). In the induction 
process the researcher draws “…generalizable inferences out of observations” (Bryman 
& Bell, 2007, p. 14). In our degree project, we will have a mix approach between 
deductive and inductive. Due to our outline where we start with gathering theory 
without developing hypothesis, continuing with data-collection and analyzing the 
findings to complement existing theory or perhaps develop an existing model.  
 
In the area of mergers and acquisitions there have been a lot of research made, even 
research that focus especially on the integration phase. We still believe that the research 
is not sufficient due to the fact that there is a high failure rate in the integration process 
of a merger. New information could discover processes and measures that would 
contribute to increase the success rate among future merger activity. Our opinion is that 
there is a very good knowledge base that should be taken into consideration in the 
previous research, this is something not to be neglected and naturally will improve our 
knowledge concerning the research topic and serve as a base for our research. 

2.4 Literature search and choice of theories  
	  
When we started our search for literature to use as a framework for further research, we 
began to discover the gaps in research. We have not found any research made that have 
taken these perspectives together in the same study. We have looked for literature 
concerning mergers, theories of trend, and the social identity theory on mergers. We 
have used mainly foreign literature in order to get a background to our research 
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question. We have used prior research made and publications in order to get a clearer 
picture of mergers and “high failure rate”. We have used secondary sources in our 
research so that we will be able to answer our research questions. Academic articles and 
edited books are our primary source of information, since we believe that they are most 
reliable sources of information in a degree project at this level. We have found these 
academic articles and edited books at databases provided by Umeå University, for 
example Business Source Premier (EBSCO HOST) and Google Scholar has also been 
important for us in the search for academic articles and edited books. The edited books 
have also been found at Umeå University library, previous course literature and Google 
Books. Example of key words in our search for literature have been: Mergers, 
Acquisitions, Strategy, Integration process, Social identity theory, trends in M&As, 
competitive advantage, synergy effects, communication and growth strategies, trends. 
Since we believe that tracing back to the original source has benefits due to the fact that 
misinterpretation can occur in secondary sources. 

2.5 Criticism of sources  
 
Our primary strategy in the hunt for literature has been finding relevant literature that 
could later be used as a basis to extend the research for this degree project. We have 
prioritized to try to find the primary sources, and therefore one can find older sources 
such as Porter, 1985, in our degree project. According to Johansson-Lindfors (1993, p. 
89) it is acceptable to use older sources, as theory if the source can be evaluated as 
prominent. Therefore we argue that the use of Porter is sufficient in our degree project, 
since his theories have been used as a primary source for many of the models used 
today. However, Johansson-Lindfors (1993, p. 89) continues and says that it is 
necessary that the researcher look for newer sources as well to keep up with the latest 
research in his field. In our degree project we have tried to achieve both things by using 
both the original source and newer sources concerning mergers.  
 
In some cases we have used secondary sources, as an example when we have discussed 
some studies in the Social identity theory chapter. This is due to that we have not found 
the original study, and have therefore relied on prominent researchers in their field of 
research. According to Johansson-Lindfors (1993, p. 89) the secondary source can be 
used when the source is based on recognized scientists, serious reports and that the 
study is based on primary research. We argue that the secondary sources that we have 
used are based on these criteria. We have also focused on research articles that are peer 
reviewed.  
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3. Theoretical framework 
 
We will start with an introduction to the different growth strategies, and following we 
will introduce the reader to the field of mergers and acquisitions by distinguish the two 
terms mergers and acquisitions from each other. Thereafter we will provide the reader 
with examples of a merger process and after look upon the synergy realization in 
mergers. Furthermore, we will review the social identity theory in mergers and 
thereafter look at motives for adapting a trend.  

3.1 Conceptual framework 
 
We have reviewed mergers from different theoretical perspectives. We have identified 
how mergers can be seen as a trend and as an example when organizations choose to 
follow the industry leaders without developing their own strategy and conducting a 
thoroughly analysis. The next phase was looking into the strategy as a driver for 
conducting a merger in order to achieve corporate growth, achieve synergies and to 
create a competitive advantage. In the last phase we have reviewed the human side of 
the organizational change process from the perspective of Social Identity Theory, since 
the employees is usually the greatest resource in an organization, and their opinions and 
actions can be critical for a merger to succeed or fail.  
 
Together these three perspectives will serve as a basis for our analysis in order to 
answer our research questions and purpose. We have chosen to include these three 
theories because we argue that they together complement each other in order for us to 
make a thoroughly analysis of the merger process. Each of our theories chosen serves a 
purpose; they explain relevant aspects of a merger process at different levels, however 
we argue that they merely explain a merger process partly. 
 
 

	  
Figure 3: A model connecting our theoretical framework at different levels 

At industry level the industry are affected by the trends in their certain industry. At the 
organizational level managers try to base decisions connected with strategy. The 
individual and group levels are affected by the decisions made on higher levels in the 
organization and are described through the social identity theory. In the studied 
organization, the University serves at the Industry level, the social sciences faculty at 
the organization level and USBE is at the Individual and group level.  
 
 

•  Industry level Trend 

• Organization level Strategy 

•  Individual/Group level Social Identity 
theory 
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Figure 4: A triangle summarizing our theoretical framework and their interrelationship  

Our illustration of the theoretical triangle describes the interrelationship between our 
three theoretical perspectives. We believe they should not be separated from each other 
since they have an impact on one another. Their relationship is something we will look 
further into in the analysis of this research.  

Figure 5: The timeline of the merger process integrated with our theoretical triangle	  

We display a merger process through a timeline with the past, present and future. The 
future is colored in grey in comparison to the past and present since it is uncertain for us 
to know in our research. The triangle symbolizes the three theoretical perspectives that 
have served as a basis for our analysis; these are merger as trend, merger as strategy and 
social identity theory when merging. We argue these three theoretical perspectives will 
influence every step of the merger process. 
	  

3.2 Growth Strategies 
 
Mergers and acquisitions are only one alternative for corporate growth, and there are 
different strategies that a company can implement in order to achieve corporate growth. 
The five most common growth strategies are organic growth, corporate venturing, 
strategic alliances, corporate private equity investment, and mergers and acquisitions. 
Companies that want to expand can use one of them or a combination of the different 

Merger as a trend 

Merger as a 
strategy 

Social Identity 
Theory when 

merging 

Past	  ▲	   Present	  ▲	   Future	  ▲	  	  
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strategies in order to find the best solution in their environment. (Borghese & Borgese, 
2002, p. 15). What is important to realize is that there are both advantages and 
disadvantages in the different options to choose from (DePamphilis, 2012, p. 151). The 
major differences depending on which growth strategy to use is the degree of control 
(Sherman & Hart, 2005, p. 254). Organic growth is often a slow process when a 
company grows through innovation of existing products, service lines and penetration 
into new markets (Borghese & Borgese, 2002, p. 15). One main advantage when 
applying an organic growth strategy is the control aspect (DePamphilis, 2012 p. 151). 
Corporate venturing approach is based on using internal resources to start and run new 
ventures, in many cases outside existing product lines, service lines and markets. These 
new activities are managed through the funding company. Corporate venturing is about 
change, innovation and growth. However many challenges can rise due to internal 
politics and finding the right people to run these ventures (Borghese & Borgese, 2002 p. 
16). Strategic alliances have become more common due to technological changes, 
accelerating business pace and nowadays there is a tougher climate for companies to 
survive. Companies have realized that knowledge and relationships are crucial to stay 
competitive, also that it could be easier to look outside the own company to achieve 
company goals. (Borghese & Borgese, 2002, p. 16). Advantages with strategic alliances 
is that companies do not have to merge or invest a lot of money to acquire another firm 
in order to receive benefits, on the down side there is a limited control and the company 
might also strengthen or create a competitor (DePamphilis, 2012, p. 151).  

3.3 Mergers and Acquisitions  
 
M&As are undertaken by organizations to achieve certain strategic and financial 
objectives. They bring together two organizations with usually contrasting corporate 
cultures and value systems. Thus, the success of mergers might depend on the 
integration process of the two companies. The merger process affects a number of 
stakeholders who have an interest in the success of the merger. Often managers and 
shareholders are the most important stakeholders that the merged organization has to 
satisfy, followed by employees, local communities and the economy at large. 
(Sudarsanam, 2003, p. xvi). The success or failure of the merger affects many of the 
stakeholders and lenders, as well as workers, managers, competitors and the local 
communities. M&As are a way for corporate expansion and growth. However, it is not 
the only means of corporate growth, but is an alternative to growth by internal or 
organic capital investment. (Sudarsanam, 1995, p. 1).  
 
Mergers and acquisitions are often analyzed as if they are the same type of growth 
strategy, but a definition and distinction is needed in order to fully understand the 
differences (Epstein, 2004 p. 174). We have chosen to define both concepts since many 
of the authors in our theoretical framework have not made a clear distinction between 
the two concepts. At first glance, the difference in meaning might not matter, cause the 
net result is often the same: two or more companies that had separate ownership are 
now operating together, often to obtain a strategic and/or financial objective. However, 
the strategic, financial, tax, and cultural impact of an M&A deal may be very different, 
depending of the type of transaction. (Sherman & Hart, 2005, p. 11). There are many 
different reasons for companies to adapt a strategy involving growth through M&As. 
The company KPMG made a study of this subject and found five key reasons for 
growth through M&As, which are to find new geographic markets, to maximize 
shareholder value, increase or protect market share, acquire new products or services 
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and gain control over a supply chain, 11% of their answers of the respondents 
represented other reasons (Borghese & Borgese, 2002, p. 9).  

3.3.1 Mergers 
 
A merger can be defined as when two or sometimes several companies combine, when 
assets and liabilities of the selling firm(s) are included in the buying company. This is 
often made through the exchange of shares by the involved parts. (Sherman & Hart, 
2005, p. 11). Gaughan (2002, p. 7) argue that “A merger is a combination of two 
corporations in which only one corporation survives and the merged corporation goes 
out of existence.” In a merger, the corporations come together to combine and share 
their resources to achieve common objectives. The shareholders of the combining firms 
often remain as joint owners of the combined entity. (Sudarsanam, 1995, p. 1). Mergers 
can be divided into three different types: horizontal, vertical and conglomerate.  
 
A horizontal merger occurs when two competitors combine. If a horizontal merger 
causes the combined firm to experience an increase in market power that will have 
anticompetitive effects, the merger may be opposed on antitrust grounds. (Gaughan, 
2002, pp. 7-8). Another example of a horizontal merger is when a company acquires a 
similar business or competitor in order to strengthen its position in another geographic 
area or market segment (Borghese & Borgese, 2002, p. 10).  
  
Vertical mergers are combinations of companies that have a buyer-seller relationship 
(Gaughan, 2002, p. 8). Borghese & Borgese (2002, p. 10) explains a vertical merger as 
when a company seeks to control other parts of the value chain, for example buying a 
supplier, production technology or a sales/distribution channel.  
 
Conglomerate mergers can be described as a merger of two companies that are 
originally operating in different industries. A conglomerate merger occurs when the 
companies are not competitors and do not have a buyer-seller relationship. In this type 
of merger the original companies cease to exist and their shareholders become 
shareholders in the new company. (Gaughan, 2002, p. 7-8).  

3.3.2 Acquisitions 
 
Sherman & Hart (2005, p. 11) defines an acquisition as when a company purchases 
either an asset of another company, for an example a building, division or in some cases 
a whole company. Furthermore, an acquisition looks like more of an “arm’s-length 
deal”, with one firm buying the assets or shares of another company, and with the 
acquired company’s shareholders finishing to be owners of that company. Usually the 
acquired company becomes the subsidiary of the acquirer. (Sudarsanam, 1995, p. 1). In 
some cases, an acquisition could decrease shareholder value in a short-term perspective, 
however managers might decide that it is still necessary to go through with the 
acquisition in order to remain competitive and to save a suffering company (Borghese & 
Borgese, 2002, p. 9). An acquisition can be either friendly or hostile.   
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3.4 The merger process 
 
In the literature of M&As, we have found that different authors have described different 
ways of how to conduct a merger process. We have chosen to review two of these 
models in our theoretical framework, Picot’s three- phase merger process and the 
Watson Wyatt Deal Flow Model; these two models can show how a merger process 
might look like.  
 

3.4.1 Picot’s three-phase merger process  
 
Gerhard Picot (2002, p. 9) argues that a merger or acquisition consists of three different 
phases with activities, these are planning, implementation and integration.  
 
The planning phase is divided into three primary aspects: Whether, When and How an 
M&A activity is to be carried out. The aspect of “Whether” concerns the identification 
of organizations objectives and if any of these are to be pursued by either organic 
growth or M&A activities. The aspect of “When” is concerned with two components, if 
the M&A activity is a necessity from a strategic point of view, versus the financial and 
personnel resources perspective. The last step of planning have do with “How” this 
M&A is supposed be enforced, with different activities such as analysis of the current 
economic situation and possible synergies, definition of the corporate objectives, 
economic planning, legal planning, recognition of the management structure, 
identification of the employees, preparation for restructuring, production, administration 
and for public relations. (Picot, 2002, pp. 16-19).  
 
Implementation from Picots (2002) perspective is connected with business law, due 
diligence and corporate valuation from a financial point of view and merger control 
(Picot, 2002, p. 61). Due diligence is needed in order for organizations to have 
sufficient knowledge of the other merging partner, whether they are compatible and 
adaptable for the planned strategy in order to understand the potential synergies with 
merging and difficulties that can arise with the integration (Heinrich Pack, 2002, p. 
153).      
 
An integration project can take one to two years depending on the scope and complexity 
of the merger. The integration phase is divided into two phases, the design integration 
phase and the execute integration phase. The first integration phase holds different 
important activities; a main task is to set a challenging aspiration level with aims to be 
realized by management, to form a homogeneous management team that is dedicated to 
the new organization. Another is to develop a shared vision and a value-creating 
strategy for growth, announcing the future direction of the organization in an early stage 
to prevent uncertainty and to send a clear message to the capital markets. The 
organization needs to identify operational potential in order to become more effective; 
looking into how all value-creating opportunities can be optimized. Other aspects in the 
design integration phase are connected with planning for optimizing purchasing, 
production, technology, marketing, sales and administration.  
 
It is important to shape the new organization by determining the new form of the 
organization with selection of employees; the objective here is to develop a high 
performance organization as quickly as possible often with appointing a new chief 
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executive officer at the start. Creating a shared performance culture with an 
understanding for the individuals within the organization. A useful technique in order to 
understand the employees is to conduct deep structured interviews. The last issue of the 
design integration phase is to develop a shared perspective among the leadership team, 
where the opinions and attitudes of the management-team are discussed and come to an 
agreement. (Thomas Koch, 2002, pp. 271-284).  
 
Phase two starts when the new organization has developed a framework with important 
targets as well as some major constraints, such as time and resources. Picot (2002) 
discussed that when the two organizations are about to merge, different projects starts in 
order to get the merger to function. The projects needed to achieve the merger targets 
are started in the beginning of phase two. For the organization it is important to 
prioritize the project portfolio and allocate the necessary resources, then have 
supervision of these projects. In order to control these different projects, there have to 
be an integration board or structured project organization. (Thomas Koch cited in Picot, 
2002, pp. 284-285). 
	  

3.4.2 Watson Wyatt Deal Flow model 
 
Another perspective one the merger process can be explained by the Watson Wyatt Deal 
Flow model illustrated in Galpin & Herndon (2000, p. 9). The Watson Wyatt Deal Flow 
Model can be useful when planning the M&A agreement in detail, and the model 
consists of five stages, which are: “formulate, locate, investigate, negotiate, integrate”. 
  
At the first stage “Formulate”, the organization must set out its business objectives and 
growth strategy. The acquisition criteria are also explained at this stage, such as what 
the target company would bring to the bidder company. At the second step “Locate”, 
the search for the desirable target companies begin. Initial financial and operational 
analysis leads to first conversations between executive employees. These conversations 
then lead to identification of potential synergies. When both parties have shown interest 
to the deal, the terms and conditions are defined and ultimately submitted as a part of 
the letter of intent and secrecy agreement. “Investigate” is the third phase of the model, 
every possible facet of the target company is explored in detail prior to finalizing the 
definite agreement.  The fourth stage is called “Negotiate”; this stage includes process 
steps and requirements for successfully reaching a definite agreement. Deal teams are 
prepared by due-diligence teams, and, together with senior executives, they formulate 
the final negotiating strategy for all terms and conditions of the deal. Considerations 
include price, performance, people, legal protection and governance. The fifth stage of 
the model, “Integrate”, should be customized to each organization and adopted to each 
specific deal. The merging organizations must carefully consider such questions as how 
fast to integrate, how much disruption will be created, how disruption can be 
minimized, how people can be helped to continue focusing on customers, safety, day-to-
day operations, and how best to communicate with all the stakeholder groups. (Galpin 
& Herndon, 2000, pp. 8-18). However, in reality the different stages are usually made in 
parallel to each other.  
 
We have chosen to illustrate how a merger process can look like by using the Watson 
Wyatt Deal Flow model illustrated in Galpin & Herndon (2000, p. 9).  
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Figure 6: The Watson Wyatt Deal Flow Model.  

Source: (Galpin & Herndon, 2000 p.9) 

 

3.5 The six determinants of merger success 
	  
Epstein (2005, p. 38) has come up with a model of six determinants of merger success. 
He argues that to achieve merger success it requires completion in six factors. If the 
organization fails in any of these six steps, the cause can be a failure in some of the 
goals of the merger. He further argues that mergers can be an exceptional growth 
strategy to achieve profitable growth, but organizations need to focus of their 
performance regarding these six determinants of merger success. These six drivers of a 
successful merger are shown below.  
 

3.5.1 Strategic vision and fit 
 
The strategic vision should clearly express a merger motivation that is central to the 
creation of long-term competitive advantage instead of short-term improvements in 
operational efficiency. Epstein (2005, p. 38) explains that obvious reasons for company 
mergers include “attempts to increase scale, geographic scope, knowledge, and cross-
industry extension”. No matter which concepts that are central to the vision of the 
merger, it is of great importance that real growth is an expectation of the merger and 
that the complete foundation is not centered on cost cutting and dismissals. Thus, clarity 
to the strategic vision is critical. Whatever synergy reasons the company hold, the 
companies must evaluate whether the entities are proper choices as merger partners and 
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the right fit to fulfill the strategic vision. (Epstein, 2005, pp. 38-40). Management in the 
two companies need to analyze the strategic vision in detail, how each company fit into 
that vision and their compatibility concerning culture, systems and processes. (Epstein, 
2005, p. 40). 

 

3.5.2 Deal structure 
 
It is important to carefully consider two aspects of the deal structure of a merger; one is 
price premium and the other finance type. A common reason for failure of a merger is 
paying an overcharge and overburdening the new company with an extensive debt 
payment. (Epstein, 2005, p. 40).  
 

