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Abstract

Background: Mergers and acquisitions have surged in popularity as a strategy for
corporate growth. However, the majority of M&A deals fail to achieve their objectives.
This thesis examines AB Volvo, a company that have achieved long-lasting success
through strategic acquisitions emphasized at maintaining independent operations, to
identify learnings connected to their post-merger integration processes.

Purpose: To analyse Volvo’s essential, historical factors for a successful post-merger
integration, aiming to improve future integration processes.

Problem: To remain competitive, it is increasingly important to accelerate to-
wards more sustainable products. M&A is a crucial tool to successfully drive current
business performance and the transformation to meet future demands simultaneously.
Additionally, to achieve the strategic intent the integration processes is identified to
be especially important. However, considering the complexity and contingencies of
post-merger integration, it is difficult to create a framework that can be applied to all
M&A transactions. Hence, firms must learn from previous experiences to their PMI
process. By providing learnings from earlier acquisitions, this thesis will contribute
to knowledge and capabilities needed for successful post-merger integrations.

Theoretical framework: The thesis was conducted as a case study, where Volvo’s
post-merger integration process was examined. Two main sources of data were used
to lay a foundation for the thesis. The first one was a literature study, where existing
knowledge from the research area was combined. The second source of data was
semi-structured interviews which was conducted with relevant professionals involved
in two earlier acquisitions. Frameworks and insights from the literature study were
applied to empirical findings to form the analysis and draw conclusions.

Findings and recommendations: The thesis examines several aspects of Volvo’s
strategical and sociocultural processes and reveals successful practices as well as
areas of potential improvements. These are both based on existing literature but
also through patterns visible in the cases.

Keywords: Post-merger integration, Post-acquisition integration, M&A, Structural
integration, Sociocultural integration, Change management, Strategy implementation,
Organisational change
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1

Introduction

1.1 Background

The use of mergers and acquisitions (M&A) has massively increased over the last
decades (IMAA, 2023; Klok et al., 2022). It is often the biggest transactions that get
the headlines, but all M&A transactions have the potential to generate significant
impact over time. A prime example is AB Volvo (Volvo), whose long-lasting success
can largely be attributed to its entry into new markets through platform acquisitions,
as well as its nurturing of existing business lines through add-ons. The company
started as a single car factory but has throughout time expanded into a manufacturer
of trucks, busses, construction equipment, and engines for marine and industrial
applications (AB Volvo, 2023a). Today, Volvo is an employer of over 100 000 people,
is present in 190 markets, and has a yearly net sale of 473 billion SEK (AB Volvo,
2023a). An overview of their acquisition journey is shown in figure 1.1. Volvo’s
general acquisition strategy emphasises the ownership and governance of acquisitions
as portfolio companies, rather than integrating them into their own brand and
operations. This is evidenced by many of the latter acquired companies below, where
the firm has maintained its independent operation and distinct brand.

. Acquisitions

Joint ventures

Major divestments

1941 1942 1950 1964 1969 1991 1998 1999 2000 2003 2004 2007 2008 2010 2013 2015 2018 2020 2021

Figure 1.1: A selection of AB Volvo's precedent transactions.
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However, despite that mergers and acquisitions continue to be a prevalent strategy to
achieve corporate growth, literature claim that results are often disappointing as the
majority of M&A deals fail to reach their objectives (Calipha et al., 2010; Christensen
et al., 2011). Additionally, scholars have found that post-merger integration processes
have a major impact on the performance of M&As, making them crucial for success
(Lace & Kirikova, 2020). Gracbner et al. (2017) describe post-merger integration as
the process of a merger or acquisition after the transaction and addresses issues such
as reconfiguration of resources, product lines and business units to adapt the firms
to both internal and external needs.

1.2 Problem analysis

During the last decade, Volvo has focused heavily on divestment as a result of an
earlier period aimed at high growth, especially through M&A activity. In 2013,
Volvo had a period with low profitability and since then, the objective has been to
improve efficiency and profitability by reorganising the company to take out overlaps
and reduce structural costs (AB Volvo, 2023b). As seen in figure 1.2, Volvo has
increased its profitability which has now reached a healthier level. At the same time,
the importance of accelerating the transition towards more sustainable products
has increased and Volvo aim to drive both current business performance and the
transformation to meet future demands simultancously (AB Volvo, 2023b). To
succeed with the strategic goals, it is most likely that Volvo will need to conduct
further acquisitions of companies in new technologies or markets.

‘ Total Revenue eBIT M Margin in %

[ 8.4%] [ 8.3%]

8,4%

6,9%

7,0%
[ 3.3%]

6,4%
200000
100000
)

2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

Figure 1.2: Volvo’s financials performance from 2010 to 2022, in SEKm (S&P
Capital 1Q, 2023).

The challenges Volvo experienced to maintain their profitability following acquisitions
are supported by the perspective of most scholars in the post-merger integration
research area. Studies on M&A suggest that up to 70 per cent of deals fail to achieve
their objectives (King et al., 2004; Haleblian et al., 2009, Christensen et al., 2011).
It was first when Jemison and Sitkin (1986) conceptualised M&A as a process that
the scholars shifted their focus from solely evaluating the worth of an acquisition
target to also including how the target should be integrated. Since then, post-merger
integration has been widely researched and the M&A scholars have strengthened the
notion that the integration process is especially important to the success of M&As
(Angwin & Meadows, 2015; Graebner, 2004; Heimericks et al., 2012; Larsson & Finkel
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1999). It is thus essential for Volvo to understand how to manage the sub-processes
impacting the post-merger integration process to increase their ability to reach the
objectives in future acquisitions.

