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The phrase ‘without Leadership there is no change’
is a dominant theme in any post acquisit ion
strategy.  Fundamentally, you need a plan to deliver
results.  The simplest way to do this is to agree
specific deliverables within the period of 5, 10, 20,
40, 60 – 250 days after formation of the new
business or formal takeover or merger.  Simply
charting the whole process helps people to under-
stand that there is a plan for the way the manage-
ment team want the business to evolve.  A
stronger, firmer view and plan is going to be very
powerful in shaping the new entity.  In reality, there
is often no formal plan, and many joint ventures,
acquisitions etc., limp along rudderless.  It is obvi-
ous these will never achieve the synergies for which
the  acqu is i t ion  or  new bus iness  dea l  was
envisioned.

The big danger is believing that two or more
cultures can be simply integrated.  Doing so creates
a cocktail of cultures where confusion and ambigu-
ity reign.  What is important is designing the culture
and the post acquisition or expansion plan for the
new business entity specifically to meet its strategic
imperatives.  Relying on a ‘jigsaw’ approach, with
bits and pieces from here and there, is not coherent
and does not work.  Then, neither does 'flying by
the seat of the pants’ while hoping things will gel
naturally.

Dangers – Over Promising and Under Deliv-
ering

Any business expansion – either joint venture or
merger, is going to create winners and losers.
There is a good bet that not everyone will be
happy with the new relationships and direction.
Some who are disgruntled will not air their
dissent but still can be creating mischief and
mayhem around the business.  This has to be
acted upon immediately.  It cannot be allowed to
gain ground.  New standards and behaviours
are critical and require to be reinforced and
modelled with managers behaving as leaders.

This requires some forceful direction and
leadership.  Here, leaders have to be careful not
to ‘over’ promise or give guarantees.  There are
no guarantees in this M&A business.  Although
some may think this approach inhumane, the
manager cannot just deliver platitudes to staff to
make them feel comfortable.  No one can guar-
antee that things will not change.  Leaders
cannot guarantee job security.  Neither can they
state with confidence that there will be no
change.  
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To be realistic, managers may not have
control of all variables and would be foolish
to pretend otherwise.  They may have
signed a ‘confidentiality agreement’ or simply
not been included in the decision making
process and do not have a response.  In the
inability to answer a question, it’s better to
be honest.  The truth is, “We don’t know as
yet but we are working on it.” It is much
better being truthful than fabricating an an-
swer making guestimates or constructing un-
tested scenarios! 

Too many managers ‘make promises as
they go along,’ because they feel it is better
to give some direction than appear not to be
in charge.  We need to forget our own
managerial vanity and adhere to a discipline.

It must be remembered that these situations
can change radically overnight.  New infor-
mation and stakeholders come on the scene
– unexpected responses evolve f rom
Government, State Institutions and Regula-
tory bodies.  Competitors complain, or anti
‘business expansion’ can appear as a major
media threat to the deal finally going ahead.
One can plan, but the plan must always be
flexible, and have the degree of spontaneity
to work outside the defined box.

If in doubt, when asked a question, ensure
that every person in a leadership position
either respond with the agreed message or
make no comment at all.  It is better to
respond with, “We are still working through
the key issues and will inform you as soon
as we have arr ived at a strategy and
solutions”.  It is better to do this than to
invent an uncertain response or story that
you will have little chance of defending when
things settle down.  The danger of not doing
this is that it destroys the credibility of the
managers who are running the new business
and does not get the business off to a new
start from the key Investor’s viewpoint

Communication & the Grapevine

According to Price Pritchett, Guru on M&A
integration in the 80’s, top executives should
take charge of all communication as much
as possible.  This means controlling both
formal and informal communication, and
fuelling the unofficial grapevine with positive,
carefully designed messages.  

Know with certainty that the grapevine takes
a brand new dimension in terms of shaping
dialogue.  Pritchett even suggests that unof-
ficial ‘grapevine chat and business’ can con-
sume as much or 10-20% of the average
day for the average employee.  Even if this
estimate is generous, this negative ‘grape-

vine speak’ with others, using email and the
phone can have tremendous negative impact
and consequences on the business, especially
if the media are tuned into the conflict.

Remember, much of the information conveyed
via the ‘grapevine’ is inaccurate, distorted, de-
structive or even spiteful, and not usually in the
best interests of the new business.  We sug-
gest the creation of a communications strategy
that focuses on the use of a variety of media
but concentrating on shaping the direction and
content of the ‘unofficial grapevine’ to deliver
new positive messages.  The way to achieve
this is to control communications, and agree a
key and precise role for those in Leadership
positions.  

Moreover, it should be remembered that any-
one with direct reports is a leader.  This is the
time to apply rigorous and high standards.  If
people are in leadership positions and not
supporting the business in its venture – then
replace them with others who will create the
optimistic future.  Holding on to managers who
are not shaping the future for the better is the
worst thing any company can do.