3.4.3 Due diligence 
 
The merging organizations have to carefully investigate whether the merger will be 
successful in the strategic vision of the merger. Both premerger organizations should 
have members represented in the due diligence team, with different focus areas, such as 
accounting, law, technology among other experts depending on the actual merger. In the 
work concerning due diligence, it “includes the formal financial review of assets, 
liabilities, revenues, and expenses and substantiation of the financial records.” What is 
important to realize is that it also includes other non-financial elements, such as 
investigation and evaluation of organizational fit, the possibility to merge cultures, and 
the technological and human resources capabilities and fit. Concerning the difference in 
culture of the two organizations, it must be certain how the two cultures effectively can 
be integrated with each other. (Epstein, 2005, pp. 39-40).  
 

3.5.4 Pre-merger planning 
 
It is crucial that the preparation leading up to the announcement of the merger have 
been planned and executed well, since the presentation for the key constituencies should 
be presented with total confidence. During this period key decisions concerning 
leadership, structure and a timeline for the integration process are decided. There must 
be clarity in roles and responsibility for those involved in the integration process, versus 
those in operating businesses. Speed, widespread and coordination in communication 
concerning decisions and planning is crucial for the stakeholders. A new leadership 
team and guidelines for lower level of employees must be established immediately. 
Difficulties surrounding appointing a new CEO and board can be especially problematic 
in a merger of equals, creating hostilities and becoming very time-consuming. It is not 
only the new structure of the organization that have to be set before the announcement, 
it is also important to have an integration management team ready to start. This team 
should preferably have at least one fulltime contribution from a prominent member of 
senior management. In cases where premerger planning processes have not been 
completed the possibility of merger integration success are often unachievable. 
(Epstein, 2005, p. 40).  
 

3.5.5 Post-merger integration 
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The integration process is where most companies destroy mergers, if the previous keys 
have been executed properly then the company is positioned for a successful merger. 
The post-merger integration processes include management of human resources, 
technical operations, and customer relationships must be carefully blended and 
important decisions made. After the announcement a successful post-merger integration 
can only be achieved if the whole organization have the knowledge, resources and 
commitment to move forward rapid without destroying value in the process. An 
important focus most lay on building revenue growth synergies and cost reduction. It is 
important to set up goals and measures for the post-merger integration that is balanced 
with both financial and nonfinancial indicators. Human resources play an important role 
in retaining the best people from both organizations. Customer management is 
fundamental when it comes to proving confidence towards customer in order to not lose 
important business. One important focus should be on building a solid culture where 
employees see new possibilities, the overall benefits for the organization instead of 
being limited by the change. (Epstein, 2005, pp. 40-41).  
 

3.5.6 External factors 
 
In the previous determinants of merger success it has been up to the organization to 
affect the outcome, however there are still some factors where the organization is out of 
control. These factors could for example be changing economic conditions, failure or 
actions by equal organizations and changes for single clients. Some of these factors 
might be foreseen in a proper due diligence to some extent. External factors are often 
carefully considered before a merger, to limit the chance for surprises. It is difficult to 
evaluate the success of merger, because in a strong economy weak mergers might look 
successful and strong mergers might look weak in a bad economy. (Epstein, 2005, p. 
41).  

3.6 An integrative merger and acquisition model 
 
The different fields of studies, mainly the strategic, economic, financial, and 
organizational and HRM field of studies have focused their research differently when 
combining the integration, employee- and performance issues during an M&A.  
However, researchers have started to combine some of these fields by linking 
organizational integration with either strategic combination, employee reactions or 
financial performance. Larsson & Finkelstein (1999, p. 3) have created a model where 
they combine the issues of M&As, mainly where they “integrate the combination, 
integration, employee and performance issues into a comprehensive model that views 
M&A performance (conceptualized as synergy realization) as a function of combination 
potential, organizational integration and employee resistance” (Larsson & Finkelstein, 
1999, p. 3).  We have chosen to use this model as a reference for studying synergy 
realization since we believe that the model is adequate for our degree project since it 
relates to our purpose of our degree project.  

3.6.1 Combination potential 
 
Companies who consider achieving growth through M&A activity use due diligence 
processes as an evaluation of their potential target companies. To understand whether 
the companies will fit and the potential of the combination is the basis of further 
activities such as integration and communication and later synergy realization.  
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Larsson & Finkelstein (1999) showed in their study that synergy realization is affected 
by strategic similarities and also by complementarities between the combining 
companies. “The various sources of synergy define a combination’s potential, which in 
turn is expected to affect the extent to which synergies will be realized in an 
acquisition” (Larsson & Finkelstein, 1999 p. 5). Thus, that study shows that M&As with 
low combination potential are not likely to have many efficient synergies, whereas high 
potential combinations provide greater opportunity for synergy realization. However, 
traditional conceptualizations of connection between joining firms focus on the 
similarity of their operations, with strategic differences often viewed as less valuable 
than similarities or even as dysfunctional. Larsson & Finkelstein therefore created the 
model based on the combination potential of M&As in terms of both the strategic 
similarity and the strategic complementary of operations of the joining firms. (Larsson 
& Finkelstein, 1999, p. 6). The combination potential can be described as the degree of 
similarity between the acquirer and the target company, or as the corresponding features 
of their operations. Thus, a great potential is reached if synergies can be achieved either 
through combining two similar operations, or through a combination of different, but 
corresponding operations. Larsson & Finkelstein (1999) further argue “…strategic 
differences can create opportunities for synergistic complementarities by combining 
different operations that enhance the competitive position of the resulting entity” 
(Larsson & Finkelstein, 1999 p. 15).  
 

Hypothesis 1: “The greater the combination potential, the greater the synergy 
realization”. (Larsson & Finkelstein, 1999, p. 6). 

3.6.2 Organizational Integration 
 
Larsson & Finkelstein (1999) argue that the degree of integration has a direct effect on 
M&A performance, they conceptualize organizational integration as “…(1) the degree 
of interaction between the joining firms through, for instance, restructuring and material 
flows and (2) the extent of coordinative effort to improve the quality of that interaction 
through special integrators, transition teams, preplanning, and so forth.” (Larsson & 
Finkelstein, 1999, p. 6). According to organizational and HRM researchers the extent of 
synergy realization depends on how the new organization is managed after the M&A 
deal is closed (Datta 1991, Hunt 1990, Schwiger et al., 1987, in Larsson & Finkelstein, 
1999 p. 6). Furthermore, there are high and low degrees of integration; the degree of 
integration has also been used as an intermediary of the organizational fit or M&A 
performance relationship. Both the quantity and quality of organizational integration 
between the merging organizations should have a positive effect on synergy realization. 
(Larsson & Finkelstein, 1999, p. 6). Moreover, “…strategic differences can create 
opportunities for synergistic complementarities by combining different operations that 
enhance the competitive position of the resulting entity.” (Larsson & Finkelstein, 1999, 
p. 15).  
 

Hypothesis 2: “The greater the organizational integration, the greater the synergy 
realization”. (Larsson & Finkelstein, 1999, p. 6). 

3.6.3 Employee Resistance  
 
Larsson & Finkelstein (1999) argue that there are several reasons to why employees 
often have negative reactions to an M&A activity. Except from increasing layoffs, 
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changed career plans and loss of influence, the employees may experience a feeling of 
“us versus them” that will affect the merger integration process in a negative way. More 
often it is the employees of the acquired company that are resistant to the M&A deal, 
which often is one explanation to why many M&As are not successful. Culture clashes 
is also a serious cause of resistance since the employees from both organizations have 
established routines. Employee resistance can be defined as “the individual and 
collective opposition of employees to the combination and subsequent integration of the 
joining firms, is affected negatively with M&A performance” (Larsson & Finkelstein, 
1999, p. 7). The opposition from the employees can be both active and passive, actively 
by voice, voluntary exists and sabotage, contrary to the passive way through 
absenteeism, disobedience and shirking. Employee resistance is expected to cause 
significant damage to the actual realization of synergies during the integration process. 
(Larsson & Finkelstein, 1999, pp. 6-7).  
 
Hypothesis 3: “The greater the employee resistance, the less the synergy realization”. 

(Larsson & Finkelstein, 1999, p. 7). 
 

	  
Figure 7: An integrative merger and acquisition model.  

Source: Adapted from ( Larsson & Finkelstein, 1999, p.5) 

3.7 Competitive Advantage and the Value Chain 
 
In order to identify a competitive advantage it is crucial to look at organizations 
different activities and not at the company as a whole. Therefore it is important to 
identify what activities that contribute to differentiation or a cost advantage for an 
organization. It is important to recognize that is not only separate activities that 
contribute to a competitive advantage, but also how they interact with each other. 
Michael Porter (1985) introduced the Value Chain as a tool to understand how 
organizations different activities interact with each other. Using the Value Chain is a 
systematic way of examining all activities inside a company and how they interact in 
order to identify the source of a competitive advantage. Companies need to understand 
the behavior of costs and both existing and potential sources of differentiation. (Porter, 
1985, pp. 33-36). 
 
In the context of an M&As, the merging partners are concerned with two value chains, 
their own and the merging partner’s. Any synergy realization can only be made when 
the two value chains are reconfigured. The reconfigure process may involve changing 
only one or both of the value chains. When changing the value chain it is necessary to 
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have an organizational structure change, political and culture issues can affect how 
easily the changing of value chains can be made. (Sudarsanam, 1995, p. 38).  
 
Competitive advantages are achieved by performing strategically important activities 
either more economically or better than its competitors. It is not uncommon that 
products pass through different value chains, called value channels, before arriving to 
the buyer. So it is not only the companies own value chain that have an impact, but also 
their supplier’s value chain, that will affect the final product and the possible 
competitive advantage. The value chain is a reflection of an organization’s history, 
strategy, decision-making and the underlying economics of the activities themselves. 
The goal is to create value for the costumer that exceeds the cost for the company. 
(Porter, 1985, pp. 33-36).   
 
There are two types of competitive advantage, cost advantage and differentiation. 
However even if the company is not focusing on a cost advantage they still need to have 
a cost proximity to their competitors. Assessing what cost position the company should 
have towards their competitors is often very difficult. It is a necessity for managers to 
understand the importance of cost in order to compete; this could be realized through 
strategic plans. (Porter, 1985, p. 62).  A common mistake is to think that differentiation 
is only concerning the final product or marketing practices, when in fact it could be 
connected to any of the different parts of the value chain. Differentiation is about being 
unique in some aspect compared to the competitors and at the same time valuable for 
the buyers. Through a coordinated action between the different parts of a company and 
clear strategy, successful differentiation can be achieved. (Porter, 1985, pp. 119-122).  
 

3.8 Stakeholder theory 
 
The definition of stakeholders is that they are the ones who depend on an organization 
to fulfill their own goals and on whom, in turn; the organization depends (Johnson et al, 
2009 p. 90). The stakeholder theory is managerial in the sense that it suggests and 
directs how managers operate rather than primarily addressing management theorists 
and economists. According to Freeman et al., (2004, p. 364) the stakeholder theory 
focuses on two questions; the first one is “What is the purpose of the firm?” this 
question supports managers to speak the shared sense of the value they create, and what 
brings its core stakeholders together. The second question asks, “What responsibility 
does management have to stakeholders?” This pushes managers to express how they 
want to do business, especially what kinds of relationships they want and need to create 
with their stakeholders. (Freeman et al., 2004, p. 364). The importance of recognizing 
stakeholders in the organization is rising, and “stakeholder mapping” is a tool 
organizations can use in order to locate their different stakeholders. Stakeholder 
mapping identifies stakeholder expectations and power and helps in understanding 
political priorities. The matrix shows whether “…how interested each stakeholder 
group is in impressing its expectations on the organization’s purposes and choice of 
strategies” moreover, “whether stakeholders have the power to do so” (Johnson et al., 
2009 p. 107). One method to map out stakeholder influence is the power/interest matrix 
shown below. This matrix classifies stakeholders in relation to the power that they hold 
and their level of interest in the organization. (Newcombe, 2003, p. 844). This type of 
relationship, which the manager of the organization has to create and keep with each of 
the different stakeholder groups, is shown for every of the four segments. Stakeholders 
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who have little interest in the organization and a little power to influence are placed in 
segment A. Stakeholders with a high level of interest of the organization but little power 
to influence are placed in segment B, these stakeholders needs to be kept fully informed 
of the major decisions of the organization, so good communication with these 
stakeholders are essential. The stakeholders identified in segment C and D are very 
important for the organization, they therefore needs to be kept satisfied. (Newcombe, 
2003, pp. 844-845).  
    

	  
 

Figure 8: Stakeholder matrix.  

Source:  (Newcombe 2003, p.844) 

 

3.9 Merger as a trend 
	  
As mentioned in the introduction, mergers are characterized by a waves pattern, and are 
a popular growth strategy for organizations today. Due to globalization a lot of 
organizations choose M&As as a strategy to survive in the market, and therefore use 
M&As to expand. M&A deals may continue to be a trendy growth strategy for many 
companies, as venture capitalists can force companies into them, or established 
companies can also be forced into them in order to satisfy shareholders. (Borghese & 
Borgese, 2001, pp. 8-9).  
 
In various industries there are one or several companies who stand as leaders. They 
achieve their leadership positions because of quantitative or qualitative 
accomplishments; examples of quantitative accomplishments can be that they serve as 
low-cost producers, having above-average profitability, where the qualitative 
accomplishments are exceeding in quality, technology, image or performance. The 
organizations that are not leaders in their industry are those that follow their industry 
trends. They normally copy the industry leaders, serve to an unattractive product-market 
scope, or serve niches neglected by the leaders. (Helms & Wright, 1997, p. 135).  
 
The usual arguments when managers are involved in merger or acquisition activities are 
that these decisions are purely rational and based on long-term interests for the company 
and shareholders. M&A activity has been argued to have positive effects on several 
things, such as increased market share, gained operational flexibility, new skills, shared 



	   24	  

risk, increased global competitiveness and improved innovation. (Austen & Sirower, 
2002, p. 218).  
 
Pangarkar (2000) have looked at horizontal mergers in order to find out if mergers have 
been made as outcomes of comprehensively rational decision-making or if there could 
be other reasons for conducting a merger. He proposes another alternative to the rational 
decision-making towards mergers called “Bandwagons” which he found after looking at 
an exhaustive sample of organizations from all over the world, and that he have found 
robust support for in his study made at different organizations around the world. 
(Pangarkar, 2000, p. 37). The bandwagon theory is a theory that can explain why 
organizations would go through with a merger. It incorporates factors such as 
incomplete information, cognitive simplifications by managers and principal-agent 
issues. Bandwagon theories argues that firms will tend to imitate their close rivals even 
if manager behavior would not enhance the value of their organization. Bandwagon 
theories are based on institutional theory, managerial theory, and decision-making and 
agency theory.  
 
Managerial theory argues that decision-makers have limited amount of information also 
a limited ability to process this information and that is why they may not make rational 
decisions. As example of this is that inside organizations internal politics matters and 
many decisions may be outcomes of political games. (Pangarkar, 2000, p. 40). The 
institutional theory is in many ways an alternative perspective to rational economic 
visions. Summarizing the institutional theory, “…theorists would argue that over time, 
organizations develop unquestioned and preconscious political, cultural, and structural 
patterns and operating procedures that may not be useful or efficient for the 
organization” (Meyer & Rowan, 1977 in Austen & Sirower, 2002, p. 220). 
Homogenization in the institutional theory is best explained by isomorphism according 
to Hawley (1986 in DiMaggio & Powell, 1983, p. 149). Isomorphism is a limiting 
process that forces one unit in a population to resemble other units that have the same 
set of environmental conditions (DiMaggio & Powell, 1983, p. 150). DiMaggio & 
Powell (1983, p. 150) further argue that institutional isomorphic changes occur by three 
reasons, Coercive isomorphism, Mimetic isomorphic processes and Normative 
processes. Coercive isomorphism is an outcome from both formal and informal forces 
employed on organizations by other organizations that they are dependent on and also 
by cultural expectations in their particular industry. (DiMaggio & Powell, 1983, p. 150).  
Mimetic isomorphic processes can be referred to as when organizations imitating or 
forming themselves after the actions of other organizations, example due to uncertainty 
or when goals are ambiguous. Moreover, “Organizations tend to model themselves after 
similar organizations in their field that they perceive to be more legitimate or 
successful” (DiMaggio & Powell, 1983, p. 152). As an example mimetic isomorphism 
can be the outcome of reputation effects or the number of earlier adopters. High-
reputation organizations can make efforts to differentiate themselves by involve in 
activities that make them noticeable (Ambrahamsson, 1996 in Austen & Sirower, 2002, 
p. 229). Then other firms who have uncertain strategic choices will imitate these highly 
reputable organizations. “As isomorphic processes then increase the level and extent of 
M&A activity, engaging in M&As becomes the standard of virtue, thus creating further 
legitimacy and isomorphic pressure. Firms unsure of what strategies to adopt mimic 
other firms and increase their vulnerability to coercive, mimetic, and normative 
isomorphism” (Abrahamson, 1991; DiMaggio & Powell, 1983 in Austen & Sirower, 
2002, p. 233). The third change can be due to normative pressures that derive primarily 
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from professionalization. Professions are a focus to the same coercive and mimetic 
pressures as organizations. Additionally, while numerous kinds of professionals within 
an organization may differ from one another, they present much similarity to their 
professional counterparts in other organizations. (DiMaggio & Powell, 1983, p. 152).  
 
From an agency theory perspective manager’s goals might differ from what owners 
would see as valuable. Bandwagon pressure is used to describe that a decision to choose 
a certain course of action might be based on the amount of other organizations choosing 
a similar direction. The reasons for bandwagon pressure are presence of ambiguity, 
stakeholder pressure and the presence of organizational slack coupled with agency 
problems. Ambiguity can be defined as the lack of clarity regarding a firm's assessment 
of cost and benefits from adopting a particular course of action. A high degree of 
ambiguity relates with a greater pressure for an organization to adapt the same course as 
large number of competitors, since they have difficulties to evaluate expected returns. 
(Pangarkar, 2000, pp. 41-42). When managers are faced with uncertainty in a rapidly 
changing competitive environment and strategic options seems complex, a merger or 
acquisitions could seem like a quick and easy solution. Also the option of just sitting 
still might be riskier than engaging in a major organizational change. (Austen & 
Sirower, 2002, p. 223). 
 
Even if a merger can contribute to positive synergy effects, conflicts between different 
cultures and administration problems can arise. This is something that can lead to 
negative synergies, which will reduce the total amount of synergy. (Pangarkar, 2000, 
pp. 41-42). A fact that could be a driving force for bandwagons is organizational slack, 
when managers can indulge in personal interest that necessarily is not the best for the 
organizations owners. Sometimes managers can undertake a merger due to that it is 
fashionable, without consideration if they have enough expertise and resources to 
conduct a successful merger. (Pangarkar, 2000, pp. 43-44). Austen & Sirower, (2002, p. 
224) have found that fashion setters include corporate raiders, top companies, 
prestigious investment banks and law firms.  
 