The complexity and contingencies of post-merger integration processes make it
difficult to create a theory or framework that can be applied to all M&A transac-
tions. Angwin and Meadows (2015) conclude that the main weaknesses of simpler
models are their inability to cover important processes and contingencies but, on the
other hand, more comprehensive models will become too complex to use efficiently.
Consequently, the vast majority of post-merger integration research revolves around
specific subtopics related to successful integration processes instead of extensive
frameworks (Steigenberger, 2017). Additionally, given the sequential nature of M&A
deals, firms must learn from previous experiences to transfer post-merger integration
knowledge and improve their PMI process (Bodner & Capron, 2018). Hence, to help
Volvo become more successful in its post-merger integration process, it is not possible
to create a framework or checklist for future deals. However, by providing learnings
from earlier acquisitions which are based on PMI research sub-processes, Volvo can
improve its capabilities within post-merger integration.

Considering both the importance of successful post-merger integration, the contin-
gencies of the integration process and the benefits of learning from prior integration
experiences, the following question is derived:

What learnings can be drawn from Volvo’s precedent
post-merger integration processes?

To identify the possible learnings, it is important to understand how Volvo has exe-
cuted its post-merger integration before. Additionally, considering the complexities
of PMI, the research questions need to be answered with help from sub-questions. In
the most comprehensive literature review of the research area, Gracbner et al. (2017)
divide post-merger integration into two sub-processes. Graebner et al. (2017) explain
that each sub-process requires to be managed for the integration to be effective.

The first sub-process is strategic integration which is described by Graebner ct
al. (2017, p.3) as the “ways in which the acquired and acquiring organisations are
coordinated and aligned and resources are combined to create value”. Strategic
integration involves activities such as communication and interaction, alignment and
standardisation, and structural integration. Scholars argue that these are necessary
to realise synergies between the acquirer and the target (Larsson & Finkelstein, 1999).
To understand what learnings can be drawn from Volvo’s precedent post-merger inte-
gration processes it is therefore important to understand how they have executed the
strategic integration in earlier acquisitions. This does therefore entail the following
sub-research question:

How has strategic integration affected Volvo’s success in precedent
post-merger integration processes?
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The second process regards sociocultural integration which Gracbner et al. (2017,
p.3) describe as “the various human, social, and cultural aspects of PMI, including
issues of identity, justice and trust”. Research has shown that the employee factor is
one of the key areas contributing to the high failure rate of M&As and two-thirds of
all mergers fail to meet the desired results in the sociocultural aspect (Appelbaum
et al., 2000; Ravenscraft & Scherer, 2011). To understand the learnings of Volvos
precedent post-merger integration process it is therefore also crucial to understand
how they have executed the sociocultural integration in their earlier acquisitions.
Similarly, this entails the following sub-research question:

How has sociocultural integration affected Volvo’s success in precedent
post-merger integration processes?

1.3 Purpose statement

This paper will analyse Volvo’s essential, historical factors for a successful post-merger
integration, aiming to improve future integration processes.

1.4 Deliminations

This study covers the post-merger integration process, but pre-acquisition aspects
of the M&A process have been excluded from the investigation. For instance, the
financial and legal aspects of the pre-acquisition process are not investigated. The
whole M&A process is too comprehensive to accurately research within the time con-
straints forced by the degree programme. Thus, post-merger integration is selected
based on enabling a better understanding of its complexities.

This study focuses on governance and strategic integration aspects, such as strategic
and sociocultural aspects, and does not cover task integration aspects, such as pro-
cesses and systems. Delimiting in this way enables both for more in-depth research
of selected topics but also focuses research on core issues Volvo’s corporate finance
department face.
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Literature review

2.1 Introduction to M&A

Merger and acquisition (M&A) are two different types of business combinations.
However, the terms are repeatedly used interchangeably in literature (Graebner,
2017; Schreuder, 2013; Schmidt, 2013). In particular, acquisitions are often presented
as mergers as it gives them a more friendly appearance (Schreuder, 2013). However,
the legal difference between acquisition and mergers are clear (Schmidt, 2013). Ac-
quisitions refer to one firm acquiring another firm by taking a controlling ownership
interest over the said firm (Schreuder, 2013). Mergers refer to the combination of
two firms, fusing both the business and legal entity, where the combined organisation
continues under a single name (Schreuder, 2013; Schmidt, 2013).

Furthermore, Schreuder (2013) accurately describes that M&A can be classified
as horizontal, vertical, and conglomerate. First, horizontal M&A refers to the act
of combining two competitors in the same line of business. Second, vertical M&A
refers to the combining of two firms across the value chain. For instance, when a firm
acquires a supplier or customer, they expand across the value chain. Third and final,
conglomerate M&A refers to the combining of two firms in unrelated lines of business
and without strategic relatedness, which instead achieves unrelated diversification.