Post Acquisition is like a Fast Breaking
News Story

Whether we like it or not, we will not have all
the answers to all the difficult issues.  A
merger or business expansion reflects the pat-
tern demonstrated in the media when a news
story breaks that has special significance.  Re-
porters and experts are commentating on
events as they evolve, but often there is ‘no
pattern to the story’ and where there are
omissions in coverage or ambiguity exists,
‘uninformed opinion, conjecture or pure imagi-
nation fills the void.

If it does not want this approach to character-
ise the rise of any new business.  If we do, we
waste time and resources replying to ‘conjec-
ture’ and ‘opinion’ rather than striving forward.
Too many examples of ill-judged responses
are evident in M&A activity.  Why do manage-
ment teams think they need to respond to

speculative stories especially of the negative
variety?  It is best to state confidently, “At this
time, this is pure speculation and we have no
comment.”

Not enough management teams develop a sound
public and investor relations theme and see it
through.  We can see that when one does exist,
there is a requirement for the managers to re-
main disciplined to adhere to the party line.

The key points above are all to do with managing
the merger or expansion just after the news has
been released – in the short-term.  

Short & Long Term Integration

You may be surprised just how badly ‘Post
Integration Strategy’ is designed, engineered, im-
plemented and managed in companies.  To
resolve such issues requires a simple message,
control of formal and informal communication
when and where appropriate, with a focus and
plan on leading us through the early days.  In the
absence of leadership, there is chaos.  We need
strong decisive action to demonstrate the ‘busi-
ness expansion’  has been thought through, and
that this is going to be one of the acquisitions or
expansions that actually work.

Post Acquisition in the Long Term

Here, long-term can refer literally to just days and
weeks.  Any business should have considered
who is going to be driving the business.  Where
practical, names need to be in positions in the
hierarchy – even if  these are only holding
positions.

There are key issues –

  �  What strategy do we have for moving forward
rapidly with confidence?

  �  What impact will current expansionary activity
have on our product mix, our customers, our
markets, the stock market and investors?
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  �  How can we create a structure that clearly
articulates and communicates our plans and
ambitions in concise and clear fashion?

  �  What culture will we shape, and what are the
core values and behaviours that will take us
where we want to go?

  �  What is the role of leadership in this process?

  �  How will the post acquisition plan roll out, and
how do we communicate th is  to  a l l  our
constituencies?

  �  How can we create a strong performance
driven culture that will delight investors, and
provide an excellent return on shareholder
capital?

Operationalising Post Acquisition

In reality, things will go wrong.  Some key people
in the new structure will not live up to expectations,
and others may be the wrong selection for the
demands of the role.  Some employees will feel a
degree of disappointment.  There will be resistance
to change – simply because people like living
within their ‘comfort zones’.  Systems will not
always work, technological solutions may create
problems in the short-term, there maybe a break-
down in the supply chain and some customers and
consumers will leave or express disdain for the
new operation.  This is natural, and not everything
can be accounted for in advance.

Investing in Prevention

However, it is possible to develop a risk assess-
ment of the most likely scenarios, negative and
positive, where problems may arise and either put
a ‘band aid solution’ in place temporarily, or re-
solve the issue completely.  In reality, the usual
remedy is the ‘band aid solution’ because there is
so much going on, companies will not have the
resources to fix every problem.  Although people
may complain about partial solutions, action has
been taken to resolve issues in the short term.

Leadership & Post Acquisition Plan

For any business, you must have plans for 5, 10,
20, 30, 40 days after the business expansion, and
these must focus on the bullet points above.
People issues will be key.  Our people are the
most precious resource and will take you nearer to
your goals if they are led sensibly with energy and
a positive mindset.  

Right from the first step in considering the acquisi-
tion or expansion, the businesses must plan for
how change is to be implemented.  It can only be

implemented through people, and their relative
degree of motivation towards making the ‘busi-
ness expansion’ work is largely governed by the
mindset of their managers.  

Do the managers inspire their people to work
towards building the new business entity?  Is
the new work culture strongly reinforced and
rewarded by the actions of the management
group? Can people clearly see the way forward
and identify the behaviours that will enable them
to achieve the new business?

These are all questions that a post acquisition
plan will answer.

Cultures’ Consequences:  Summary

Methodologies exist and have to be tailored to
meet the needs of any business expansion
whether it be focused on cross border JV’s,
mergers and acquisitions, or business expan-
sion into new territories and markets.  

In partnership with experts, the companies will
have the building blocks and the expertise to
build the culture of the new entity.  A major
error made by designers of such cultures when
they think they can integrate two or more cul-
tures into one.  If you do this, what you get is a
cocktail of cultures, with ambiguity as the main
thrust.  

It is important to design the culture the way you
want it to evolve.  Most companies fail to do
that – believing either that culture is outside
their remit, or that it is a difficult task beyond
them and their advisors, when this is not the
case.  

Corporate culture is a very tangible technology
and can be designed and managed with ease.
Yes, it may be difficult at first, but you have to
confront the issues with a risk assessment and
contingency plans.  Those who do this can
make the synergies happen with ease.  

Moreover, rest assured that those who fail to
plan for their acquisition or expansion, plan to
fail! 

80% of mergers, acquisitions and business ex-
pansion fails to achieve the synergies for which
they were designed, purely because the culture
does not exist to create the new future for the
partners.
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