3.10 The Social Identity Theory 
 
Explanations for failures to unfulfilled expectations of an M&A have generally focused 
on strategic and financial mismanagement of the new organization. However, due to the 
recent increase of social identity theory in organizational psychology many researchers 
acknowledge that the relative underperformance of organizations that have gone 
through a merger or acquisition can at least partially be attributed to the resistance of 
employees to identify with the transformed organization (Boen, Vanbeselaere & Cool, 
2006, p. 547).  Merger activities are steadily increasing. A lot to the fact that companies 
and organizations try to become more competitive in an increasingly complex corporate 
environment, companies therefore use M&As to achieve corporate growth through a 
diversification of their activity base (Terry, 2003, p. 223). However, there is still a high 
failure rate of the M&A activity. One reason for that such a lot of M&As fails can be 
due to the fact that there is ignorance to the human side of an M&A. Mergers usually 
cause a negative reaction from employees. The integration process, how the merger 
partners can integrate with each other, has been recognized as a critical factor in the 
success of a merger (Terry, 2001, p. 229). van Leeuwen and van Knippenberg explain 
that mergers are influential to stress, hostility and resistance, and that one consequence 
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of a merger is a loss of psychological attachment to the organization. Self-categorization 
adds to a person’s social identity, which is defined as “that part of an individual’s self-
concept which derives from his knowledge of his membership of a social group (or 
groups) together with the value and emotional significance attached to that group 
membership. Moreover, social identification refers to the extent to which people view 
themselves in collective terms, consider them part of a larger grouping, and form a 
psychological bond with others that can exist independently of any psychological 
contact. Social identification can reflect membership in a broad range of groups, social 
categories, and social aggregates, including organizations. Ashforth and Mael (1989 in 
van Leeuwen and van Knippenberg 2003, p. 206). Moreover, social identification is 
related to an individual’s performance in an organizational perspective, thereby 
affecting a broad range of organizational outcomes such as attitudes toward the 
organization, commitment to the organization and its goals, effort and productivity, and 
organizational citizenship behavior.  
 
When understanding the importance of organizational identification for the 
organizations practical and theoretical reasons, the question of how identification with 
the organization is affected by a merger arises. Organizational identification is affected 
by several reasons many that can affect the merger process. One of these reasons is the 
term “distinctiveness”. Through organizational identification, organizations provide 
their members with a sense of who they are. Thus, the desire for self-definition may be 
one of the driving forces behind social and organizational identification. (van Leeuwen 
& van Knippenberg, 2003, p. 206). When two companies merge to form one new 
organization, the individuals’ organizational identification is threatened, and people are 
motivated to resist such threats.   
 
According to Hogg and Terry (2001, p. 1) organizations can be defined as internally 
designed units that hold complex networks of intergroup relations that are characterized 
by power, status, and prestige differentials. Moreover, Ellemers (2003, p. 191) describes 
organizations as “dynamic systems that continually have to adapt to societal, 
economical, and competitive market considerations in order to become or remain 
successful”. The term culture is frequently used to denote important goals and values in 
the organization that decide how people perform their careers, and pave the way on how 
they interact with each other; “identity indicates the extent to which individual workers 
are committed to the culture, in the sense that they subscribe to their goals and values or 
have internalized them into their self-image as workers” (Ellemers, 2003, p. 191). In 
today’s organizations for some people their professional and organizational identity 
may be more extensive and important than recognized identities based on gender, age, 
ethnicity, race, or nationality (Hogg & Terry, 2001, p. 2).  
 
Ellemers (2003) further argue that to the extent that change includes a redefinition of 
the goals and values that are important to the organization, or requires people to interact 
with each other in a different way, is it clear that the foundation of the culture and the 
level of commitment to it might affect the change process in important ways (Ellemers, 
2003, pp. 191-192).  
 
In the perspective of the social identity theory, there has been extensively argued and 
empirically demonstrated that people prefer membership in a group that can be 
distinguished positively from other groups, while they tend to resist association with 
groups that provide them with a negative identity (Ellemers, 2003, p. 194). Therefore 
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according to the SIT approach, people who think of their group identity in a positive 
way and distinctive from others, should feel threatened by any change that may 
challenge their current standing or distinctiveness of their group, but only to the extent 
that they identify as members of that group. This implies that when change is viewed as 
implicating a loss of distinctive group features or important group values, this is likely 
to cause resistance, especially from those who identify strongly with the group in its 
current form. (Ellemers, 2003, p. 195).  Ashforth & Mael (1989, p. 34) further explains 
that according to the SIT, the individuals define themselves relatively in terms of salient 
group memberships. Moreover, Giessner et al., (2006) argues that most organizational 
mergers are not mergers of equals. Due to the increased salience of intergroup status 
differences during a merger, members of the low-status do not have a positive social 
identity and should feel more threatened of the merger. On the opposite side are the 
members of the high-status group, which have a positive social identity that might try to 
keep their status position, however, decrease of their status position after a merger 
should also be threatening for them. Moreover, both the low-status and the high-status 
groups should be motivated to optimize their position within the merged group. 
(Giessner et al., 2006, p. 340). van Knippenberg and van Leeuwen (2001, in Giessner et 
al., 2006, p. 340) have created a social identity model of post-merger identification that 
includes the status relations. According to them the dominant organization is much 
more likely to define the character of the merged company. Thus, the employees of the 
dominant organization can keep their pre-merger identity in the post-merger identity 
and to maintain their pre-merger position. Therefore, employees of the dominant pre-
merger organization will identify more strongly with the merged company. Contrary, 
the employees of the low-status organization will not be able to keep their pre-merger 
identity and will therefore identify less with the merged organization (Giessner et al., 
2006, p. 340). 
 
Boen et al., (2006) continues this discussion and argues that the high-status pre-merger 
group is generally more prevailing and better characterized in the new merger 
organization compared to the low-status pre-merger group (Boen et al., 2006, p. 550). 
Therefore, the more individuals identify with their group, the more they see themselves 
as being a part of this group, and thus it is not possible that they will abandon this 
identity. Consequently, individuals who identify strongly with their pre-merger group 
will not be very sensitive to visions of group status development offered by a high-
status outgroup, because their ingroup forms such a central part of their self-concept 
that they want to remain truthful to it and themselves. (Boen et al., 2006, p. 550). 
Contrary, individuals who identify weakly with the pre-merger group will be much 
more sensitive to the possibility of status improvement by joining a group with a higher 
status, since their ingroup does not represent significantly of their self-concept and 
therefore they feel that they can leave it. (Boen et al., 2006, p. 550).  
 
According to Terry (2001, p. 229) the integration process, or the “cultural fit” of the 
organizations after a merger is not well understood. After an organizational merger, the 
employees will have to get new identities, but the premerger organizational identities 
are still affecting the employees. Terry further argues that this can cause competitive 
and unfriendly intergroup relations since the employees of the two organizations will be 
motivated to establish an optimal position for their own group in the new organization 
(Terry, 2001, p. 230).  
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An organizational merger tests employees’ organizational identity. Case studies have 
shown that after the merger the two organizations are both trying to improve their 
position in the new organization, and it can create “us” versus “them” mentality. (Terry, 
2001, pp. 232-233). Furthermore, in a study made by van Oudenhoven and de Boer 
(1995, in Terry 2001, p. 233) the two groups that merge often do not have the same 
status. And according to the social identity theory people want to belong to “high-
status” groups (Terry 2001, p. 231). However, for both the low-status and the high-
status employees, levels of threat associated with the merger should be positively 
related to ingroup bias. For members of the low-status organization, high levels of 
threat might be related with efforts to attain a positive social identity through ingroup 
bias on status-irrelevant heights. The members of the high-status organization have the 
same effect but at status-relevant heights. As high-status employees feel more 
threatened about the merger, the more they should be motivated to confirm their 
superiority on status-relevant dimensions. (Terry, 2001, p. 233). In contrast, van 
Leeuwen & van Knippenberg (2003, p. 208) argues that premerger identity problems, 
such as resistance, can be prevented if individuals’ keep their premerger organizational 
identities. At first, keeping the premerger identities may seem to argue against the very 
purpose of the merger that is to form the new organization. However, in reality there is 
far less tension between merging and preserving a degree of distinctiveness for the 
premerger organizational identities. Mergers do not have to degenerate premerger 
organizational identities. Actually, mergers vary a lot in the extent to which they aim for 
full integration. As an example, some mergers are mainly administrative, and therefore 
may not be very threatening to the premerger organizational identities. (van Leeuwen & 
van Knippenberg, 2003, pp. 207-208).  
 
According to literature concerning mergers, “fit” is described as the degree of 
compatibility between the merger partners. Compatibility means a “good match”, which 
sometimes involves similarity, but at other times complementary of the merger partners.  
Cultural fit refers to the degree of compatibility in organizational culture. 
Organizational culture refers to the “symbols, values, ideologies, and assumption, which 
operate to guide the individual and their business behavior. In contrast to cultural fit, 
van Leeuwen and van Knippenberg argue that there is something called “structural fit”. 
It means that good structural fit can exist when the merger partners are different and 
complementary to each other rather than similar. van Leeuwen & van Knippenberg, 
2003, p. 218).  
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4. Practical method 
 
The practical method emphasizes the practical approach that is used to show how we 
are working to find answers to the problem area. We believe that the reliability of our 
research will be strengthening by a description of our practical approach. Moreover, 
we believe it is necessary for the reader to gain an understanding of how we have 
proceeded in order to understand the empirical data and how we have interpreted it.  

4.1 Research strategy 
 
Kvale (2007) argues that there is more difficult to find a common definition of 
qualitative research that could be accepted by a majority. Despite the different opinions 
between researchers there are some common features that could be generalized. The 
intention of qualitative research is to approach the world “out there”, to understand, 
describe or sometimes even explain a social phenomenon. This is something that can be 
done in a number of different ways. (Kvale, 2007, p. x).  The research strategy has to do 
with how the researcher takes the information into practice and answer the research 
question (Saunders et al., 2009 p. 141). We argue that a qualitative research strategy is 
the best for our study, since we are looking to explore and capture the key processes in 
the merger at Umeå School of Business and Economics. That is in our opinion best to 
do through words rather than numbers, as in a quantitative study the researcher collects 
the results in numerical and standardized data (Saunders et al., 2009, p. 482). Thus a 
qualitative study is better, since we are looking for inclusive information from 
employees, stakeholders and important people of the merger process of USBE that is 
made through interviews in order to get their words and their opinions of the merger 
process.   
 
Qualitative research are sometimes criticized of being too impressionistic and 
subjective, these arguments has to do with that the findings can depend too much on the 
researchers often random views of what is meaningful and important, and with the 
personal relationships that the researcher have with the people studied (Bryman & Bell, 
2007, p. 423). We are studying our own organization, that we have been a part of for 
approximately four years; therefore we have to pay extra attention not to be subjective, 
thus our main interest lays in as being as objective as possible.  

4.2 Research design 
 
A research design delivers a framework for the collection and analysis of data (Bryman 
& Bell, 2007, p. 40). Research design is more than just a work plan; the design is set to 
help the author to avoid situations where the evidence does not address the initial 
research questions (Yin, 2009, p. 27). Different research approaches have their own 
strengths and weaknesses, as researchers this is something to evaluate very thoroughly 
when choosing what direction to take (Yin, 2009, p. 3).  
 
After developing an interest in mergers and acquisitions through an extensive literature 
review looking into areas such as social identity theory, trends and strategy, we realized 
instead of conducting either a survey, experiment or an archival records analysis the 
most appropriate approach is to conduct a case study on the merger process of the 
department of Business and Administration, department of Statistics and the department 
of Economics. Depending on the research question the author is trying to answer, there 
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are different options of research approaches. In a case study the form of research 
questions should be either a how or why question (Yin, 2009, p. 8). In our degree 
project we have developed one “what” question and one “how” question, how questions 
are explanatory and therefore suitable for case studies like ours (Yin, 2009, p. 9). A 
“how” question is being asked with contemporary set of events over which the 
investigator has little or no control (Yin, 2009, p. 13). Furthermore “The essence of a 
case study, the central tendency among all types of case study, is that it tries to 
illuminate a decision or set of decisions: why they were taken, how they were 
implemented, and with what result.” (Schramm, 1971, emphasis added) (Yin, 2009, p. 
17). Yin defines a case study as “… an empirical inquiry that investigates a 
contemporary phenomenon in depth and within its real-life context, especially when the 
boundaries between phenomenon and context are not clearly evident.” (Yin, 2009, p. 
18). 
 
Since we are only looking into one organization, Umeå School of Business and 
Economics, we will not be able to draw unbiased conclusions about interorganizational 
partnerships (Yin, 2009, p. 27). Due to the fact that our study is specified to one single 
case and not looking on a whole population, the empirical data wont be generalizable 
(Johansson-Lindfors, 1993, p. 162). In order to find an answer for the research 
questions when conducting a case study it is crucial to have access with people for 
interviews, documents, and records or make observation in the field (Yin, 2009, p. 26). 
When conducting our case study we will rely on the access to the employees at USBE 
and the integration leaders, their willingness to participate in our in depth interviews 
and their motivation to be outspoken will have a big impact on the end results. 

4.3 Selection of sample 
 
Our selections of respondents have been divided into different phases. In the first phase 
we wanted to come in contact with key persons involved in this merger. So through 
contacts at Umeå University we identified whom to contact. The way we have chosen to 
contact our sample can be identified as “snowball sampling” since one contact led us to 
our next respondent (Saunders et al., 2009, p. 240). We approached our sample with an 
email, explaining whom we are, what our degree project was about, that they would be 
totally anonymous, that this interview should take around one hour and that we were 
totally flexible to our samples schedule. 
 
In order for us to get a broad picture of the merger between the three departments, we 
had to contact the involved people from the different stakeholder groups, in this case the 
former business school (the department of Business and Administration), the 
department of Statistics, the department of Economics, the University level, the Faculty 
level, the student union (HHUS) and other departments having an interest in the merger. 
What is interesting to mention is that there was a difference in the willingness and 
interest to participate in our study; the faculty level, the department of Economics, the 
student union HHUS and other departments with interest in this merger were more 
willing to participate. The former business school, the department of Statistics and the 
University level showed a low willingness to participate in our study. We got some 
answers telling us that there was a lack of available time to participate in an interview, 
and also that this process was still ongoing so it would be inappropriate to commentate 
on it. However we argue that the interviews that we have conducted are with key 
persons involved in this merger process and other stakeholders so we have been able to 
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get a broad and well-described picture of this merger. The interviews have given us a 
good complement to the official documents describing the merger in its different 
phases.  
 
In our second phase of finding respondents we wanted to get the views of the merger 
from the employees of USBE. For example, we wanted their opinion of the merger 
development over time, their attitudes towards the merger, how they had perceived the 
communication, the chance to participate with opinions and also their opinions 
concerning the new colleagues with topics such as culture and status. As discussed in 
Saunders et al., (2009, p. 222), we selected our employee sample with a simple random 
sample, we numbered the employees that we had not interviewed yet, and separated the 
different departments from each other and then used a random number generator. 
However, some of the employees that got selected responded that they only had been 
working at the University for a short period of time. Therefore the respondent and we 
decided that it would be better to select someone with more working experience at 
USBE. Thus we continued our search for more suitable respondents who could answer 
our open-ended questions. When approaching our respondents with e-mails, we waited 
for some time after e-mailing them again if we had not got a response earlier, still some 
respondents never replied to our e-mails. When we had completed nine interviews we 
felt that the sample size was sufficient and that information we had collected was 
enough in order to answer our research questions and purpose in this degree project. 
According to Trost (2005, p. 117) the selection of respondents must be heterogeneous 
within a given frame; there should be a variation, but not so that more than one person 
is extreme or deviant. We argue that our sample have been relatively heterogeneous, to 
the extent that we could answer our research questions.  
	  

Table 1: Interviewees, their position and time 

Name Position Time in minutes 
Person 1 Department level, not 

included in the merger 
56 minutes 

Person 2 Department level, leading 
role in the merger 

55 minutes 

Person 3 Department level, 
employee of USBE 

34 minutes 

Person 4 Department level, 
employee of USBE 

68 minutes 

Person 5 Department level, 
employee of USBE & 
faculty level representative 

22 minutes 

Person 6 Faculty level representative 46 minutes 

Person 7 Faculty level, 
administration 

43 minutes 

Person 8 Student union 
representative 

24 minutes 

Person 9 Student union 
representative 

28 minutes 
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4.4 Outline of the interviews and realization of the study 
 
In order to retrieve the necessary information from our interviewees we wanted an 
outline of the questions and themes, so that important questions would not have been 
forgotten. So in other words we adopted a semi-structured approach with our 
interviews. We had our research questions in mind when constructing the outline of the 
questions. Saunders et al., 2009, (323) explain that when using a semi-structured 
approach the researchers either want to explain or explore something. Which 
corresponds with our purpose since we want to explore how the process has been 
developed and we want to explain the feelings of the employees when conducting the 
interviews.  
 
During our interviews we had a list of questions referred to as an interview guide, where 
we had a list of questions concerning different topics based on our theory. The 
interviewee had a great deal of openness how to respond and proceed with the 
interview, and we as interviewers had space to ask follow-up questions that was not 
always present in the interview guide. We believe that was good since if we felt that 
something was missing during the interview, we could freely ask that question. Thus we 
preferred openness and flexibility instead of a very strict interview guide. We adapted 
our questions depending on how the interviews developed, mainly so that our 
interviewees could develop their reasoning in our questions. Traditional interview 
methods that follow a strict questionnaire where there is no room for further interaction, 
is not adequate in this type of research (Johansson-Lindfors, 1993, p. 120). The purpose 
when conducting interviews is to access the interviewees mind and their perspective, 
not to put things in their mind (Johansson-Lindfors, 1993, p. 120). In order to deviate 
from this problem we have used a question guide, so the interviews have became more 
open and at the same time we have not forgotten any important issues. 
 
All the interviews were conducted in Swedish since we wanted our respondents to feel 
confident and comfortable with the language since they all are native Swedish speakers. 
We are both of us very comfortable and fluent in English since one of us have lived in 
an English speaking country and the other have lived abroad and one of us have studied 
the International Business Program where the whole program is taught English. 
Therefore, we have eliminated the translation errors as far as possible.  
 