Although most transactions fail to reach their objectives (King et al., 2004; Haleblian
et al., 2009; Christensen et al., 2011), M&A remain widely employed as a means
to obtain value beyond the boundaries of a firm. The primary reason for M&A
occurrences is the acquirer’s desire to achieve synergy by integrating business units
and enhancing their competitive advantage (Porter, 1985). Synergy refers to the
capacity of two or more units to generate more significant value together than inde-
pendently. Goold and Campbell (1998) identified six sources of synergy, including
shared know-how, shared tangible resources, pooled negotiating power, coordinated
strategies, vertical integration, and combined business creation. Synergy realisation is
often associated with vertical M&As, in the form of cost-saving synergies (Townsend,
1968) and horizontal, in the form of value-creating synergies (Porter, 1985) while
conglomerate M&As mostly derive from financial reasons without synergies (Wheelen
& Hunger, 2001). According to Carpenter and Sanders (2007), Seth et al. (2000), and
Devers et al. (2007) there are also two more personal reasons for M&A, managerial
self-interest in the form of equity-based compensations and hubris.



2. Literature review

Moreover, Calipha et al. (2010) have identified that scholars propose between
two and seven different phases of the M&A process. From the more simplistic,
considering only the two phases called pre- and post-acquisition (Boland, 1970),
to the more complex models, considering seven phases which include assessment,
joint planning, issues analysis, structure selection, securing approvals, final planning,
and implementation (Kazemek & Grauman, 1989). The two-sided model’s phases
are separated by the completion date, which is the date of ownership transfer from
the target to the acquirer (Gomes et al., 2013). Common for all definitions of the
M&A process is that all consider the post-merger, or integration, phase as a separate
entity while the pre-merger is divided into more specific tasks, such as strategy
planning, candidate screening and due diligence. However, the post-merger phase
involves aspects such as task integration, human integration, and cultural integration
(Birkinshaw et al., 2000; Bansal, 2015; Bansal, 2019).

The success of the PMI process should be measured based on the value created by
the integration of the two firms (Gates & Very, 2003). Gates and Very (2003) define
value creation in M&A as the ability to realise synergies, which is meant to result
in revenue enhancement and cost reductions, and the preservation of each firm’s
intrinsic value. Contrary, they define value destruction in M&A as the result of
either inability to realise synergies or the decrease of either firm’s intrinsic value.
Consequently, Gates and Very (2003) argues that the success of the PMI process
should be measured through the pre-defined, in the pre-merger phase, value creation
objective based on the selected acquisition strategy by the acquirer.

Communication and
interaction

Alignment and
standardisation

Strategic
integration

Structural
integration

| |Reconfiguration and
renewal

Post-merger
integration process

. Culture

— Identity

Sociocultural
integration

— Justice

— Trust

Figure 2.1: Structure of the following literature review.

As discovered, Graebner et al. (2017) have conducted eminent, comprehensive
literature reviews convening historical literature, creating frameworks, and setting
standards on how to describe the research area. The following sections of the literature
review will thus take a stance on Graebner et al’s (2017) two PMI sub-processes,

6
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which also align with the research question of this thesis. These are strategic and
sociocultural integration factors, seen in figure 2.1.

2.2 Strategic integration

Reconnecting to the problem statement, strategic integration is described by Graebner
et al. (2017, p. 3) as the “ways in which the acquired and acquiring organisations
are coordinated and aligned and resources are combined to create value”. Strategic
integration involves activities such as communication and interaction, alignment and
standardisation, and structural integration as well as reconfiguration and renewal,
each necessary to realise synergies (Larsson & Finkelstein, 1999). These activities
are in more detail discussed in the coming sections.

2.2.1 Communication and interaction

Communication and interaction in the PMI process refer to the correspondence and
operational interaction across former firm boundaries, between the acquiring and
acquired firms, during the PMI period (Larsson & Finkelstein, 1999; Reus & Lamont,
2009). Studies have found that, in general, more firm communication and interaction
during the PMI process leads to improved coordination between the acquired and
acquiring firms, in turn resulting in improved organisational performance and synergy
realisation (Graebner et al., 2017; Kroon et al., 2022). To be precise, increased
communication and interaction result in improved synergy realisation, knowledge
transfer, and value creation (Graebner et al., 2017).

Research has found multiple specific positive relations between interaction and
synergy realisation, as follows. Interaction in relation to tacit knowledge transfer,
Bresman et al. (1999) found that communication, visits, and meetings had positive
effects on tacit knowledge transfer when studying the interaction between the R&D
departments of acquiring and acquired firms. Interaction in relation to social controls,
Larsson and Lubatkin (2001) found that social controls, such as training, introduction
programmes, and joint get-togethers had a positive effect on the acculturation of the
acquiring or the acquired firm. Interaction in relation to communication, Reus and
Lamont (2009) found that interfirm communication, such as e-mails, phone conversa-
tions, and meetings, had a generally positive effect on acquisition performance.

Furthermore, literature has found that top management can manage the intensity
of firm interaction through coordinative decisions. Additionally, these coordinative
decisions need to be balanced to avoid problems arising from either being too strict
or loose. On the one hand, too vague coordinative decisions could lead to endless
negotiations between employees and managers of the firms (Kroon et al., 2022). On
the other hand, too precise coordinative decisions could lead to sub-optimal solutions
due to the lack of specific understanding necessary (Moore, 2011). Additionally,
letting employees, to some degree, decide together can lead to positive interactions as
well as give a feeling of ownership (Castanier & Karim, 2013). This implies that some
restraint of power from decision-makers is needed. However, Kroon et al. (2022)

7
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argue that top management needs to keep in mind that even sub-optimal solutions
might be worthwhile if it avoids excessive arguing between firms’ employees.

2.2.2 Alignment and standardisation

The literature finds contradictory results regarding the effect of alignment and stan-
dardisation across the two organisations involved in a merger or acquisition (Graebner
et al., 2017). The research focuses on promoting performance and knowledge transfer
where the evidence for the latter is more coherent. In the following section, different
perspectives on alignment and standardisation will be discussed in conjunction with
the implications on integration success.

Cording ct al. (2008) employed the notion of integration depth to describe the
degree to which functional areas such as human resources management, production,
marketing programs, and strategic planning were integrated or combined. They
discovered a positive relationship between the level of integration, the consolidation
of comparable business units and the transfer of knowledge from the acquirer to
the target. This, in turn, was linked to increased post-acquisition stock returns.
Similarly, Bauer and Matzler (2014) adopted Cording et al’s (2008) integration depth
measure and established a correlation with M&A performance. However, Reus et al.
(2016) found no direct effect on performance when researching the extent to which
functional areas of the acquired firm were integrated with those of the acquirer.

Sarala and Vaara (2010) focused on the level of change in the merging organi-
sations and measured operational integration efforts as the extent of post-acquisition
changes in the acquiring and the acquired company as well the elimination of overlap-
ping business units and standardisation of practices. They found that this measure
helped to predict successful knowledge transfer resulting in benefits to operations.
While Vaara et al. (2012) utilised a slightly different measure by including decision-
making, they also found a positive relationship between operational integration and
knowledge transfer.

In Bauer and Matzler’s (2014) study of integration depth, they also found that
strategic complementarity increased the degree of integration while cultural simi-
larity had the opposite effect. This suggested that cultural similarity can act as a
substitute for integration and that the type of merger will influence the required
degree of integration. Shrivastava (1986) assert that mergers with the ambition to
pursue market synergies or consolidation require the greatest degree of organisational
integration.

2.2.3 Structural integration

Graebner et al. (2017) bring forward a set of studies that distinguish between
targets that maintain their separate P&L after the acquisition and targets that are
structurally integrated into the acquiring firm. Despite mixed empirical findings on
the relationship between autonomy, structural integration, and performance, the



2. Literature review

literature suggests that autonomy and integration can impact both sociocultural
aspects such as stress and cooperation, as well as operational performance in the
integration process.

Despite previous research traditionally considering integration and autonomy as
similar concepts, recent studies have demonstrated that these two constructs are
distinct. Specifically, Zaheer et al. (2013) have defined structural integration as the
degree to which the acquiring firm consolidates the functional activities of the target
into its reporting hierarchy, while target autonomy is defined as the extent to which
the acquiring firm delegates decision-making power to target managers over function
activities. Other scholars, such as Larsson and Lubatkin (2001), Reus et al. (2016),
and Sarala and Vaara (2010), have likewise found that autonomy and integration
are separate. These findings suggest that PMI has, at a minimum, two dimensions:
one related to communication, coordination, alignment, and standardisation, and
another related to imposition, domination, and control.

One of the foundational typologies that conceptualises integration as multidimen-
sional, which is seen in figure 2.2, is the four integration approaches proposed
by Haspeslagh and Jemison (1991). Their framework focuses on two dimensions:
strategic interdependence, which refers to the dimension related to communication,
coordination, alignment, and standardisation, and Organisational Autonomy, which
refers to the dimension related to imposition, domination, and control. Strate-
gic interdependence suggests the degree of interdependence between merging firms
with respect to capability transfer and resource sharing, while organisational Au-
tonomy pertains to the extent to which an organisation’s culture is preserved or
dissolved (Haspeslagh & Jemison, 1991). The four distinct integration approaches
are preservation, symbiosis, holding, and absorption.

Need for strategic interdependence

High Low

High

Symbiosis Preservation

Absorption Holding

Need for autonomy

Low

Figure 2.2: Integration matrix by Haspeslagh and Jemison (1991).

Angwin and Meadows (2014) conducted a review of Haspeslagh and Jemison’s
framework and identified a correlation between some of the variables within the
two dimensions, indicating that the typology is not orthogonal. As a result, they
presented a modified framework, as seen in figure 2.3 that includes the two new
dimensions acquired firm level of autonomy and knowledge transfer, which they
found to be uncorrelated. Moreover, they proposed a new integration approach
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called re-orientation, which is more balanced in both dimensions. The updated
typology consists of the approaches intensive care (an updated version of holding),
preservation, absorption, symbiosis, and re-orientation.

Acquired firm level of autonomy

High Low
Y
[T
o =
g Symbiosis Absorption
H
Fi)
o Re-orientation
&0
ke
]
~ . .
g Preservation Intensive care
G
£ 3
o |

Figure 2.3: Integration matrix by Angwin and Meadows (2014).