All the interviews that we have conducted have been recorded, so that we as 
interviewers could focus on asking relevant questions and listen to the answers. 
(Saunders et al., 2009, pp. 320-323). During the interviews one of us asked the 
questions while the other one took notes. We recorded the interview through an i-Phone 
and after transferred it to a computer for transcription. We transcribed all the interviews 
to be able to present our empirical findings in a more accurate way since we have been 
able to store the information in an easy access format. Also, another reason to why we 
transcribed the interviews was in order if other researchers would like to look upon the 
data to make a secondary analysis (Bryman & Bell, 2007, p. 489). If we have had any 
concerns about the interview we have contacted the interviewee in order to eliminate all 
the misunderstandings about what have been said. Johansson-Lindfors, (1993, p. 123) 
argues that recordings are preferable compared to notes, since it is practically 
impossible to take fully detailed notes.  
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When conducting deep interviews it is important to build confidence with the 
interviewee in order to achieve stimulating and rewarding interviews. The interviewee 
must feel comfortable without any unrest in order to open up him or herself and share 
their feelings. (Johansson-Lindfors, 1993, p. 123). In order for us to make sure that the 
interviewee were comfortable to speak freely all of our interviews was made 
anonymously. We have thus not disclosed our respondents’ identity in anything that we 
have written; we have covered their identity by not naming them, their exact position or 
other facts that could show who they are (Saunders et al., 2007, p. 548). We believe that 
some of our respondents have more easily opened up to us when they have known they 
are anonymous. To understand some subjective opinions from our respondents we have 
chosen to say at which level of the organization our respondents work. Which we 
believe can be made without disclosing their identity. Since our sample is anonymous 
we have chosen to name our respondents as Person 1 to 9. Also in our empirical 
findings we have referred all our respondents as “he”.  
 
When the interview time and date was set between the researchers and the interviewee 
the interview was usually conducted in the office of the respondent or in a booked 
conference room at the University, so that the interview was calm and in a safe 
environment. Prior to the interview we chose to give our respondents an overall picture 
of what were going to be discussed. For example we explained that we wanted their 
knowledge of the merger process at USBE. But we did not send out our interview guide 
and discussed as little as possible about the contents of the interview because we wanted 
to avoid receiving prepared answers during the interviews.  
 
The interview started with that we introduced ourselves, and the purpose of our degree 
project. Then we asked our respondents if we could record the interview so that we 
would have the possibility to transcribe the interview. All of our respondents said that it 
was fine. They were also assured that they would remain anonymous and that no 
connection could be made to them. The respondents were then informed of the themes 
of the interview. During the interview one of us asked the questions to the interviewee 
and the other took notes and made assure that all the questions got answered.  
 
Since we have conducted our research at our own organization, USBE, we were near to 
our respondents and could therefore conduct them at the University. We conducted the 
interviews mainly at the respondents’ offices or in a conference room that we had 
booked for the occasion. We conducted nine interviews with persons that have been 
involved in the merger process in different ways, all in order to get as broad perspective 
as possible. Since we adapted our interview schedule totally to our respondents schedule 
we conducted them during a two weeks time. The time frame of the interviews varied 
from 22-68 minutes. A reason to the different time span is due to that some respondents 
had very short answers and others described more each question. We chose to not 
interview more than nine persons since we felt that more respondents would not bring 
any new information to our research since we saw in our summary of the interviews that 
we had received a good support for our research. Thus, after our nine interviews were 
made we really felt that we had gathered all the necessary information in order for us to 
make an analysis and conclusion to answer our research questions.  
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4.5 Criticism of sources 

4.5.1 Primary sources 
 
The primary sources of this degree project are nine in-depth interviews made face-to-
face. An example of a risk is that our respondents have misunderstood some of our 
questions that we have asked, and therefore answered on something else that they 
believed that we asked them. That would mean that we have received a worse data for 
our research. We have tried to be as clear as possible during the interview when asking 
the questions, we have also explained the question if our respondent have had any 
doubts in order to eliminate misunderstandings.  
 
All of our respondents got informed both in the e-mail asking for them to participate in 
our degree project and prior to the start of the interview that they were going to be 
anonymous. We believe that it have had an impact on how open our respondents have 
been able to be since we are asking some sensitive questions that can be somewhat 
difficult to talk about. We have got really open and good answers from our interviewees 
so we argue that the anonymity have had an impact on how honest our respondents have 
been able to be. When we have promised our respondents anonymity, it is something 
that we have prioritized to hold since we do not want to put any of our respondents at 
risk and also that they should feel comfortable to participate in more degree projects in 
the future. We do not believe either that giving our respondents true identity in our 
degree project would have any impact on the result of the research. Instead we believe 
that our respondents would have hold back on their answers to our questions and then 
would not have provided us with the valuable information we have today. We therefore 
argue that we have accessed the information we were looking for, according to 
Johansson-Lindfors (1993, p. 136). 
 

4.5.2 Secondary sources 
 
The secondary sources that we have used are mainly the information that we have got 
from the administration at the Faculty of social sciences. We are aware of that the 
information we received in those documents are written by the University and thus 
USBE have had an impact of what are written in those documents. However, we have 
used that information in order to get an overview of the organization and the initial 
documents that have been written prior to the merger. This information will not 
however have an impact on the research as such since we have not used this information 
in the analysis, only prior to the interviews so that we would get a better overview of the 
organization.  

4.6 Presenting the data 
 
We present our empirical findings with an outline based on our conceptual framework, 
based on our three themes “Merger as trend”, “Merger as Strategy” and “Social identity 
theory when merging”. The themes also serve as headlines in order to clearly show the 
connection to our theoretical framework. Moreover instead of presenting each interview 
question on its own, we have presented it under our themes. Cause some of our 
respondents had very long answers to our questions that many times became interrelated 
with other questions in our interview guide, and therefore would have been confusing 
for the reader. Another reason was also to make the empirical findings more interesting, 
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so that the reader could connect it more easily with our research. Furthermore, the 
presentation of the empirical study will have an impact on how reliable the study is. 
Through rendering as much as possible from the empirical data we will increase the 
reader’s insight into the research process. (Nylén, 2005, pp. 13-14). When analyzing the 
data in our analysis, we discuss and examine our empirical findings connected with our 
conceptual framework. In the conclusions we return to our purpose and research 
questions in order to fill our gap in research.  
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5. Empirical findings 
 
The empirical findings describe the key findings from the qualitative data collection. In 
this chapter we highlight the respondents’ answers, opinions and beliefs in a systematic 
manner that we have based on the themes from our theoretical framework.  
 
	  

	  
Figure 3: A model connecting our theoretical framework at different levels. 

 

5.1 Presentation of Umeå School of Business and Economics 
 
As graduating students from Umeå school of Business and Economics, we got 
interested in conducting a case study at the organization that we had been part of for 
approximately four years. An introduction of the organization is necessary so that the 
reader will know more about the organization and some of its history. Umeå University 
is organized as a linear organization that builds on three executive levels, University 
level, Faculty level and Department level with clearly stated responsibilities (Umeå 
Universitet, 2010, p. 2). The Business School at Umeå University was founded in 1989 
with education within business administration and economics. Involved institutions 
were economic history, business administration, law, economics and statistics. One of 
the most important goals for the Business school in the beginning of the millennium 
was to develop a more international reputation and an international student exchange 
through an accreditation with EQUIS (Umeå Universitet, 2010, p. 1). The university 
board decided the 13th of June 2005 that the Business School would reorganize to one 
department through a merger; the Business and Administration department would 
become the Business School (2006-03-21, p. 1). The new organization started the 1st of 
July 2006. Another proposal that was discussed were the possibility to start an 
Economic faculty, this proposal however were voted down. (Umeå Universitet, 2005, p. 
69a). In 2006 the business school was granted a 3-year accreditation from EQUIS, 
unfortunately in 2009 when it was time for renewal it got rejected with the motivation 
that the research had not developed enough. With this in mind the principal decided to 
give the Social Science faculty an assignment to overlook the current courses and 
programs that were given within the business and administration department and the 
economics department, and also to develop new alternatives, like a new strategy to 
increase the link to research within the education, develop new routines to increase 
cooperation between the different research areas, and suggest a new profile for the 
operation and organization for the Business school (Umeå Universitet, 2010, p. 1).  
 

•  Industry level Trend 

• Organization level Strategy 

•  Individual/Group level Social Identity 
theory 
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A summary of the strategic goals is: “Umeå School of Business will act as a catalyst 
among stakeholders enhancing critical and independent thought in mutual cooperation 
with committed corporate and community partners”. The vision: “Demonstrate an active 
collaboration with international and domestic partners, which integrates recognized 
excellence in research and educational achievements with the visible satisfaction of 
societal and business needs.” (Umeå Universitet, 2010, p. 4). 
 
In the University board session the 2nd of May 2011 the decision was made to merge 
the institution of the business school, the institution of economics and the institution of 
statistics in order to form the new and shared institution starting from the 1st of January 
2012. Under the university board, a prefect with the title principal would govern the 
institution. A set of regulations was set describing the new board of the business schools 
responsibilities and boundaries. (Umeå Universitet, 2011, p. 3). In April 2012 the new 
principal of Umeå School of Business and Economics was appointed, a professor in 
accounting Lars Hassel with a start date in August. (Wikman, 
http://www.umu.se/nyhet//.cid187732). 
 
The decision making inside Umeå University in every level of the organization should 
always be transparent and easy to access. The decision should be clear and well defined, 
after being considered by people with the right competences. (Umeå Universitet, 2011, 
p. 3).  Currently the Business school has 170 employees and 2000 students (Webmaster 
Umeå University, http://www.usbe.umu.se/). Recently Umeå School of Business and 
Economics received praises from the Swedish national agency for higher education, for 
its high quality concerning education within Business and Administration (Wikman, 
http://www.usbe.umu.se/nyhet//.cid190047). To get a better understanding of the 
organizational understanding, one can look in Appendix.  

5.2 Presentation of our sample 
 
Our respondents are anonymous, thus a very thorough presentation of them would be 
resistant to our ethical guidelines. The persons we have interviewed have had different 
roles in the merger of USBE. We have interviewed people with an insight with leading 
positions both from the department level and the faculty level, also people from other 
departments interested in this merger but not from the three departments that are 
merging. The student union is also represented in our interviews so that we could get as 
broad perspective as possible that includes the students’ attitude to the merger.  

Table 2: Interviewees and their position 

Name Position 
Person 1 Department level, not included in the 

merger 
Person 2 Department level, leading role in the 

merger 
Person 3 Department level, employee of USBE 
Person 4 Department level, employee of USBE 
Person 5 Department level, employee of USBE & 

faculty level representative 
Person 6 Faculty level representative 
Person 7 Faculty level 
Person 8 Student union representative 
Person 9 Student union representative 
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5.4 Merger as a trend 
 
Person 1, 2, 3, 4, 7, 8 and 9 believed that the merger between the three departments that 
have formed USBE is a trend and there are a lot of mergers around Umeå University. 
Person 1 discusses that in the beginning the merger started due to economical reasons, 
however in this case the economical factor was not the focus. The focus lay on 
decreasing the number of departments and to run a stable University. The different 
discussions of solutions have concerned the minimum size of employees at the Business 
School but also cutoff lines upwards, since too large departments are not good either. 
 
Person 3 said that the merger is a trend, a globalizations trend; he also said that it is a 
national trend since there are other universities that merge as well. “It is not possible to 
be too small, we have to be bigger and have more resources to stand out.”-Person 3 
 
Person 6 discussed that if the merger is a trend then it has been around for a long time, 
since this type of mergers with strong entities started in the end of the 90s. He rather 
thought that mergers are a declining trend, since the focus is not as much on size, rather 
economical factors and to be able to provide a professional administration at USBE. 
 
Person 5 did not really have an opinion whether the merger is a trend, however he made 
a parallel with the good business schools in the world, how they get accreditations and 
that those schools usually have a broad subject base.  
 
Person 7 believed that merging is a trend in order to build bigger departments; he 
identified this as a trend across Sweden. This is related to the fact that there are much 
higher demands from an economical perspective and also to achieve an effective 
administration. He believed that Umeå University look at the Universities in Uppsala, 
Lund, Gothenburg and Stockholm to see how they operate and then try to copy them.  

5.5 Merger as a strategy  
 
The main reasons for the merger between the department of Business and 
Administration, the department of Statistics and the department of Economics is hard to 
rank according to Person 2. The majority of our respondents have said that one major 
reason for the merger process to start was due to that the school lost its EQUIS 
accreditation. Person 7 explained that the Business school wanted to be noticed 
internationally, to attract international students and teachers; and therefore an EQUIS 
accreditation is very helpful in that sense.  
 
The majority of our respondents said that the department of Business and 
Administration lost the EQUIS accreditation due to lack of good research. The 
department of Economics had always had a good research and that was the reason to 
that the department Economics and the former Business school started to talk about 
merging according to Person 2. Person 3 argued that both the two departments 
(Business and Administration and Economics) earn internationally on collaborating. 
The former Business school had a strong administration that the Economics department 
prior to the merger always had taken advantage of, without paying anything for it, 
however now they will have to pay for the administration according to person 2. He 
further explained: “The greatest reason have always been that the school can make a 
great profit on administration, but we don’t do that, maybe that we can get a higher 
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quality, but it wont get cheaper.” He continued: “It was pretty obvious that the 
department of Business and Administration needed a better research”. Person 3 said 
that a more efficient administration is one reason for the merger.  
 
Person 6 discussed that the previous organizational structure of the Business School 
with only one department, Business and Administration, was very narrow and unusual 
for a Business school. Person 1 said that this narrow subject specific solution did not 
live up to the requirements. Also that it was other departments with an interest in 
research concerning Business. “Before it was a one department solution, which is very 
unusual for a Business school, not to have a broader funding and direction.”  -Person 
6.“With this in mind the search for a broadened Business school started since they had 
tried the very narrow subject specific solution that did not live up to the requirements.” 
-Person 1.  
 
Person 2 discussed that when the Business school was started in 1989, the 
organizational structure was an umbrella organization with different departments under 
the Faculty. Every department had a representative; the problem back then was that 
there where no power in the organization due to the fact that the faculty had control 
over the resources.  
 
Person 7 believed that this process already had started with the old principal that wanted 
to build bigger organizations. The reason then was to make the organization broader and 
to get more school subjects.  
 
Person 8 and 9 discussed that the reasons for the merger was to get a possibility to grow 
as a school to get synergy effects, to share competencies, working ways and routines 
and processes. Person 9 also highlighted the fact to get a stronger brand and get a higher 
quality of the school.  
 
Person 6 said that the Business school should be the public face of a university 
regarding questions concerning economy. He mentioned that might be difficult when it 
is only a few number of departments involved, from the perspective of the Social 
science faculty maybe the best case would the that the Business school should consist of 
more than three departments.  
 
Person 3 said that the reasons of merging from the old Business Schools point of view 
was that there was an interest to get a strategic development and an international 
recognition, since USBE is a small school up north compared to the bigger ones around 
the world. “We really need each other, it is easy to think that we can make it on our 
own, but due to the globalization we need to get bigger “–Person 3.  
 
According to Person 2, the Prefect thought that something had to be done when the 
Business School lost its EQUIS accreditation. Therefore the discussions with the 
Economics department and the Business and Administration department started. Person 
1 mentioned that after the Business school lost its accreditation, the whole organization 
was reviewed on Principal level, with both internal and external groups.  
 
Person 1 participated in two rounds of groups discussing alternatives for the new 
Business school. The first group was small and after new signals concerning the merger 
process that group got dissolved. A new group discussion started with representatives 
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from every department within the economic area and there were considerably more 
people involved, both Person 1 and Person 6 explained that everyone was invited to join 
these discussions. Person 1, 6 and 8 explained that from the start, a bigger working unit 
were set up that was going to discuss different forms of how to organize the Business 
school. Later, that group was split into smaller groups that discussed separately. At last 
those groups got united into one big group intended to discuss different alternatives 
from different angles. Three different alternatives were discussed; one alternative about 
collaboration, another of education and one about research. These angles were then 
discussed to come up with a good solution. Person 6 explained that during these 
discussions some people might have dropped out and some groups might have 
dissolved, because they lost interest in the merger process.  
 
Person 2 explained that at that point a new dean for the faculty of Social sciences got 
hired. That person decided to reorganize at the faculty, that different departments should 
be merged together to build an institution, for example the department of Economics 
with the department of Geography, the Statistics department and with Economic 
history. Person 2 said: “We thought it was an absurd idea”. Person 4 had the same 
opinion and thought the idea was totally crazy and a big mess. The department of 
Economics protested and that led to that the discussion got intensified with the 
department of Business and Administration, then a declaration of intent got written that 
the department of Economics wished to merge with the department of Business and 
Administration. “The dean of the faculty however did not get pleased and it led to some 
fighting.”-Person 2.  
 
Letters were then sent to the Principal, the Economics department then got an 
opportunity to move out from the group that was called the four -or five clover, with 
Geography, Economics, Economic history, and Statistics. The Statistics department 
wanted to follow the department of Economics. “However they had not been included 
in the discussion before, and may feel that they are left out still since the subject is 
somewhat different. Both the department of Business and Administration and the 
department of Economics have economy as a subject, so in that sense they touch the 
same spots. The management of the Social sciences faculty that was in charge at that 
time did not like the idea that the Economics department should merge with the 
Business School, we translated it as that the Dean wanted two strong economy units, 
then we speculated why, if it was because they needed a balance or whatever reasons.” 
-Person 2. “The dean at that time hated the Business School.”- Person 4 
 
Person 3 explained that there was a power struggle between the department of Business 
and Administration and the faculty of Social sciences because the department of 
Business and Administration had a exceptional position compared to other departments 
which was not popular for certain people at the Faculty of social sciences. They did that 
as a personal vendetta against the old Business School. Which made the process very 
painful. To get heard some people made some “ugly tricks” and brought some so called 
experts to the school that studied the education at the Business school, the study was 
very unprofessionally performed. This study was only made due to the personal 
vendetta, and this have damaged person 3s view of the faculty of Social sciences and 
also everyone else that had an interest in this process because the process did not go 
forward. “We got stuck, and that was very miserable because people really wanted to 
collaborate. Because they wanted to take the power from the Business School and as I 
see it take the students from the Business and Administration. And then I believe that the 
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faculty of Social sciences wanted to control the courses at the Business and 
Administration and change them so that our programs would change and the programs 
that have troubles attracting students could use our students.” At the end of all this two 
persons that had manager positions at the faculty of Social Sciences left their positions, 
and then it got cleared up.  
 
Person 2 said that finally it resulted in so many letters and a lot of meetings with the 
Principal and with support from the director of the board that the Dean got dismissed. 
“Even if it got formulated in another way she got fired and in connection with that she 
got fired, there was a green light to just go on with the process”-Person 2. Person 1 
described this as a dramatic final when both the Dean and the pro dean of the Social 
Science faculty left. 
 
Person 2 said that the persons leading the discussions from the department of 
Economics side and the Department of Business and Administration have been the 
prefects of the departments and they have had meetings even sometimes without writing 
a protocol. “The responsibility has practically been on the department management that 
consisted from the initial position.” -Person 1. Person 8 could not answer 100% how the 
integration team has looked like, that person thought that three or four persons have 
driven the process forward.  
 
Person 6 explained that there have been external hearings, where everyone has been 
invited. At the external hearings very valuable input have been presented. He furthered 
discussed that these hearings came very late in the process and that they should have 
taken place earlier in the process in order for the hearings to work as an injection to the 
discussion groups that existed in the beginning of the process.  
 
Person 8 explained the process as “quite turbulent, and there has been a lot of views 
from different directions, and it has been less objective than what you can hope for. 
Persons haven’t looked to the schools best interest, but to other interests, like personal 
interests”  
 
Person 6 described the final discussions with panels of people and also with collected 
information from the Principal and external and internal groups. In these discussions 
there were three different competing alternatives, one of them were a faculty solution, 
another one an umbrella organization and also one as a big department solution. There 
were supports for each alternative and they all thought that their alternative was better 
then the other alternatives. Finally the big department solution was the alternative that 
people united decided on.  
 
Person 6 explained that there currently are four faculties at Umeå University, and the 
University was not prepared to have another one, especially not one that is not strong 
enough who cannot afford all the administration needed. This faculty would have been a 
relative apart construction with few employees. He further speculates that a new merger 
between the faculty of Social sciences and the faculty of Arts would be more realistic, 
so that Umeå University would consist of only three faculties. 
 
Person 6 discussed that this big department solution is something in between the two 
other options, sort of a compromise that still is a good construction. Everyone does not 
like this solution; some feel that this was the wrong alternative. But he thought that this 
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solution is one that most people feel is reasonable and could settle with. “There is the 
ones who are disappointed that we never got a faculty solution, and maybe I’m more of 
a realist and knows that we could never do it in such a short time.”- Person 2 explained 
the feelings of people whose alternative did not get chosen. Person 4 explained that 
someone have tried to stop the process by writing letters to the daily newspaper 
Västerbottens Kuriren and also to the University board.  
 
Person 3 explained that the recruitment of the new Principal took a long time, and the 
faculty of Social sciences and the management of the University underestimated the 
time it would take to recruit a new Principal. The management said that the new 
Principal would make new strategies at the beginning of year 2012, and now it will take 
until next semester until he starts. So he said: “All we can do is to make our job at the 
best possible way and wait and see what will happen.” Person 3 continued the 
discussion and explained that he thought they are heading for a great solution. And 
generally it seems that everyone is positive to the change. “I believe that people see that 
we have to get better and therefore also bigger. However, there is some sort of naivety 
at the University management where they seem to believe that only because we merge 
everything will be fine. And that is because they do not give any extra resources to ease 
a cooperation, like an example now the outline of the organization is changed, but we 
are still sitting at our same spots, we keep the same tasks and roles as before, and we 
wont get any resources to work in new ways”. Well, then it will be Business as usual. 
Person 3 said that if the employees do not get time to work with people from the other 
departments included in the merger to create a better research, then they wont do it, 
since at least he will not change personal structures. He continued and said: “I see this 
process as very unprofessionally done from the management of the University and the 
management of the faculty of Social sciences as it was before. Now it is way better.“ 
 
The opinion from our respondents of the time perspective of the merger is generally that 
it took a lot of time. All of our respondents except person 5 thought that the merger 
process took a long time. Reasons for that can be according to person 2 due to that the 
faculty management was opposed to the merger of the three departments, if that would 
not have been the case then he believed that it has been done pretty fast. “The merger 
could have been able to be done within one year, but cause of the uphill it took a longer 
time.”-Person 2.  Person 1 thinks that the merger should have been done faster. “There 
have been different groups and opinions all along the process and the handle of the 
process has not been effective.” According to Person 1 one plan should have been 
chosen and then followed through. He further argues that it is important to have a 
preparation time, but the search for an organizations solution got drawn-out.  
 
Comments from our respondents have been “the process has taken too long time and 
been delayed due to the general skepticism to the merger from certain departments and 
persons” –Person 8. Person 6 believes that the process has taken a long time, but at the 
same it must be allowed to take time. “People have been really tired of the process 
since it have taken a couple of years”-Person 6. Person 5 believes that from a time 
perspective the process have been good, since that it have taken between 4 to 5 years. 
Person 9 believes that the process have taken to much time, that it has been unstructured 
with many turns, one of the reasons could be the absence of a strong leader and he feels 
that people have not had clear roles in the merger process. He goes on with saying that 
there have been a timetable for this process, but this is something that is not noticeably 
at all. For example the recruiting of the new principal, where the new principal should 
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have started to work from the 1st of January and now he is going to start in the autumn, 
that is an example that the timetable have not been followed. According to Person 8, the 
administrative organization has decided that the process has started and now it is up to 
the new principal to move the process forward. There has been a discussion all along 
the process of how much that can be done before the new principal is in place. 
 
Person 8 believed that the making of a new Business school is a step in the right 
direction. It is however something of a compromise solution. “The management could 
have put their foot down earlier in the process and said that this is what we are going to 
do and it is best for the school, instead of that they have asked the groups that discussed 
the merger to come up with something, and that have only taken time.”-Person 8.  
 
Person 6 thought that it is important that the process is open, transparent, reflecting 
where everybody can contribute and influence this process as much as possible. He 
further explains that the decision that is being made should be thoroughly worked 
through and discussed. The decisions should be clear and supported. Person 5 also 
believes that openness is one of the most important aspects in a merger process like this, 
in order to get people to accept everything that are happening. 
 
Person 9 felt that some employees have had an extreme workload during this process 
and in some cases it have affected their responsibilities in certain areas with a negative 
effect. They have been very stressed and this merger process has taken a big part of 
their time.  Person 7 believes that this have been a long process led by people in power, 
with political aspects. There have not really been clear directions and many people have 
had a hard time, so many were relieved when a final decision was made.  
 
Person 1 said that he has not noticed so much of this merger. He said that as a person 
standing on the side of the merger he have not heard any warning signals about that 
certain things are not working correct.  
 
According to Person 8 the risk has been discussed before the decision concerning the 
merger was made and prior to the merger process. The culture differences have been 
seen as a risk. Person 8 said that the students have definitely seen it, then how one 
exactly handle the risks is unclear “since we have not had it included in the protocol at 
all, however in discussions risks have been included” -Person 8. Person 8 continued 
and said that the risks have not been specifically focused on. But a risk from the 
Business schools point of view is the risk to take a step back in the development; 
historically the Business school has been organized as an umbrella organization that did 
not have any direct control over the departments in it. That has been seen as a risk to go 
back to that since that was not something that worked, and that in turn have had an 
affect on the EQUIS accreditation.  
 
Person 3 said that the process has been a very confusing process, so he does not have a 
clear understanding if risk has been discussed and if so to what extent. The majority of 
our respondents have said that they do not know to what extent the risk factors have 
been discussed.  
 
All of our respondents have mentioned that there has been a waiting period since the 
merger of January 2012. Due to that the new principal of Umeå School of Business and 
Economics has not started yet. Some of our respondents discuss that it would be wrong 
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to start making changes without the new Principal in charge, otherwise decisions that 
are being made might not follow his idea for the new Business school. Person 6 said 
that the old Prefects from the different departments and the old Principal meet up and 
discusses different things that are going to be launched, but many things need to be put 
on hold since they do not want to precede the new Principal. He thought that it is 
important for the new Principal to have a word in these discussions, for example in 
matters concerning the reorganization.  
 
Person 7 mentioned that when a new Prefect, Dean or Principal start at their new 
position, it is usually a period around six months in order to get acquainted with the 
organization and the employees before they start to make any changes. He also said that 
before their mandate is over they usually want to have made an imprint on the 
organization. 
 
Person 1 and 2 discussed that changes in the organization, with a new organizational 
structure and a new principal do not automatically lead to a better research. Person 2 
said that there could be new special investments that might strengthen some areas of 
research. Person 1 argue that in order to achieve better research the Business school 
need to attract very skilled and successful researchers, to regain the attractiveness of the 
school since he believes that the school have lost good researchers to other 
environments.   
 
Person 4 was skeptical to the amount of difference and impact the new Principal can 
have, since he has to answer to the Dean of the Social science faculty which must 
answer to the university Principal. So this Principal will not have any real power.  
 
Person 3 thought that there is a need for an evaluation to actually see the effects of the 
merger.  

5.6 Social identity theory when merging 
	  
Some of our respondents have been unsure when answering the question of what they 
perceive as important factors for them in a merger process. Person 6 believed that a 
merger process should be “open, transparent, and reflecting”, where everyone included 
in the merger should be able to participate and influence, also that the decisions that are 
made are well thought through and discussed. Person 1 thought that the leading persons 
of the process should communicate every step of the process and also reveal what have 
been discussed during the meetings. Moreover, Person 1 thought that it is important to 
respect the different opinions and persons involved in the merger process, and that 
everyone get their saying. Person 3 thought that the decisions that have been made 
should be respected and accepted, and that the involved parts work together. Person 2 
highlighted that he thought it was important to recruit the new Principal. We have seen 
that other employees have had this in mind as well when they think that the process is 
over. Our overall opinion form the empirical findings have been that the employees 
value speed, clear decisions, openness and routines on how the process should develop.  
Person 2 and 7 explains that the staff has been informed internally and that the faculty 
administration has not been involved that much in the information process. Person 1 
explained that it is important to inform the employees when something is about to 
change, inform what kind of discussions that are being made and also the different 
options, taking it seriously and being available to listen to the employees.  
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Person 5 believed that the discussions have been very extensive and thoroughly carried 
out, people have had options but he has not seen that anyone have been left out.  
 
Person 1 thought that when this sort of rumors concerning the merger starts it has to do 
with bad communication from management, because if management is clear and ready 
to hold their grounds, then these sorts of rumors should not exist, it is about trust. “I 
believe that the process have been open enough, however there was some tension before 
the deans resignation.” -Person 1 
 
All the departments have had meetings with the employees on a regularly basis. “It is at 
the employee meetings where there has been talk about what is going to happen, also 
some gossip about people on the other departments and all such things”-Person 2. Also 
meetings that have lasted a longer time, like half a day, have existed where the 
employees have talked about the merger. The prefects have had trust from the 
employees to work for a faculty solution and a merger - Person 2.  
 
“I don’t experience rumors at our department internally. However I can imagine that 
there has been rumors about us, there has been a pressure against us, we have had an 
enemy, the former dean and persons allied with that person.” -Person 2.  
 
There has been persons being upset by this process, Person 2 explained that there has 
been people on department level that has been really upset to the point that they almost 
been ready to go and hit somebody and therefore needed to be calmed down.  

  
Person 8 said that the Principal of the Business school have had a continuous dialog 
with the other prefects from the other departments. Person 8 said that there have been 
rumors in this process, different kinds and with different kinds of substance. He also 
believes that the rumors have affected the employees. He continued and said that a lot 
of the people involved in the merger have a background within organizations theory so 
they know what it is all about. But of course they have been affected by it, but maybe 
not taken it so seriously.  
 
Person 3 said that before it was set which departments that were going to join the 
merger there were a lot of rumors, but that was due to the different suggestions that the 
faculty of Social sciences proposed. “And when people don’t understand how, then 
people starts to talk” -Person 3. After the merger has been set, then the rumors 
vanished. Some people had speculations about who were going to be the new 
Principal.   
 
Person 6 believed that rumors always have an impact, and there are persons that easily 
believe in rumors because they have limited information. So often there are people with 
a skew picture often with a negative view. But there are of course also people that do 
not believe this sort of rumors or care about them. He has a hard time determining how 
much rumors there have been in this process. Persons 5 said that there are always 
rumors in a process that is something unavoidable. But he believes that in this case it 
has only a small impact on the merger process. One of the reasons for rumors in this 
merger have to do with the recruiting of the new Principal since that was a closed 
process, he further argues that one of the reasons for that would be to keep the 
applicants anonymous.   
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Person 1 said that there have been different groups in the merger process, he says: “It 
has been different camps, some employees had some difficulties with this merger and 
some employees saw a potential for a positive change, but there is no united picture that 
this merger would be either good or bad.” -Person 1.  
 
Person 3 discussed that there are different groups within the different departments that 
have merged, they keep themselves pretty isolated from other groups. Because they 
have found research money, and their way to get status and freedom. That is something 
that they will not change so easily, those groups will most likely continue as before. So 
the ones that are research oriented will only change their behavior if they see an 
opportunity to get more money for research.  
 
The answer to status differentials was spread, but the majority of our respondents 
thought that there are status differentials, however not everyone think that there is a 
difference in status among the employees, so it is not a homogeneous picture. Person 2 
discussed that a reason for the personnel to interact more is get to know each other and 
not only look at the “label” of the person, as an example to be an “adjunct”. However he 
believes that at some departments it can be more showing with status differences.  
 
Person 1 discussed that there are groups that have higher status since they have special 
research “… in the frame of the Business school there is a research center with 
cooperation with SLU, so there are subcultures with high competence in research and 
also very skilled researchers in Economics, it is clear that their daily life is very 
different compared with many at Business administration who mainly educate.”  
 
Person 8 did not see any status differences among the employees at the departments, but 
there might be some persons that think there is a hierarchy. He continued and said that 
he does not see any status differences among the three leading Prefects. There might 
however be some status differences at the departments, when looking at the name of the 
new school, Statistics is not in the name so that he believes is something one can react 
on.  
 
Person 6 explained that status is always relevant. High-status are located in the groups 
of strong researchers with professors, they receive status from groups with doctors or 
non-disputed employees. He continued and discussed that he believed that depending on 
how close the persons focus area is towards the genuine economic and business 
subjects, the higher the status that person has, also that they have more impact in the 
merger process. Also the University hierarchy has an impact on status, if you are a 
Professor, Dean and Principal for example you have a higher status than the rest of the 
employees. He goes on saying that people that believe they have a high status do not 
care about the merger process and they send their opinions directly to the Principal of 
the University. Person 9 also believes that hierarchy has an effect on status.    
 
Person 3 discussed that since there are three different disciplines there is some sort of 
unspoken relationship between them. The management of the faculty of Social sciences 
made their best to undermine the position of the old Business school, they spread that 
the research made at the Business school was not good enough, and then the false 
information spread throughout the University. Person 3 believed that it can be a 
problem today since there might be a status issue planted by the former management of 
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the faculty. From Person 5 perspective there are not any status differences, but he also 
added that if you would ask somebody else you might get another answer. 
  
Person 2 talked about that the compatibility between the different departments has been 
discussed at different stages in the process. A SWOT-analysis was made at the initial 
stages of the merger process. However a minus can be that there are some different 
cultures at different departments, and therefore we have to meet over the department’s 
boundaries. Person 8 and 9 explained that two of the departments had already discussed 
that they had a lot in common and similarities and had ambitions to merge to build a 
new Business school. Person 3 also discussed that there have been discussions of how 
compatible the different departments are. Especially the department of Business and 
Administration and the department of Economics complement each other very well. 
Some parts in both education and research are more compatible than others; such as 
finance has a more natural connection to both economics and business. Person 5 also 
talked about that there are people from the Economics department focusing on finance 
like people at Business and Administration; hopefully these people can come closer to 
each other.  
 
Person 6 believed that opposite attracts and that it is important to build an entity with 
some sort of heterogeneity. Discussions concerning compatibility have been held where 
some people thought it would be difficult with too much heterogeneity and a too 
divided Business school, while others thought that something good might come from 
heterogeneity. However he says that compatibility have not been key words in the 
discussion during this merger process from the point of view of the Faculty of Social 
sciences. Still there are stupid constructions at the University, as an example the Faculty 
of Medicine that were made in the 90s when focus was on size. He further explains that 
there must be a common interest in the Business school and he also believes these three 
departments are absolutely enough compatible to fit together.  
 
Person 5 did not believe there were any official discussions concerning the 
compatibility, rather discussions about the relationship between the different subjects 
and education programs.   
 
Person 2 said the intention of the merger is not to cause a big difference now from 
before, and from his point of view there are not many changes made. Further Person 2 
argued that there has never been an intention to mix employees. “That creates at the 
same time a pretty big distance among individuals when they don’t meet that often” -
Person 2.  
 
The majority of our respondents have said that there is a difference in culture between 
the different departments that are merging. Person 2 explained there are a lot of 
differences between the Economics department and the Business and Administration 
department that has to be harmonized. As an example he mentions the attitudes towards 
being paid for attending an internal meeting, something that someone at the Economics 
department always have done without asking compensation, it is something they do in 
the name of the department. There is a difference at the Business and Administration 
department where employees have been paid and counted hours for example meetings. 
Also in research there are differences since the Economics department have been very 
focused on getting published internationally and having the best research as possible, 
furthermore at the Economics department they have not treated teachers and principals 
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differently. Person 5 explained almost the same thing when he said that the Economics 
and Statistics departments are very informal and that it has been like that for a long 
time, while Business and Administration is much more formal with certain procedures. 
This is something that has been brought up in the discussions on how the new Business 
school will look like.  
 
“Since there are differences between these departments and Business administration’s 
main thing is the education with a low amount of research in comparison to Economics 
who is out of these three the heavyweight in research, due to that fact there are 
significant differences between employees.” -Person 1 
 
“You as students know that the business administration department is not homogeneous 
in culture, there are 4 different subcultures inside Business and Administration, it is a 
struggle for resources of course. There have been some conflicts both now and before.” 
-Person 1  
 
Person 8 believed that there are different aspects and different dimensions of culture. He 
said that in one of the departments it is more open and others are more skeptical, some 
of the departments are more conservative and some are more straightforward and wants 
to develop. Person 8 continued to explain that it will be turbulent as always when 
cultures clash, and it will be some discussions when the departments integrates, 
however that person experience that the three departments that will merge are the ones 
most alike from the departments that have been brought up for discussion before the 
merger. The three departments have differences, however they have always reached a 
decision, synergies can benefit from these cultural differences.   
 
Person 3 discussed that everyone is focused on their traditions and to find own ways in 
research, it is hard to break old patterns when working on projects. So just because the 
organization has changed it does not mean that the people in the organization changes 
their habits. He hopes that the university will give resources to the employees so that 
they have an opportunity to create new roles, otherwise it will be “Business as usual”.  
 
Person 2 said, “We all know that the different departments have different history and 
that we have developed in different ways.” There has been discussions that we should 
gather a meeting in different employee categories, go out to binge-drink, meeting, 
talking about what we are doing on different places around the university, eat dinner 
and get to know each other. Nothing of this has happened yet. It can be good to meet in 
smaller groups, but at the same time it can be good to meet everyone.”  
 
Person 6 said that the Economics department has a much more research related culture, 
where the research should take time, where questions concerning administration and 
students are less important. In contrast, Business and Administration has a strong 
administration and student environment. He believed that some might think that 
Business and Administration have too many levels of management, something that is 
peeled off in departments with high research profile. He further said that it is something 
that is supposed to be teamed up, something he believes will go well. In his opinion the 
department of Statistics is somewhere in between.  
 
Person 3 did not know whether the three different departments have different cultures 
since they have not talked that much. The only thing he knows is that there are some 
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differences in research.  
 
Person 7 argued that all departments have their own culture and that they can be very 
different from each other. The Economics department is very focused on research, while 
the Business and Administration department is focused on education and the department 
of Statistics is more like a department that serves the others since they have very few of 
their own students and are small with few professors. These are factors that have an 
impact on their culture. Person 5 explained that so far there have been nothing done in 
order to meld these cultures together and that they are waiting for the new Principal. 
 