The five different integration strategies in the typology by Angwin and Meadows
(2014) are based on the acquired firm’s organisational fit, which refers to the level
of autonomy, and the potential for knowledge transfer between the firms. The first
strategy, intensive care, is commonly known as a turnaround acquisition and is
appropriate for poorly performing companies requiring highly directive instructions
from a well-informed acquirer (Angwin & Meadows, 2014). The preservation strategy
focuses on maintaining the autonomy of the two organisations and allowing them
to continue to operate independently (Haspeslagh & Jemison, 1991). The aim is to
preserve the strengths of each organisation and avoid any major changes that could
disrupt their operations (Haspeslagh & Jemison, 1991). In the absorption strategy,
one organisation is integrated into another, and it is usually the acquired company’s
operations, organisation, and culture that are dissolved and either integrated into
the acquirer or one of its platform companies (Haspeslagh & Jemison, 1991). The
symbiosis strategy involves creating a new organisation that combines the strengths
of both organisations, with the goal to create a new entity that is more powerful
and effective than either organisation on its own (Haspeslagh & Jemison, 1991).
Finally, the re-orientation strategy revolves around acquiring financially healthy
companies and achieving exploitation gains by coordinating administrative structures
and outward-facing functions while maintaining independent operations, production,
and development functions (Angwin & Meadows, 2014).

The existing literature on the relationship between autonomy and performance
has yielded mixed empirical findings. For example, Weber et al. (1996) discovered
that greater autonomy resulted in reduced cooperation but also less stress in do-
mestic acquisitions. However, in the context of international acquisitions, greater
autonomy consistently led to a worse attitude toward cooperation, increased stress,
and reduced commitment. By focusing on the transfer of knowledge and capabili-
ties, Sarala and Vaara (2010) found that increased autonomy hindered knowledge
transfer. However, Ranft and Lord (2000) found that autonomy improved employee
retention, which thereby enhance the transfer of technological capabilities from
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the target to the acquirer. Lastly, both Reus and Lamont (2009) and Reus et al.
(2016) identified a positive relationship between autonomy and acquisition perfor-
mance, implying that greater autonomy is beneficial for post-acquisition performance.

Kroon et al. (2022) have shown that top management’s early and clear integration
decisions can offer advantages to the success of the integration. Leaving everything to
negotiation can result in excessive concern over decision-making rather than execution.
Moreover, Haspeslagh and Jemison’s (1991) multidimensional and multistage process
of integration suggests that successful integration involves two phases. Birkinshaw et
al. (2000) found that in the first phase, managers should focus on human integration,
fostering cultural convergence and mutual respect while satisficing task integration.
In the second phase, which occurs a few years post-acquisition, managers revisit task
integration and make additional changes to optimise task performance.

2.2.4 Reconfiguration and renewal

Graebner et al. (2017) describe reconfiguration and renewal as the dynamic process
of realising potential value by continually reconfiguring assets, capabilities, and
knowledge to sustain competitive advantage. This approach goes beyond the tra-
ditional strategic perspective of economies of scale and scope, as it recognises the
potential of M&A to disrupt organisational inertia and introduce new organisational
and technical components which can be combined in new ways. Graebner et al.
(2017) categorise this research arca into four streams, the reconfiguration of business
units, resources, knowledge, and social networks.

The first aspect of reconfiguration and renewal is the restructuring of business
units’ boundaries between the firms. Karim’s (2006) rescarch revealed that acquired
units are more susceptible to reconfiguration and integration into other units than
internal units. Furthermore, Gomes et al. (2013) assert that the decisions and actions
related to restructuring business units will be influenced by path dependency. They
argue that previous practices have an impact on subsequent activities and choices,
and it is, therefore, important to recognise the links between various stages of the
process when planning the integration. Barkema and Schijven (2008) further argue
that organising business units becomes increasingly complex when a buyer makes
additional acquisitions. They also discovered that the extent of performance improve-
ment following a restructuring event is contingent on the number of acquisitions
made by the buyer since the last restructuring.

The second part is the reconfiguration of resources which refers to the use and
assistance of resources between the firms and is studied at a more nuanced level
than the restructuring of business units. Capron et al. (1998) discovered that it is
typical for R&D, manufacturing, and marketing resources to be transferred from the
targets to the acquirers, while managerial and financial resources are moved from the
acquirer to the target. Additionally, Capron and Mitchell (1998) found that bilateral
resource redeployment (to and from the target) was more effective than unilateral
redeployment in enhancing post-acquisition capabilities. However, Graebner et al.
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(2017) contend that there is a bias toward retaining the acquirer’s assets, irrespective
of quality.

The third aspect regards knowledge transfer and recombination and this research
has shifted towards a knowledge-based perspective of the firm and analysed aspects
such as technical innovation capabilities, manufacturing know-how, and managerial
capabilities. Kogut and Zander (1996) advocate that the transfer of knowledge-based
resources carries specific risks as well as the potential for value creation during the
post-merger integration phase. Building upon the same perspective, Bresman et al.
(1999) established that post-merger integration is a two-stage knowledge transfer
process in which the acquirer unilaterally imposes its knowledge on the acquired firm
during the early stages. As time progressed, knowledge transfer become reciprocal
and collaborative, transforming into a bilateral process.

In the literature on knowledge transfer between merging firms, scholars have high-
lighted several factors that impact the process. Larsson and Finkelstein (1999),
Cording et al. (2008), and Sarala and Vaara (2010) have identified communication,
standardisation of functions, and better HR practices as key determinants of success-
ful knowledge transfer. Furthermore, Graebner (2004) emphasised the critical role of
acquired leaders in the integration of knowledge-intensive firms. These leaders can
help to mitigate employees’ concerns and maintain productive momentum, thereby
realising expected value.