Person 8 thought that the attitude towards the merger depends a lot on what department 
the employee belongs to. Person 8 further said that there are external actors that have 
had interest in the merger. “The attitude have been generally pretty skeptical with 
exceptions from the ones who now are included in the new Business school that have 
seen the benefit in another ways and perspective.” The students however have not 
known so much about the merger at all, only the ones involved in the student union. 
Person 8 said that the process have been very intensive, but he thinks it is a step in the 
right direction and it is good for Umeå University, it is an initial step to develop the 
Umeå school of Business and Economics.  
 
“Of course the ones that have been included in the discussions at all levels like me are 
more positive since we are the ones who have caused all this”-Person 2.  
 
Person 6 explained that during this merger process there have been different viewpoints 
and also some conflicts, but if you look at the Faculty of social sciences as a whole 
there are many people that do not care about this merger since they do not really have 
anything to do with it.  
 
Person 3 said that the attitudes towards the merger have been different during different 
phases of the process. During the argument with the Faculty of social sciences, then 
many of the employees were pretty negative towards a lot of the different proposals. 
When it was set who were going to join in the merger, people got positive. However 
that can be due to that people were so tired of the argue that they wanted to devote 
oneself to improve the internal processes, which have been set aside for a number of 
years now. The students have got affected in the sense that people have been caught up 
in this process rather than being able to being engaged in the students.  
 
Person 5 have perceived the general view of the merger as something positive, it has not 
been really anything negative with the process, it have been some concerns due to the 
fact that this is something new. He further explains that he have not come a across 
anybody that is openly negative about this merger.  
 
Person 9s opinion was that there have been some people bitter about this merger 
process, people that have not wanted change. He however believes that there have been 
a lot of people positive towards this merger and the students have not heard these 
negative arguments, only arguments about the positive effects that this merger will 
have.   
 
Person 6 believed that this new organization will have a positive affect on the students 
and the business world since there will be one united entity instead of thee separated 
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ones. He further argued that it is difficult to predict the impact for the employees since 
the integration of these departments have not started and the new Principal’s opinion in 
this matter is still unknown. He hoped that there would be a collaboration that is more 
cross-disciplinary.  
 
Person 5 discussed that there are very few changes with this merger, except some with 
administration and decision-making, he argues that they still have the same students, 
still conduct the same research and nobody have moved or anything like that.   
 
Person 8 discussed that some individuals will and have got affected by this merger. 
There has been a general concern over how some employees will get affected by the 
merger and that is something that the board especially has felt. He thinks that the 
employees have seen the long-term benefit by the change.  
 
Person 4 explained that he thought it could be a risk if the belongingness to the original 
department disappear, that people only see themselves as employees of the Business 
school. One of the arguments is that it becomes unclear for people looking at the 
Business school to identify the different subjects inside the organization when it is only 
one department.   
 
“The Statistics department have people who works at other departments for 50% so 
they have been afraid to loose their identity that they are statistician, since the name of 
the school is Umeå School of Business and Economics, the name statistics can’t be 
found anywhere.” -Person 2.  
 
Person 1 discussed that it is important to respect the other departments subject area 
when they now are merging into one department. 
 
A few years ago a research was made at the faculty, about where the employees’ loyalty 
lay, the loyalty of the employees laid at a 100% loyalty to their departments. The loyalty 
towards the Faculty was only 60%, and for the university management there was 
modest numbers of loyalty. “However my loyalty lays in the subject and the ones that 
you see as your main employer. I feel a great sympathy for my subject- Person 2”.  
 
Person 8 believed that there would be a slight shift of belonging of the employees’ 
identities at the new USBE. But he thinks that it is better for the employees to belong to 
something bigger and with more potential than only to the single department. It is his 
feeling he have got when talking to employees at the department of Business and 
Administration and the department of Economics.  
 
Person 6 hoped that a new belongingness with a broader identity will grow were 
employees feel part of a new Business school rather than to separate entities. He further 
explains that this is still up to the new Principal how the new identity will be formed.  
 
Person 5 had perceived a change in belongingness at least from the departments joining 
the Business school, however the old department’s belongingness is still there. But he 
does not feel that there are us versus them mentality.   
 
The opinion of person 9 was that the Business and Administration department is very 
divided, in contrast with the Statistics and Economics departments that are united. He 
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further explains that since the Business and Administration department is so big they 
wont feel that big difference, rather that the smaller departments would feel like they are 
being taken by the big monster.    
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6. Analysis and discussion 
 
In this chapter we present our analysis of the empirical findings in themes for a clear 
and easy understanding, also connecting the interrelationship between the theories. 
Through our empirical findings and with support from our theoretical framework we 
have analyzed the empirical material thoroughly and developed a discussion.  
 
 

	  
 

Figure 4: A triangle summarizing our theoretical framework and their interrelationship  

 
6.1 Merger as a trend 
 
Helms & Wright (1997, p. 135) argues that in various industries there are one or several 
companies who stand as leaders in their industry. The organizations that are not leaders 
in their industry are those that follow their industry trends, and they normally copy the 
leaders in their industry. We noted a connection to this theory in our empirical data that 
shows that Umeå University watches the leading universities in Sweden, such as 
Gothenburg, Lund, Stockholm and Uppsala to realize how they handle things and copy 
them, which make Umeå University a follower of their industry trend. M&A activities 
has been argued to have a positive effect on a lot of things, for USBE, our empirical 
findings have shown that there have been many arguments that the merger should bring 
positive effects such as building synergies in areas as education, research and 
administration.  
 
Managers involved in a merger or acquisition activity believes that they base their 
decisions on purely rational decision making for long-term interests for the company 
and shareholders (Austen & Sirower 2002, p. 218). Pangarkar (2000, p. 37) proposes 
another alternative to rational decision-making called “bandwagons” in horizontal 
mergers. We have found that USBE is a horizontal merger. The bandwagon theory 
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argues that firms tend to imitate close rivals. One part of the bandwagon theory is based 
on ambiguity. Ambiguity can be defined as the lack of clarity regarding a firm’s 
assessment of cost and benefits from adopting a particular course of action. A high 
degree of ambiguity relates to the pressure for an organization to adapt to the same 
course of action as their competitors. Based on this discussion, we see a linkage 
between USBE’s behavior and ambiguity. Our respondents have said that one reason for 
the merger is due to higher demands from an economical perspective and to achieve a 
more effective administration. Moreover, according to a study made by KMPG, 83% of 
M&As fails to increase shareholder value. We think that this has something to do with 
organizations following a trend, to not have a rational decision-making and building 
their own strategies. This can be the case for USBE as well since our empirical data 
have shown that USBE have not based this merger on rational decision making and 
made a proper analysis concerning risks, cost, benefits, cultural fit and other important 
factors, therefore their risk of failure increase since they have followed a trend rather 
than conducted rational decision making.  
 
The bandwagon theory is also based on institutional theory, where organizations tend to 
build operating procedures that are not useful or efficient for the organization (Austen & 
Sirower, 2002, p. 220). This theory includes mimetic isomorphic processes which can 
be referred to when organizations imitating and forming themselves after the actions of 
other organizations. High-reputation organizations can make efforts to differentiate 
themselves by involve in activities that make them noticeable and then other firms tend 
to imitate these highly reputable organizations. We see a connection to this theory and 
that USBE follows the universities in Sweden that has a high reputation, and therefore 
the theory of mimetic isomorphic processes is relevant in the case of USBE. 
Furthermore as DiMaggio & Powell (1983, p. 152) argues “Organizations tend to model 
themselves after similar organizations in their field that they perceive to be more 
legitimate or successful”. And we can connect that statement with what seven out of 
nine respondents have said during the interviews, that they believe that the merger at 
USBE is a trend, and as one of our respondents said that Umeå University looks at other 
bigger universities in Sweden to see how they operate and copy them. So we have seen 
that merging is a trend when USBE follows the other leading universities in Sweden, 
and those universities can be seen as the leaders in their industry and influences USBE.  
 
Another important thing to mention is that USBE have used experts that have worked at 
leading universities to look over the alternatives for this merger. We believe that this 
shows that USBE are very focused on how other universities try to organize their 
Business schools, and that it could be argued that they therefore are uncertain about 
their own strategy. We see a connection to what Abrahamsson, (1991) & DiMaggio & 
Powell, (1983 in Austen & Sirrower, 2002, p. 233) said that firms unsure of what 
strategies to adopt, mimic other firms and increase their vulnerability to mimetic 
isomorphism.  
 
Professionals follow normative processes in the same pattern as mimetic isomorphism 
in the sense that individuals and groups want to change their professions to their 
counterparts in other organizations with a high reputation (DiMaggio & Powell, 1983, 
p. 152). In our empirical findings we have found that individuals at USBE observe their 
colleagues with high reputation at other Business schools. We believe that this is due to 
normative processes that look like mimetic isomorphic pressures, and that these 
individuals want to achieve a more salient position in the organization. It is difficult to 
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decide to what degree USBE have adopted the industry trend or shaped their own 
strategy throughout this merger process, however in our opinion it is clear that they 
have been very influenced by the industry trend and also that some of their analysis 
have been lacking mainly concerning cultural fit. We argue it is important for 
management to realize the connection between trend and strategy, otherwise 
management can become blind when just following a trend and not evaluating the 
important factors involved in a merger.  
 
Trend can be the underlying factor for an organization to implement a new strategy 
involving a merger; throughout this process employees and other stakeholders have 
tried to form the new organization to enhance their salient position. This will have an 
affect on the strategy and similarity with the industry trend. Since we argue that the 
employees are the greatest asset of the organization, we believe that they have the 
power to start and affect trends by influencing management to change their strategy to 
the leading trends in their industry. 
 
6.2 Merger as a strategy 
 
6.2.1 Competitive advantage and the Value chain 
 
In 2009 the Business school lost their EQUIS accreditation, around the same time the 
Principal of the university gave the Social science faculty an assignment to overlook the 
organization. Their objective was to propose a new strategy to increase the link to 
research within the education, develop new routines to increase cooperation between the 
different research areas and suggest a new profile for the new Business school. A 
general opinion was that the former Business school was to narrow and small. Porter 
(1985, pp. 33-36) discusses that competitive advantages are achieved by performing 
strategically important activities either more economically or better than its competitors. 
During our interviews we have identified some strengths and weaknesses in the 
different departments. Most of our respondents identified the Economics department’s 
research as very good, also in an international perspective. Others identified that the 
Business and Administration department have a strong education and a good 
administration. We identify these as competitive advantages for the different 
departments, however not yet for the new Business school as a whole, since these 
attributes have not been transferred to the other departments. Some of our respondents 
argued that research was a weakness of the Business and Administration department. 
According to our empirical data the Statistics department has been called a service 
department to the other departments, we believe that the Statistics department 
complements the other members of the new Business school by providing necessary 
subjects to the programs offered at the Business school. We see a connection to Porter’s 
value chain (1985, p. 33-36), and that the Statistics department with their service can in 
our opinion enhance the other two departments value chain. Since analyzing the Porter’s 
value chain (1985, p. 33-36), we argue that the main products that USBE offer are their 
education and research. For example looking at one of the programs offered by USBE, 
the different steps of the value chain is connected with the courses that these three 
departments offer.  
 
Sudursanam (1995, p. 38) discusses that organizations needs to reconfigure their value 
chain when merging. In order to have a strong product, we argue that USBE have to 
reconfigure their departments’ former value chains to build one new value chain for the 
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Business school as a whole, in order for the courses in the programs to be synchronized 
between these three departments to achieve synergies and therefore provide a good 
product that is a great education. So far we have seen that USBE only have 
synchronized the administration of the three departments, and not other important 
aspects in their value chain, such as the research between the departments. In our 
empirical findings the employees seem satisfied with the reconfiguration of the 
administration, therefore we can see that synergy effects can be made in the value chain. 
Therefore we see that this is an initial step for USBE to achieve their visions and goals 
of this merger, however the main visions are not yet accomplished. We argue it is 
important for USBE to unite the organization and its groups to become one entity 
instead of a divided Business School in order to enhance the value chain.  
 
6.2.2 Growth strategy 
 
In the merger process different alternatives have been proposed in order to achieve the 
goals set by the Principal of the university, and three main alternatives was discussed. In 
our theory chapter we discuss different strategies organizations can adapt to when 
looking for growth, for example mergers, acquisitions and strategic alliances (Borghese 
& Borgese, 2002, p. 15). There are different advantages and disadvantages with these 
alternatives that mainly concern the degree of control (Sherman & Hart, 2005, p. 254). 
The three main alternatives in the merger process of USBE were: faculty solution, 
umbrella organization and also a big department solution. In our opinion constructing 
USBE as an umbrella organization have many similarities with a strategic alliance, in 
the sense that the different departments would not merge, instead share expertise and 
other functions. The degree of control would be low for the different departments with 
the umbrella solution since they would all have to agree in order to make any decisions. 
This solution would be very similar with the first organizational structure of the 
Business school when it was started in the year of 1989. Person 2 strengthens the 
argument of a low degree of control for the departments when he mentioned that with 
that old organization that was constructed as an umbrella organization, and then the 
power to achieve something was small. The other two solutions, a faculty solution and a 
big department solution both have the attributes and characteristics of a merger; one 
important issue between these two alternatives that we have identified is the degree of 
control. With the faculty solution the new organization would just answer to the 
Principal of the university, and with the big department solution the Business school 
would still have to answer to the Social science faculty who then answers to the 
Principal of the university. The final decision was to implement the big department 
solution; some of our respondents have identified this solution as a compromise. The 
university board did not want another faculty since they argued that the faculty would 
be too small and not be able to pay for the required administration. At the same time 
some of our interviewees mentioned that the EQUIS evaluators, EFMD, thought that the 
Business school did not have enough power to make their own decisions. In order to 
increase the power of the Business school they now have a delegation that can make 
some decisions without the faculty approval, this is something we identify as a part of 
the compromise. We think that the big department solution have a degree of control too 
small in order for the new Business school to make fast decisions to stay competitive, 
since that there are three layers of hierarchy, which we believe will slow down the 
decision making process.  
 
The vision of the merger of USBE is to build synergy effects in relation to better and 
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broader research, more efficient and cheaper administration, better education, stronger 
brand and international recognition. In a study made by the company KPMG they found 
five key reasons for conducting a merger, to find new geographic markets, to maximize 
shareholder value, increase or protect market share, acquire new products or services 
and gain control over a supply chain (Borghese & Borgese, 2002, p. 9). We can relate 
one of these reasons to the merger process of USBE, to increase or protect market share. 
We see that when growing to be a stronger and more comprehensive Business school, 
USBE can attract more researchers and students, both domestic and foreign, in order to 
increase and protect their market share.  
 
We identify this merger as a horizontal merger since these departments that are merging 
operates within the same areas: research and education. However they have expertise in 
different subject areas and they also have differences in the distribution between 
research and education. For example the majority of our respondents identify the 
Economics department as the prominent department when it comes to research. 
Borghese and Borgese (2002, p. 10) argue that organizations that conduct horizontal 
mergers do that in order to strengthen its position in another geographic area or market 
segment. We relate that with the new broader reach that the three departments will have 
after this merger. Now all the students within Umeå School of Business and Economics 
will be available for the three different departments. For example the department of 
Statistics was very small before, in our opinion they would now have a completely 
different opportunity to attract new students inside the new Business school. 
 
6.2.3 Stakeholder theory 
 
Stakeholders are the ones who depend on an organization to fulfill their own goals and 
on whom in turn the organization depends (Johnson et al., 2009 p. 90). Two questions 
can be asked “What is the purpose of the firm?” and “What responsibility does 
management have to stakeholders?” (Freeman et al., 2004, p. 364). When answering the 
first question in the case of USBE, we see that the purpose of USBE is to serve students 
with an education. The second question we believe are answered when in our empirical 
findings, we have found that the management has taken all different stakeholders into 
consideration in the sense that they have had groups who have discussed the future of 
USBE where all the stakeholders have had their saying in the merger process. The 
management has therefore also followed the stakeholder mapping. The stakeholder 
mapping is a tool that management can use in order to locate the different stakeholders 
in the organization (Johnson et al., 2009 p. 107). We believe that USBE has made an 
effort in order to satisfy the different stakeholders. We have identified the main 
stakeholders as the students, employees, and the business world. During our interviews 
we have found that some people working at USBE are very focused on their own work 
and in some sense we feel that all employees do not put the necessary effort towards the 
students.  
 
6.2.4 What about Epstein’s six determinants of merger success and USBE?  
 
We have used Epstein’s six determinants of merger success in order to get an indication 
whether if USBE have succeeded with some steps of Epstein’s merger process. Epstein 
argues that in order for the merger to be successful, all the six steps needs to be fulfilled.  
 
Epstein argues that strategic vision that clearly expresses the motivation of the merger is 
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central in order to create long-term competitive advantages instead of short-term 
improvements. (Epstein, 2005, pp. 38-40). Our empirical data shows that the main 
reasons for the merger of USBE looks at improvements in research, more efficient 
administration, to build synergies, and increase scale. According to this model the 
merger visions should be clear, and we see that USBE fulfill this aspect of the six 
determinants. However the compatibility concerning culture, systems and processes 
have been fully developed especially in the term of the culture of the three departments. 
Many of our respondents had a general view that the compatibility concerning culture 
has not been discussed. Yet our respondents’ mention that the culture differs at the three 
merging departments, we consider this as a problem for the future of the Business 
school since the culture differs and yet have not been discussed how to be joined. The 
focus has been according to our respondents on how well the different subjects are 
compatible between the departments instead on focusing on main issues such as culture 
differences.  
 
The next step deal structure is not something that according to us can be analyzed in 
this merger. Since there are no transactions the deal structure is not important in this 
merger compared to other mergers.  
 
The third step, due diligence, is about carefully investigating whether the merger will be 
successful in the strategic vision of the merger. The due diligence can be divided into 
two aspects, one financial and one non-financial (Epstein, 2005, pp. 39-40), at USBE 
the financial aspect can be left out since they are a part of the same organization and 
will therefore not buy or exchange stocks. The non-financial aspects of the due 
diligence, USBE has succeeded with in the sense of building teams of prefects from the 
different departments that have functioned as representatives of the departments and 
taken the process forward, they have discussed the different attributes that the 
departments will bring to the merger. According to Epstein, (2005, p. 40) during the due 
diligence, the organizations can bring experts to evaluate the current organizations fit 
and culture. According to one of our respondents, the Dean form the old Social sciences 
faculty brought in experts to evaluate the former USBE, in his opinion these experts 
evaluation was not fair and true, it was more like a personal vendetta towards the old 
Business school. Which resulted in bad feelings and damaged reputation for the old 
Business school. We believe that this is a reason to why the process has taken a lot more 
time than necessary. Another consequence that we have discovered is that the process 
got very confusing for the employees and everyone involved in it. We believe that the 
damaged reputation can have a long-term effect negatively and the unnecessary time 
taken on this merger process has a negative effect on employees’ attitudes, since many 
of the employees have felt very tired and stressed of this merger process. 
 
The fourth step is premerger planning, during this phase of the merger process it is 
important that the preparation of the merger have been planned and executed well. 
During this period key decisions concerning leadership, structure and a timeline for the 
integration process are decided. (Epstein, 2005, p. 40). Our empirical findings have 
shown that the planning phase with discussions about the organizational structure and 
hiring a new Principal have been confusing for the employees. Even though the 
planning has been sufficient, the timetable has not been held. For example the new 
Principal is still not in place. In order to hold the timetable and be able to recognize all-
important aspects in a great process like this merger, Epstein (2005) argues that it is 
important to have an integration team with at least one member working full time with 
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the integration of the merger (Epstein, 2005, p. 40). Our empirical findings show that 
this has not been the case of the merger of USBE, where the leading people have had 
their ordinary obligations as well, and not only focusing on the merger process. We see 
this as one reason to why the process has been behind schedule and also why important 
factors such as the culture fit of the merging departments not have been discussed to a 
great extent.  
 
In the fifth phase post-merger integration, Epstein (2005, pp. 40-41) says that it is here 
most companies destroy mergers, however if the previous phases has been executed 
well then the company is in a better position for a successful merger. In our opinion the 
previous phases have not been fulfilled completely, especially concerning the time and 
the cultural fit of the departments. Epstein (2005) continues his discussion and says that 
a successful post-merger integration can only be achieved if the whole organization 
have the knowledge, resources and commitment to move forward rapidly without 
destroying value in the process. In our empirical findings we have discovered that 
employees feel that they do not have the resources to explore the new collaborations 
that can be made, some of our respondents highlight the fact that they need resources in 
order to change the behavior in the organization, otherwise there will be “business as 
usual”. Another issue is the commitment, even if a majority of the employees are 
positive to the merger, many of them are not committed to changing their behavior and 
working ways. Therefore we believe that this can destroy some value in the post-merger 
integration process.  
 
The last phase of the six determinants of merger success takes the external factors into 
consideration. Since USBE is controlled by political factors, the political environment 
has an affect on example the number of students admitted to the University. The 
government regulates that and depending on which political party who has the majority 
that number can go either up or down, therefore the economical situation can change 
from different mandate periods. In the opinion of our respondents, this merger has 
brought a more efficient administration; we believe that if there is a fluctuation in the 
amount of students a better administration will be better prepared for this.  
 
6.2.5 Realizing synergies through a merger 
 

The combination potential 
 
Larsson & Finkelstein (1999, p. 5) argue that synergy realization is affected by strategic 
similarities and also by complementarities between the combining parts. The different 
departments of USBE have strategic similarities by that they are operating in the same 
industry and have several similarities in characteristics such as they all focus on 
education and research. Furthermore, several dimensions seem to complement each 
other well. The complementarities are according to some of our respondents that the 
department of Business and Administration have more students, the department of 
Economics are more research based and the Statistics department serve as a service 
department. Therefore we argue that the merger seems to highly fulfill the conditions in 
our first hypothesis: The greater the combination potential, the greater the synergy 
realization (Larsson & Finkelstein, 1999, p. 6). The different departments therefore are 
shown to be a perfect match to each other in order to achieve a synergy effect through a 
merger.  
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Organizational integration 
 
The organizational integration has a direct effect on whether a merger will be successful 
or not according to Larsson & Finkelstein (1999, p. 6). Our empirical findings have 
shown that the integration of the three departments is behind schedule. An example of 
that is that the new Principal of USBE that was supposed to start in January 2012 will 
start in August 2012. This has slowed down the integration process since no major 
decisions have been made concerning the integration, and no employee seems to know 
how the new organization will look like. There have been changes in the administration, 
which have according to our respondents been a positive change and more effective 
with a higher quality. According to Larsson & Finkelstein (1999, p. 6) the organization 
can improve the quality of the integration process through transition teams and 
preplanning. In our empirical findings we have not found anything like that in the 
merger of USBE. The only thing resembling is that the prefects of the departments have 
been leading in this merger. The second hypothesis: The greater the organizational 
integration, the greater the synergy realization (Larsson & Finkelstein, 1999, p. 6), 
cannot in our opinion be fulfilled so far, since no clear integration have taken place, 
with the administration as an exception.  
 

Employee resistance 
 
Larsson & Finkelstein (1999, p. 7) argue that there are several reasons to why 
employees often have negative reactions to a merger. The employees might experience 
feelings of “us versus them” that will affect the merger integration in a negative way. 
Culture clashes is also another thing that will affect the integration process. According 
to our empirical findings we have not discovered any “us versus them” behavior, in 
some sense they are not united but they are not competing against each other. The 
cultures differ at the departments in the sense of how formal and informal they are, but 
not in the sense that it have caused employee resistance or have become a problem. 
However, it is doubtful to entirely avoid negative reactions when conducting a merger. 
In the beginning of the merger discussions there were negative reactions, but now the 
majority of the employees are positive to the change. What we have found in our 
empirical data that the communication towards the employees has been good throughout 
the merger process. Meetings have been held on a weekly basis where everyone has 
been able to ask questions concerning the merger process. Also a planned meeting or 
conference will probably be made in order for the employees of the different 
departments to get to know each other. Based on this discussion we have found that 
USBE have succeeded in minimizing the employee resistance in this merger process. 
And therefore our third hypothesis, which are: The greater the employee resistance, the 
less the synergy realization (Larsson & Finkelstein, 1999, p. 7), have been fulfilled by 
USBE. Therefore USBE will have a greater chance to realize synergies through this 
merger.  
 
6.3 Social Identity Theory 
 
According to van Leuween and van Knippenberg (2003, p. 208) not all mergers have to 
be fully integrated, in the sense that the merging companies can keep their premerger 
identities, thus the merger can be made at an administrative level of the organization 
and not affecting the employees identities significantly. We argue that the merger at 
USBE can be seen as an administrative merger so far, since the majority of our 
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respondents have not seen any significant differences of the merger since the 1st of 
January 2012. The main things that have changed are the administration and the name 
of the Business school. Our empirical findings have shown that the employees are still 
thinking of themselves as belonging to their “old” departments, for example the 
Economics department might not thinking of them as belonging to USBE. This can 
cause ingroup bias if the employees see their premerger identity as high-status 
compared to the other employee’s premerger identities. However, van Leeuwen and van 
Knippenberg argues that if the employees keep their premerger identities they can 
prevent identity problems such as resistance. So if academic unit decides that this 
merger is only administrative, the employees do not necessarily have to change their 
identities, in that case they will eliminate the risk of having problems with resistance to 
the merger process. Though, in our point of view, based on the merger vision and goals 
of the new USBE the three departments needs to be integrated in order to achieve the 
synergies they wish to achieve, such as research and cross disciplinary education. 
Furthermore, as person 2 mentioned the intention of the merger is not to mix the 
personnel between the departments, but then the big distance between the departments 
will exist. We thus believe that the personnel will keep their pre-merger identities if 
they do not mix with each other, and that can cause that some people feel threatened of 
the merger if they identify positively to their group and feel that mixing with another 
group that they identify negatively can cause that they will loose their positive group 
identity. We believe that this distance will hinder the organization to build synergies, 
since if the employees do not interact with each other they will not achieve the 
synergies that can lead to new cross-disciplinary research. Since no interaction except 
for the administration of three departments have taken place, we believe that the 
employees at the new Business school will not feel any difference since the only thing 
that is new is the name, and that they share a Principal. This can create difficulties to 
unite the different cultures at the three departments since there will be no interaction, 
and as person 3 discussed, it will be “business as usual”.  
 
According to Terry (2001, p. 229), after an organizational merger the employees will 
have to get new identities, but the premerger organizational identities are still affecting 
the employees. In our empirical findings many of our respondents talk about that their 
belonging to their “old” department is much more important than the Business school as 
a whole. According to Terry (2001, pp. 232-233) this can cause competitive and 
unfriendly intergroup relations since the employees of the organization will be 
motivated to establish an optimal position for their own group in the new organization. 
This can cause “us versus them” mentality. This can affect the merger process since 
identity indicates the extent, to which employees are committed to the culture of the 
organization. According to our empirical data we have not discovered any “us versus 
them” mentality, however we have discovered that there are some status issues at the 
departments, which we believe can affect the “new” identities of the employees, since 
some employees think of their own department as having a higher status. This can 
therefore create some “us versus them” mentality to some degree cause they might not 
want to get any “new” identities. According to our respondents the decisions of how the 
new organization will look like and also how the new organization will function, is 
behind schedule since they are waiting for the new principal of USBE. We see this as a 
problem due to that the actual merger has already taken place, and now is the time for a 
change of the employees’ identity. 	  
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According to the SIT, unfulfilled expectations of mergers not only have to do with 
strategic and financial mismanagement (Boen et al., 2006, p. 547). Another alternative 
can be traced to the resistance of employees to identify with the new transformed 
organization. What we can see at USBE is that the employees at the different 
departments have different identities depending on which department they belong to and 
also to what position they have, as an example professor or lector. This can cause 
problems with the integration of USBE since professors for example are often very 
focused on their research and for them it is not important whether or not they belong to 
a department or a Business school according to our empirical findings. We see a link 
with what person 3 discusses that researchers who have found research money for their 
research projects keep themselves isolated focusing on their own research without 
interacting with other groups since they have their status and freedom. We argue that 
this is an example of employee resistance since they are not willing to share their 
resources and to develop new ways for research with other employees at the new 
Business school. Moreover, our empirical findings have shown that researchers are a 
great asset for the Business school and are a positively distinguished group. According 
to Ellemers (2003) people who are distinguished positively to other groups, should feel 
threatened to any change that may challenge their current standings or distinctiveness of 
their group. Therefore we argue that the researchers will not be keen to a change and 
can resist in interacting and share their resources with other employees. The 
management will have to explain the benefits of interacting but most important give 
incentives so that these people will have a chance of interacting with each other. As 
person 3 says that the university should provide resources to the employees in order o 
have an opportunity to create new roles, otherwise people will not change their way of 
working.  
 
Another important factor in SIT is status, the opinion of status among the respondents 
were quite spread. Some of them believe that there are differences in status between 
different employees. Person 2 discussed the importance of interacting in order to be able 
to get to know different employees from different departments, so that one would not 
only judge another for one’s title. According to our respondents a researcher can be seen 
as a high-status employee at the school, and a non-disputed employee can be seen as 
having a low-status. When integrating the three departments in the merger process it is 
important to have this in mind since according to SIT, ingroup bias can occur, because 
the high-status groups might not want to get involved with the low-status groups at the 
new Business school. According to Person 1 the departments that have merged to 
become USBE have different sub-groups inside the old departments. These groups can 
have different status depending on if they are ingroups or outgroups. A possible ingroup 
can be researchers at the department of Economics since many of our respondents have 
said that they have a good reputation concerning research. And as Geissner et al., (2006 
p. 340) argue most organizational mergers are not mergers of equals. A possible 
outcome of a merger can be a heightened salience of status disparities between the 
merging partners that have critical implications for the merger process. Such as that the 
low-status groups, in this case the employees that are non-disputed, fails to provide their 
members with a positive social identity, because of the heightened salience of 
intergroup status differences during the merger, members of the low-status group should 
feel more threatened of the merger. In contrast the high-status groups that are 
researchers have a positive social identity and may try to maintain their status position, 
a decrease of their status position within the merger should also be threatening for them.  
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Our respondents have said that there is a distinctive cultural difference between the 
three departments that are merging. Many of our respondents have said that the 
Economics department is very focused on research while the department of Business 
and Administration is more focused on education, one of our respondents said that the 
Statistics department is more of a service department, since they have few students of 
their own and are small. Based on this discussion, we see a connection to the low- and 
high status theory within SIT. We believe that the department of Economics and the 
Business and Administration can therefore be seen as high-status department compared 
to the Statistics department that might be seen as a low-status department towards other 
departments at the University. Moreover one of our respondents said that the name 
“Umeå School of Business and Economics” do not show that the Statistics department 
is a part of the new Business school. We believe that this can strengthen the argument 
that the Statistics department can be seen as a low-status group that does not have to be 
shown. The Business and Administration department and the department of Economics 
can be seen as dominant in this organizational structure. This can affect the merger 
process since there are status differences in the merger. van Leeuwen and van 
Knippenberg (2001, in Geissner et al., 2006, p. 340) suggest that the dominant 
organization, according to our empirical findings it is this the Business and 
Administration and the Economics departments, is much more likely to define the 
character of the merged company. Thus the employees of the dominant organization are 
more likely to feel a sense of continuity of their pre-merger identity in the post merger 
identity to maintain their pre-merger position. A result of this is that the employees of 
the Business and Administration department and the Economics department identify 
more strongly with the new USBE. Contrary with the employees of the Statistics 
department are less likely to have a sense of continuity and therefore will identify less 
with the merged organization.  
 
Based on the discussion above, we believe that this can further weaken the position of 
the Statistics department since prior to the merger they were their own department with 
their own identity. Another perspective of the status issue can be what person 3 
discussed about rumors of the old Business school saying that the Business school did 
not have enough of good research, and that false information was spread around the 
University. We believe that this can have an impact on the status of the Business and 
Administration department and the employees at that department if others in the 
organization see them as low-status.  
 
Our empirical findings show that research has a great importance at USBE since the 
research is an important factor for USBE to be accredited with EQUIS again. Also the 
researchers have been said having a higher status among our respondents. According to 
our literature higher status is attributed to a group, if the group is positively 
differentiated from relevant comparison groups on relevant comparison dimensions. 
Membership in such a high-status group contributes to a more positive social identity, 
and consequently to a more positive self-concept. (Boen et al., 2006 p. 550). We see a 
connection to that some individuals with higher status at the departments have not cared 
about the merger process and the communication steps, instead of talking with their 
superior, some have approached the Principal of the university with their opinions right 
away. We believe that these individuals see themselves with higher status and that their 
own identification is more salient compared to others. This causes a problem since it is 
not an effective way of decision-making and it can cause bad feelings among the other 
employees who respect the way of communication. We see a connection between status 
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and the hierarchy at the university, it has an impact on a persons status depending on 
what position the employee have. This affects the merger process in the sense that these 
people with high status do not care about the merger process.  
	  
According to our empirical findings the culture of the Economics and Statistics 
departments are very informal in comparison with the Business and Administrations 
department, which is larger, and are more formal with certain procedures. According to 
van Leeuwen and van Knippenberg (2003) the degree of compatibility between mergers 
are analyzed through the “cultural fit” between the merging partners. We argue that in 
order to achieve a successful integration and with a high degree of compatibility there 
must be discussion how formal or informal the communications and relationships 
between the employees at USBE will be. The only example of preplanning concerning 
the compatibility has been made through a SWOT analysis according to one of our 
respondents. Person 5 did not believe that there were any official discussions 
concerning compatibility of the three departments, only discussions about the 
relationship between the different subjects and education programs. We therefore see 
that no discussions about the compatibility and the cultural fit of these three 
departments have taken place. Person 6 believes that opposites attracts and that it is 
important to build some sort of heterogeneity, however he argues that it cannot be too 
much heterogeneity in an organization. Through analyzing this process with our 
empirical findings, we argue that there has not been a sufficient analysis concerning the 
compatibility between these three departments. We see a lot of similarities between 
them, but there is also a lot of differences, that management have to take into 
consideration if they plan to fully integrate these departments.  
 
When analyzing what employees perceive as important for them in the merger process 
we have seen a connection with their answers and thoughts to the SIT in the way 
everyone should be respected and get a saying in the process. We believe this have to do 
with that all employees’ identity needs to be heard, no matter what status that employee 
has. Ellemers, (2003, p. 194) discusses that employees prefers a membership in a group 
that can be distinguished positively from other groups. We believe the employees of the 
merger process at USBE have been concerned about their group’s identity, and 
therefore felt that everyone has to be able to shape the new organization so that their 
group can have a chance to become salient. Another reason to why the employees want 
an open, transparent and reflecting process is that we have seen a connection to 
Geissner et al., (2006, p. 340) discussions concerning that an organizational merger are 
not often a merger of equals. We believe that the employees want a fair process so that 
if they would be considered as the low-status group, they will not be ignored in the 
forming of the new organization.  
 
In order for USBE to have a successful implementation of their strategy they need to 
identify the different groups and individuals inside the new organization, since it is 
crucial to build positive relationships with the new groups and individuals in the 
organization. Moreover they need to determine where successful collaborations can be 
made in order to build synergy effects, but also be aware of where cultural clashes can 
erupt that could result in employee resistance. Since a merger is usually a big change of 
the individual’s identity with cultural clashes, status differences and loss of pre-merger 
identity as a result due to the merger, we argue it can cause employee resistance if these 
factors are not taken into consideration and handled properly. Therefore we see an 
important issue for the management of USBE to unite these different departments, one 
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option would be to set up common goals and values in order for the organization to be 
integrated which is crucial to achieve synergy effects. Otherwise an us versus them 
mentality could also emerge, which would lead to negative effects for USBE and hinder 
the post merger process. The management needs to formulate the strategy while taking 
the SIT approach into account as well, since it is the employees who actually implement 
the strategy in order for the synergies to be realized.  
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7. Conclusions and recommendations 
 
The conclusions present our final comments and recommendations. We will reflect over 
the limitations of the research and suggestions for further research. In this chapter we 
also discuss the theoretical and practical value of the research.  

7.1 Conclusions and theoretical contributions 
 
Before ending this degree project we will look back at our research questions, which 
are: “What are the implications of these three approaches in a merger process?” 
“What is perceived as important factors for employees in a merger process?” and 
“How does the merger process develop at Umeå School of Business and Economics?” 
According to our purpose we will also understand the development of a merger process 
and present managerial implications for the academic unit. We will base our 
conclusions on Figure 2 clarifying the interrelationship between the three theory 
perspectives. By analyzing the four shaded areas in a clockwise order, ending up in 
middle where we have found our research gap. The research gap is the relationship 
between Trend, Strategy and Social Identity Theory and how they affect a merger.  
  

	  
 

Figure 2: A model that clarifies the knowledge gap that is set as a basis for our research 

 
Our research has contributed with a reconstruction of three existing approaches to a 
merger into a new model in order to understand a merger process. The three theories 
that we have combined are social identity theory when merging, merger as a strategy 
and merger as a trend. We argue that these three theories of a merger process are 
interrelated and for the merger process to reach its full potential, all three aspects need 
to be combined and thoroughly analyzed in the merger process.  
 

7.1.1 First research question 
 
To answer our first research question “What are the implications of these three 
approaches in a merger process?” we have developed four conclusions presented 
below.  