However, as noted by both Kogut and Zanders (1996), and Ranft and Lord (2002),
the integration of knowledge-intensive firms presents unique challenges. Acquirers
must balance the desire to achieve synergies with the need to preserve the capabilities
of the target firm. Empson (2001) has identified two barriers to effective knowledge
transfer in this context. The first is the fear of exploitation, which arises when
merging firms have different levels of codified and tacit technical knowledge. The
leading employees may fail to appreciate the value of others’ knowledge and fear
that they will receive nothing in return for sharing their own. The second barrier is
the fear of contamination, which occurs when one firm believes that its counterparts
have an inferior image. As a result, they may be hesitant to share client information
out of fear that it will tarnish their reputation.

To manage these tensions, Ranft and Lord (2002) have proposed a grounded model,
which is seen in figure 2.4 that links implementation speed, communications, auton-
omy, retention, and transfer of technologies and capabilities. This model highlights
the importance of preserving and transferring knowledge during post-merger integra-
tion.

Based on their cases, Ranft and Lord (2002) have developed thirteen propositions
in conjunction with the model. Some of these are explained below. First, it is
more difficult to implement tacit and socially complex knowledge. Second, greater
autonomy facilitates the preservation of an acquired firm’s tacit and/or socially
complex knowledge. However, greater autonomy also inhibits the transfer of the
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acquired firm’s technologies and capabilities that are based on tacit and/or socially
complex knowledge. Additionally, rich communications facilitate the preservation
of the acquired firm’s technologies and capabilities by creating a more favourable
climate between the two organisations while on the other hand, rich communications
also facilitate the transfer of the acquired firm’s technologies and capabilities by en-
hancing the exchange of tacit and/or socially complex knowledge. Lastly, the relative
size and the relative performance of the acquired firm are positively associated with
low integration and retention of key employees but are negatively associated with
communications between the two organisations.

Nature of underlying Transfer of technologies
knowledge and capabilities
¢ Tacit * Knowledge preserved
* Socially complex * Knowledge transferred

Management practices Key dimensions of
¢ Top management team implementation
composition ¢ Speed

¢ Financial incentives ¢ Communication
¢ Corporate commitment * Autonomy

* Retention
Acquisition context

* Relative size
* Relative performance

Figure 2.4: Grounded model of acquisition implementation (Ranft & Lord, 2002).

The last aspect is network reconfiguration where a few scholars have researched
the reconfiguration of social networks in the context of M&A, such as interfirm
communication and different individuals’ social position in their firms. Allatta
and Singh (2011) discovered that e-mail communication between individuals in the
acquiring and target firms was initially more frequent within each firm than between
the two firms. However, communication between the two firms gradually increased
over time and reached its peak after two years before returning to lower levels.

2.3 Sociocultural integration

Reconnecting to the problem statement, sociocultural integration is described by
Graebner et al. (2017, p.3) as “the various human, social, and cultural aspects of PMI,
including issues of identity, justice and trust”. Research has shown that the employee
factor is one of the key areas contributing to the high failure rate of M&As and
two-thirds of all mergers fail to meet the desired results in the sociocultural aspect
(Appelbaum et al., 2000; Ravenscraft & Scherer, 2011). Sociocultural integration
involves activities such as culture, identity, justice, and trust (Graebner et al., 2017).
These activities are in more detail discussed in the coming sections.

2.3.1 Culture

The notion of culture in the context of M&A was initially introduced by Schein (1985)
and described as the shared beliefs and values among senior managers regarding
appropriate business practices. Over time, the concept has evolved to encompass
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multiple levels of analysis, including subculture, functional, national, regional, indus-
trial, and organisational levels (Gomes ct al., 2013; Teerikangas & Very, 2012). All
types of culture can also be conceptualised at different levels of observability, such
as practices, values, and fundamental assumptions, (Gerhart, 2008) and is therefore
difficult to define. However, Bouchikhi and Kimberly (2012) describe culture in a
broad sense as the shared values and beliefs within a group. Organisational culture
is referred to as the “environment in which people work and the influence it has on
how they think, act and experience work” by Warrick et al. (2016). Lastly, national
culture was early defined by Hofstede (1980) and refers to the nationally collective
programming of the mind where cultural values create a broad tendency to prefer
certain circumstances over others.

Considering the effects cultural differences have on performance, several studies
have demonstrated that cultural differences can result in both expected and unex-
pected clashes and conflicts (Graebner et al., 2017). However, the impact of cultural
differences on performance has not been conclusively established. On the one hand,
differences in organisational culture have been linked to negative outcomes, such
as declines in accounting metrics and stock market value following domestic M&A
(Chatterjee et al., 1992). Similarly, research has shown a negative correlation between
cultural distance and financial performance in international acquisitions (Gomes et
al., 2013). On the other hand, recent studies have argued that cultural differences
may also have a positive effect on post-acquisition performance. Positive associa-
tions between cultural differences and performance, attitudes, and stress have been
observed in both organisational and national contexts (Teerikangas & Very, 2012).
For instance, Vaara et al. (2012) examined the effects of both organisational and
national cultural differences on social conflict and knowledge transfer and reported
that national cultural differences were negatively associated with conflict, whereas
both organisational and national cultural differences were positively associated with
knowledge transfer.