Trend 

Strategy 
Social 

Identity 
Theory 
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Conform a strategy from an industry trend 
At first the industry leaders develop an industry trend. At the same time organizations 
conform a strategy to make sense of this industry trend.  
We believe that there are different degrees of followers to a trend; there is a big 
difference to adapt to a trend one hundred percent or being influenced by the trend when 
creating your own strategy. However all the members in the industry will be affected by 
the industry trend, since the trend becomes the norm of the industry. It is also important 
to realize that industry trends affect an organizations strategy throughout the whole 
merger process, not only in the preface when deciding upon a strategy, but continuing 
since both strategy and trend are constantly being reformed.  
 
Instill the strategy to employees’ identity 
Organizations makes attempts to instill the new strategy on their employees for a 
change in their identity, simultaneously the individuals are identifying with the newly 
formed merger.   
 
We argue that individuals will not identify with the newly formed merger if they are 
affected negatively by cultural clashes, status differences or loss of pre-merger identity, 
we further argue that it can cause employee resistance. In order for an organization to 
have a successful implementation of their strategy they need to identify the different 
groups and individuals inside the organization since it is crucial to build positive 
relationships with the new groups and individuals in the organization. Since a merger is 
usually a big change of the individual’s identity.   
 
Individuals influenced by trend  
The trend influences the individuals to follow the trend and hence the employee 
identifications. Individuals will change their identity in order to follow a trend and the 
new standards for identification. Depending on how individuals interpret the trend, they 
will be able to shape the trend.  
 
Individuals and groups want to enhance their position in the organization and keep their 
pre-merger identity. Professionals follow normative processes in the same pattern as 
mimetic isomorphism in the sense that individuals and groups want to change their 
professions to their counterparts in other high status organizations. We argue it is due to 
achieve a more salient position in the organization.  
 
Making sense of the merger process 
The fourth conclusion is only possible when combining the three theory approaches 
together. In our first three conclusions we have identified the interrelationship between 
the three theories that we have used in our theoretical framework. We argue that they 
will influence and affect the merger process at all stages, since they work 
simultaneously. The intersection explains the interrelations between these three aspects 
to the individuals, organization and the industry in order for them to understand the 
merger process. To successfully conduct a merger, we argue that all three aspects need 
to be realized. To leave out one of these parts, the organization will take an unnecessary 
risk that could lead to an unsuccessful merger process, the merger will not be successful 
in the sense that it will not live up to its full potential.  
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The three theory approaches are simultaneously taking place in the intersection between 
them. All of these three theory approaches comes into a central place in the merger 
process when combined.  

7.1.2 Second research question 
 
Our second research question is “What is perceived as important factors for employees 
in a merger process?” To answer our second research question we have found, based 
on our interviewees, that employees perceive openness, transparency and a reflecting 
merger process as important factors in a merger process. Employees highlight what they 
perceive as important in a merger process since their identity will be affected by the 
merger, whereas they do not want to decrease their position in the organization post the 
merger rather they want to enhance their position in the organization post the merger. 
Therefore they want to be able to affect and control the merger process to a great extent, 
so that the will decrease the risk of loosing their pre-merger identity. The three factors 
that the employees have highlighted as important are factors to include in the process 
are factors that will enhance the employees to affect the merger process and feel a sense 
of control concerning their identities.  

7.1.3 Third research question 
 
Our third question is “How does the merger process develop at Umeå School of 
Business and Economics?” The merger process started due to a setback of the old 
Business school’s reputation. Umeå University decided that is was time for a change 
and the responsibility for a change was up to the Social sciences faculty to develop a 
solution. Everyone who had an interest in the organizational change was invited to 
participate in the discussions concerning alternatives for change. We argue that a 
positive affect from gathering all the employees’ different opinions into the merger 
process have lowered the employee resistance after the final decision of the structure of 
the new school was decided. However the merger process at USBE has been chaotic 
with the dean getting fired, an article in the newspaper, and rumors affecting some 
departments negatively. We argue that these factors and lack of a structure of how to 
conduct the merger have harmed the merger process negatively in a time perspective 
and employee motivation. Everything was happening simultaneously, the university 
wanted to change the structure of the Business school to be similar to the industry 
leaders, management tried to conform a strategy in accordance to the universities plan 
to change of the structure, meanwhile employees were worried about how management 
were going to change their organizational identity.  
 
Due to an unclear strategy on how to proceed we argue that the merger process at Umeå 
School of Business and Economics was made by following a trend set by high 
reputation Universities in their industry. Hence, by following this trend we argue that 
they have not conducted a proper strategy analysis needed in order to proceed with this 
sort of organizational change. We have identified areas where the analysis has been 
lacking, mainly concerning cultural fit, status differences between the departments and 
the employees, and how to conduct the integration process. These factors in 
combination with the new principal of the Business school, that have not yet started 
have led to an unclear integration process where the employees feel that they do not 
have resources needed to seek collaborations that will lead to synergies. However, we 
have seen a potential to create synergies between the merging departments and a 
willingness to collaborate with each other both with high and low status employees in 
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order to strengthen the new Business school. At the same time, skepticism about the 
future can be found among the employees at USBE due to the lack of incentives to 
collaborate. Up to this point the only integration so far has been made at the 
administration level of the organization.  
To conclude how the merger process developed we argue that the merger at the 
academic unit can be explained as the different things occurred simultaneously. 
Business schools around the world are following trends of mergers, and USBE is not an 
exception. The faculty of social sciences then conformed strategies to make sense of the 
ongoing trend, that means changes to the existing identities, where not only the 
organizational identity changes. The individuals of the organization have to identify 
with the newly formed merger.  

7.2 Managerial implications for the academic unit  
 
Though we are not convinced that our results and recommendations are generalizable 
for all organizations we believe that our recommendations can be inspirational to other 
organizations. Based on the analysis and conclusions we want to provide USBE with 
practical recommendations so that they can implement our findings in order to improve 
their merger process. The question we have asked ourselves is “is USBE in the right 
direction and how can this merger live up to its full potential?”  
 
First we recommend USBE to analyze the three aspects that we have found are 
interrelated, Social identity theory, Strategy and Trend. USBE have to be aware of that 
these three perspectives affect the merger process throughout the time of the merger. A 
proper analysis is crucial in order for the merger to reach its full potential. Some 
questions they should analyze are how people and group behavior affect the merger at 
USBE, how they can realize future synergies and to what extent they are following a 
trend rather than building their own strategy.  
 
The second recommendation for USBE is that they should set up a post-merger 
integration process plan, this plan can guide USBE how to proceed with the merger 
process and help them to reach their synergy goals. The plan should include future 
strategic goals; a time frame so that the activities set can be achieved within a 
reasonable timeframe. The plan should also include how USBE will work in order to 
build a new culture of the organization, with important aspects from SIT in mind. 
Moreover, based on our empirical findings, we believe that the employees will be more 
motivated if a plan with clear goals exists, this will further strengthen the new business 
school.  
 
The third recommendation is that Umeå School of Business and Economics need an 
integration team or person who can dedicate a lot of time and effort in order to lead this 
merger process. It is not only possible to change the name of the School, set goals and 
expect the employees to start to collaborate without any incentives. This integration 
team would be able to provide resources to employees and stimulate so that new 
collaborations inside of the new business school would grow. 
 
The fourth recommendation is to keep up their good work with involving the employees 
in the decision making and giving them an opportunity to be heard. We believe 
throughout the process this will limit the employee resistance while enhancing the 
chance of realizing new synergy effects, which is crucial for the success of the merger.  
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7.3 Further research 
 
There is a research tradition to point out what is still unknown after concluding your 
own research, either research topics or specific questions (Yin, 2011, p. 221). During 
our degree project we have realized new angles that could have an impact of a merger 
process. For example we believe that important decisions concerning merger activities 
evolve from internal politics and power relations inside organizations. In order to 
understand the complexity of a merger and the important decisions that forms the 
merger process, we believe that further research needs to be conducted. Identifying 
drivers related with political games and power, how these factors have an impact on the 
decision making, also to what extent individual gains are behind an organizational 
change. Furthermore it is important to see how the power structure in the past, present 
and future has impacted the merger process at USBE. We are limited in our research 
since we are conducting a case study on our own University, and that research is 
concerned to be a sensitive topic.  
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8. Truth criteria 
 
The truth criteria describe how we as authors have perceived our work process and 
final result, while being honest and sincere. 

8.1 Truth criteria for a qualitative research 
	  
A qualitative study can be judged and evaluated by different criteria, however we have 
chosen to use an alternative set of criteria for a qualitative research discussed by 
Bryman & Bell (2007, p. 411). Our primary criteria trustworthiness that holds four 
criteria, they are, credibility, transferability, dependability and conformability.  

8.1.1 Credibility 
	  
Bryman & Bell (2007, p. 411) discuss that credibility of findings involves confirming 
that the research is carried out according to the rules concerning how academic research 
should be conducted. This is in order to create a confidence in the results by including 
that the researcher has understood the social world that is studied. The technique that 
researchers can use to see if they have understood the social world properly is 
respondent validation and member validation. (Bryman & Bell, 2007, p. 411). In our 
research we have followed the rules set up for academic research by Umeå University, 
our interviews have been recorded and transcribed for us as researchers to fully 
understand the social world of our interviewees. We argue that have increased the 
credibility of our research. Furthermore we therefore have proof that our research has 
been conducted. However, we have not used respondent validation in our research in the 
sense that we have not sent our transcriptions to our respondents for confirmation, but 
in case of uncertainty about some answers, we have contacted our interviewees for a 
further explanation. Due to respect to our respondents’ anonymity we have chosen not 
to include our transcriptions in the appendices, since that could disclose their identities.  

8.1.2 Transferability 
	  
Usually qualitative findings tend to be placed to the related uniqueness and significance 
of the aspect of the social world being studied (Bryman & Bell, 2007, p. 413). We have 
studied an academic unit and looked into their merger process by interviewing nine 
individuals with insights in the merger process. Based on the interviews we cannot 
transfer our managerial implications to other academic units involved in a merger 
process. However, we believe that our reconstruction of three existing approaches to a 
merger process explained in our model can be helpful for organizations conducting a 
merger process.  

8.1.3 Dependability 
 
We argue that the dependability of the degree project is highly reliable, since we have 
had detailed reports throughout the research process (Bryman & Bell, 2007, p. 414), and 
our theoretical and practical method motivates how we have conducted our research and 
approach.  
 
 



	   74	  

8.1.4 Conformability 
 
The conformability of the research has to do with that the researcher show that he has 
not openly permitted personal values or theoretical preferences noticeably to influence 
the conduct of the research and findings deriving from it (Bryman & Bell, 2007, p. 
414). In our research we have thought throughout the process to not let our personal 
values affect the research noticeably, and also since we are studying our own 
organization we have made an extra effort to not let our values affect the research. To 
facilitate the research and to demonstrate and confirm what have been said during the 
interviews we have through audio recordings of the conducted interviews we have 
transcribed the devised material.  

8.2 Authenticity 
 
In addition to the fourth criteria presented above we have chosen to include authenticity. 
The first criteria of authenticity are fairness. Fairness discusses whether the research 
fairly represents different viewpoints among the members of the social setting. We 
argue that this is true for our research since we have interviewed nine individuals at 
different positions with an insight in the merger process, and therefore we argue that our 
sample represent a fair view of the social setting.  

8.3 Ethical considerations 
	  
Trough out this degree project have we felt the necessity of conducting ourselves 
appropriate towards those who become the subject of our work or are being effected by 
it. In all aspect of this degree project, from constructing our research question and 
purpose, to collecting data, storing data and describing our findings have we acted 
morally defensible and responsible. (Saunders et al., 2007, pp. 183-184). It have 
permeated our approach of working and in the in the end we feel satisfied of how we 
have conducted ourselves. As authors our philosophical stand point have been the 
deontological view, since we have never wanted to conduct research that would be seen 
as unethical even if it would be necessary in order to retrieve reliable and valid data 
(Saunders et al., 2007, p. 183-184). Even if this has been our standpoint since the start 
of this research we have never tempted or felt the need to change it. All our 
interviewees have been informed about what the interview would contain, they have 
been ask if recording would be ok and if they have regretted something they have said 
during the interview then we have not included that information.     
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Appendix 
 

Intervjuguide Svenska 
 
Bakgrund och Processen 
 
Vad är din position på Umeå Universitet?  
 
Har du haft olika positioner?  
 
Vilken avdelning tillhör du? 
 
Hur många år har du arbetat på Umeå Universitet? 
 
Kan du berätta om den tidigare ihop sammanslagningen som ägde rum 1989? 
 
På vilket sätt har du varit delaktig i denna ihop sammanslagning? 
 
Vilka förändringar har du sett sedan ihop sammanslagningen i januari 2012?  
 
Hur gick processen till när ihop sammanslagningen blev ett faktum? 
 
Hur har integrationsteamet sett ut och har det förändrats under tiden? 
 
På vilket sätt har integrations teamet mött dina förväntningar?  
 
Ur ett tids perspektiv hur anser du att processen har flutit på? 
 
Hur har kontakten med integrations teamet sett ut mot de anställda? 
 
Vad är din generella syn på den pågående ihop sammanslagningen? 
 
Är det något som du skulle vilja tilläga innan vi avslutar den här intervjun? 
 
Trend 
 
Vad identifierar du som de främsta orsakerna till denna ihop sammanslagning? 
 
Anser du att den pågående ihop sammanslagningen är en trend, i sådana fall på vilket 
sätt?  
 
Strategi 
 
Vilka diskussioner fördes angående hur kompatibla de olika institutionerna är? 
 
Hur har förarbetet sett ut innan sammanslagningen och vilka riskfaktorer hade ni med i 
beräkningarna? 
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Vilka styrkor och svagheter ser du med denna ihop sammanslagning för det nya USBE 
och universitetet som helhet? 
 
Det finns många intressenter i den här processen, känner du att det är någon grupp som 
blivit förbisedd?  
 
Social Identity Theory 
 
Hur upplever du den pågående ihop sammanslagningen? 
 
Vilka förändringar vill du se med denna ihop sammanslagning? 
 
Hur skulle du beskriva attityden till ihop sammanslagningen bland de anställda?  
 
Ser du några skillnader i kultur mellan de olika institutionerna på Umeå Universitet?  
 
Uppfattar du att de olika institutionerna alternativt grupperingar inom institutionerna har 
olika status?  
 
Hur blir din institution påverkad av denna ihop sammanslagning? 
 
Hur tror du att de anställda på institutionerna kommer att påverkas av ihop 
sammanslagningen?  
 
Kan du förklara hur förhållandet mellan de anställda ser ut på XXXX samt hur deras 
relation ser ut gentemot de övriga institutionerna?  
 
Det finns ju olika delar av ett universitet, såsom forskning, undervisning, administration 
och näringslivskontakt, hur anser du att dessa delar kommer att påverkas av denna ihop 
sammanslagning?  
 
Hur har du uppfattat arbetet med att få med de anställda på ihop sammanslagningen? 

 
Upplever du att det florerar rykten angående integrationsprocessen?  
 
Nu när institutionerna sammanslås (statistiska, nationalekonomiska samt 
företagsekonomiska) hur anser du att deras tillhörighet påverkas?  
 
Vad anser du som viktigt för dig själv samt andra anställda i den pågående ihop 
sammanslagnings processen?  
 

Interview guide English  
 
What is your position at Umeå University? 
 
Have you had different positions? 
 
What department do you belong to? 
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How many years have you worked at Umeå University? 
 
Can you tell us about the merger that took place in 1989? 
 
How have you been involved in this merger? 
 
What changes have you seen since the merger took place in January 2012? 
 
How was the process when the merger became a reality? 
 
What have the integration team looked like and has it changed over time? 
 
How has the integration team met your expectations? 
 
From a time perspective, how do you think the process has proceeded?  
 
How has the contact with the integration team looked like towards the employees? 
 
What is your general view of the ongoing merger together? 
 
Trend 
 
What do you identify as the main reasons for this merger? 
 
Do you think that the ongoing merger is a trend, if so in what way? 
 
Strategy 
 
What sort of discussions was held concerning the compatibility between these 
departments? 
 
How has the preparatory work been like before the merger and what sort of risk factors 
have been taken in to account? 
 
What strengths and weaknesses do you identify with this merger, for USBE and the 
University? 
 
There are many stakeholders in this process; do you think there is any group that has 
been overlooked? 
 
Social Identity Theory 
 
How do you perceive the current merger? 
 
What sort of changes would you like to see with this merger? 
 
How would you describe the attitude towards the merger among the employees? 
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Do you see any difference in culture between the different departments at Umeå 
University? 
 
Do you perceive that the various departments or groups within these departments have a 
different status? 
 
What is the impact on your department due to this merger? 
 
How do you think this merger will affect the employees at the departments? 
 
Can you explain what the relationship looks like between the employees at department 
XXXXX and also what their relationship looks like towards the other departments?  
 
There are different parts of a University, such as research, education, administration and 
business contacts, how do you think these parts will be affected by the merger? 
 
How have you perceived the process of getting the employees onboard wit this merger? 
 
Do you feel that there have been rumors during the integration process? 
 
Now that the institutions merged (statistics, economics and business administration) 
how do you think their membership is affected? 
 
What do you consider to be important for yourself and other employees in the ongoing 
merger? 
 
Is there anything you would like to add before we finish this interview? 
 
Thank you for participating! 
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Organizational Structure  
 
 
 
 

	  
	  
(Webmaster Umeå University, 
http://www.samfak.umu.se/digitalAssets/94/94427_orgkarta.pdf) 

Medicinska
fakulteten
– nämnd
– kansli

Humanistiska
fakulteten
– nämnd
– kansli

Samhälls-
vetenskapliga
fakulteten
– nämnd
– kansli

Teknisk-natur-
vetenskapliga
fakulteten
– nämnd
– kansli

Umeå School
of Education
– styrelse
– kansli

Universitets-
biblioteket

Universitets-
förvaltningen

Institutioner
Arbetsenheter
Centrum-
bildningar

Institutioner
Arbetsenheter
Centrum-
bildningar

Institutioner
Arbetsenheter
Centrum-
bildningar

Institutioner
Arbetsenheter
Centrum-
bildningar

Universitetsstyrelsen

Universitetsledningen

Internrevision

Planeringsenheten
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(Webmaster Umeå University, 
http://www.umu.se/digitalAssets/49/49484_orgshema_2010_sv_klickbar.pdf) 
 
	  

Fakultetsnämnd

Fakultetskansli
Fakultetens  

ledningsgrupp

ekonomisk
Handels  -

Informatik Juridik
Kost-

vetenskap
Pedagogik Psyko  logi

arbete

Stats-

vetenskap

Transport-

forsknings-

AnställningskommittéForsknings-

kommitté

Utbildnings-

kommitté

skolledar-

vetenskap

databasen/

CBS

Tillämpad  

utbildnings-

vetenskap

Anställningskommitté

regional-

vetenskap

Polis-

utbildningen

Restaurang-

Umeå  

genusstudier

naturresurs-

ekonomi

Juridiskt  

forum

vetenskap