Considering the impact that cultural differences can have on performance in an
organisational context, research has demonstrated that such differences can give rise
to various challenges that impede the integration process and increase the costs of
acquisition (Brock, 2005; Cartwright & Price, 2003). For instance, disparities in
organisational culture have been linked to initial resistance from employees, which
can in turn diminish the performance of the acquisition (Smoulders et al., 2023).
Furthermore, Weber et al. (1996) discovered that cultural differences were associated
with reduced commitment and cooperation among top management in merging
organisations.

The influence of national cultural differences on acquisitions is often perceived
as a complicating factor and is associated with failures in M&A (Calipha et al.,
2010). In the context of international acquisitions, national cultural differences have
been linked to stress, negative attitudes towards the transaction, and cooperation
(Graebner et al., 2017). However, some scholars have reported a positive relationship
between national cultural differences and performance. For instance, Morosini et al.
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(1998) observed that national cultural differences enhanced M&A performance, and
argued that this was due to the transfer of knowledge in the form of diverse routines,
repertoires, and capabilities that the firms could leverage.

The inconsistent results regarding the influence of cultural differences on performance
have prompted scholars to examine the underlying integration dynamics that give rise
to these varying effects (Graebner et al., 2017). One of the seminal works concerning
integration dynamics is the introduction of acculturation in M&A by Nahavandi
and Malekzhadeh (1988), which refers to the process of cultural adaptation and
alternative scenarios when two organisational cultures merge. They developed an ac-
culturation framework designed to reduce acculturative stress and promote successful
implementation by aligning the acquiring and acquired firms’ preferences regarding
acculturation mode.

The process of acculturation is a wide-ranging cultural concept that centres around
how two groups adapt to each other and resolve emergent conflicts. Berry (1983)
identified four different ways in which acculturation can occur, which he referred to
as modes. Nahavandi and Malekzadeh (1988) adapted these findings to the context
of M&A and the following framework includes the four modes which Berry (1983)
created to describe different cultural outcomes and how they occur.

Desire to preserve culture at the acquired firm

High Low

High

Integration Assimilation

Separation Deculturation

Perceived attractiveness
of the acquirer
Low

Figure 2.5: Target’s modes of acculturation (Nahavandi & Malekzadeh, 1988).

Integration leads to structural assimilation, where the organisations combine, but still
maintain their distinct shared beliefs and organisational practices. Assimilation, on
the other hand, involves one firm adopting the culture of the other. Separation aims
to preserve the culture by maintaining independence from the acquiring organisation.
Lastly, deculturation occurs when the acquired firm loses cultural contact with both
organisations. The four acculturation modes and the choice of appropriate mode
depend on different variables for the acquired firm and the acquiring firm. As seen
in figure 2.5, the acquired firm’s preferred choice of mode is determined by the desire
to preserve their own culture and perception of the attractiveness of the acquirer.

Additionally, as seen in figure 2.6, the acquiring firm’s preferred choice of mode

is determined by the degree of multiculturalism at the acquiring firm and if the
acquisition is in a related or unrelated line of business.
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Degree of multiculturalism

High Low

High

Integration Assimilation

Separation Deculturation

Degree of
relatedness of firms

Low

Figure 2.6: Acquirer’s modes of acculturation (Nahavandi & Malekzadeh, 1988).

According to Seo and Hill (2005), the acculturation mode triggered during the inte-
gration process depends on the relative strength of factors that require organisational
integration, such as the degree of relatedness of the firms, and the strength of factors
that drive cultural differentiation, such as the strength of organisational identity.
Nahavandi and Malekzadeh (1988) argue that acculturative stress occurs when the
two firms cannot agree on the desired mode of acculturation. Elsass and Veiga (1994)
suggest that this stress is most present when there is a strong desire to maintain
the firm’s culture as well as a strong push for organisational integration, which
can lead to resistance to acculturation and significant inter-organisational conflicts.
Lastly, there also exist other frameworks that identify four similar approaches to
acculturation. They also vary in terms of hostility and change but are referred to by
different names (Cartwright & Cooper, 1996; Buono et al., 1985).

Sarala (2010) found that both cultural differences and organisational cultural preser-
vation can increase conflict, while partner attractiveness can decrease conflict. Hence,
it is argued that these findings confirm that both organisational cultural differences
and acculturation factors are essential to understand the post-acquisition integra-
tion dynamics. Managing the acculturation process is particularly crucial when
the cultural differences are significant (Barmeyer & Mayrhofer, 2008; Choi et al.,
2012). However, the manager’s ability to impact the process is limited (Quah &
Young, 2005; Riad, 2007). Additionally, sociocultural controls, such as forming mixed
teams, encouraging socialisation among employees, specialised integration teams, and
personnel exchange, are ways which are proven to help facilitate the acculturation
process (Larsson & Lubatkin, 2001; Lodorfos & Boateng, 2006).

Teerikangas and Very (2012) have found that target firms from different countries
prefer integration approaches that align with their home countries’ national culture.
Target firms’ participation in the integration process is linked to greater acquisition
success (Teerikangas & Very, 2012). However, international M&A is challenged by
various cultural obstacles, including resistance to changing work methods, perceived
threats to employee positions, and nationalism rooted in historical backgrounds (Olie,
1990). Teerikangas and Very (2012) recognise that national culture is particularly
difficult to change and suggest that a national culture-compatible strategy that aligns
with the target country’s culture is the most beneficial method for acquirers.
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When considering the managerial implications of cultural dynamics, Marks (1999)
asserts that cultural due diligence can provide a realistic assessment of the cultural
differences that exist between organisations in M&A. By doing so, managers can
assess the potential for culture clashes and enable proactive planning of interventions
to address acculturation problems. Teerikangas and Very (2012) conclude in their
research that factors such as the degree of mutual trust and shared norms promote
the progress of cultural integration by enabling dialogue and conflict resolution and
decreasing employee fears. To manage employee fears, they claim that managers
need to communicate and explain the need for changes in order to legitimise the
change. Similarly, Reus and Lamont (2009) find that cultural distance decreases
the understandability and transferability of key capabilities and constraints com-
munication between organisations, which negatively affects performance. However,
these findings also indicate that cultural differences enhance the effect of commu-
nication on acquisition performance. Hence, Graebner et al. (2017) argue that
investments in communication are crucial to alleviate the potential negative effects of
cultural distance. These findings are supported by Larsson and Lubatkin (2001) and
Schweiger and Goulet (2005), who assert that social integration measures increase
communication and consequently enhance acculturation.

Another aspect of cultural integration management is cultural learning, which entails
the acquiring organisation’s ability to learn about and understand the target firm
employees’ experiences of being acquired. Schweiger and Goulet (2005) claim that
a positive experience of an acquisition is not a matter of merging similar cultures
but rather a matter of cultural learning. They found that deep-level cultural learn-
ing interventions resulted in enhanced intercultural awareness, understanding and
communication, as well as geared attitudes toward cooperation and integration.
For example, Ashkenas et al. (1998) explain that an integration process, which
entails a cultural workout where managers from both firms discuss differences in
organisational culture and together develop plans to integrate the cultures, results in
a better experience of the acquisition for the employees.

2.3.2 Identity

There are multiple types of identity, including organisational, professional, and
workgroup identity (Seo & Hill, 2005). However, M&A literature has shown special
interest in organisational identity (Seo & Hill, 2005; Terry & O’Brien, 2001), as
M&A results in dramatic organisational changes profoundly affecting employees’
organisational identity (Giessner et al., 2012). Organisational identity can be defined
as an cmployee’s self-conception of membership in an organisation (Bouchikhi &
Kimberly, 2012; Hogg & Terry, 2000). Importantly, this differentiates identity from
culture, in the sense that culture refers to shared values and beliefs whilst identity
refers to the self-concept (Bouchikhi & Kimberly, 2012).

Social identity theory claims that employees who self-identify as a part of an or-

ganisation are more inclined to negatively predispose against people self-identifying
with another organisation (Smeulders et al., 2023), or as in M&A, employees of
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the acquired and acquiring firm (Bansal, 2019). This creates a we-versus-them
scenario resulting in resistance against collaboration (Bansal, 2019; Smeulders et
al., 2023), which is a common outcome for managers mistaking identity for culture
(Bouchikhi & Kimberly, 2012). In addition, decreased post-acquisition organisational
identification amongst the acquired firm’s employees has been shown to result in more
conflict, lower motivation, and organisational performance, putting both financial
and strategic objectives at risk (Giessner et al., 2012).

To better handle these challenges, Bouchikhi and Kimberly (2012) have created
a two-dimensional matrix framework to manage identity integration during the
PMI process, seen in figure 2.7. The first dimension relates to integrating through
preserving both identities or changing one of them. The second dimensions relate
to handling legacies, that is, if the acquiring and acquired firm pursue a common
future through the creation of a new organisational identity or integrate through
legacy identities. These two dimensions result in four distinct approaches for identity
integration, these being assimilation, confederation, federation, and metamorphosis
(Bouchikhi & Kimberly, 2012). These four approaches defined by Bouchikhi and
Kimberly (2012) are shown in figure 2.7.

Integration through

Existing identities Creating a new identity

Confederation Federation

Preserve

Dealing with
legacies identities

Assimilation Metamorphosis

Delete

Figure 2.7: Identity integration matrix (Bouchikhi & Kimberly, 2012).

The first approach in Bouchikhi and Kimberly’s (2012) matrix is assimilation. Assim-
ilation is described as when the acquired firm’s identity is dissolved into the acquiring
firm’s identity. The acquired firm’s visual identity is changed to the acquiring firm’s
visual identity, e.g., name and logo. Additionally, the acquired firm’s management
is dissolved whilst employees who are retained are distributed across the acquirer’s
organisation. The approach strongly signals the need for employees to adapt and
conform to the acquirer’s identity. The level of stress put on employees of the
acquired firm is dependent on the level of commitment to the old identity and the
perception of the new identity’s attractiveness. Assimilation integration is less of
interest when there is a lack of asymmetries between the acquired and acquiring
firms. Terry and O’Brien, (2001) argue that when the firms are similar in size,
profitability, or reputation the acquired firm may perceive its identity to be superior
to the acquirers, consequently, resist changing identity. Bouchikhi and Kimberly
(2012) continue to discuss how the acquired firm’s perception of them being better in
some important dimensions, e.g., that they are more innovative or care more about
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their employees, can further decrease the effectiveness of assimilation. Similarly, but
taking another point of view, Sco and Hill (2005) argue that an acquired firm is
more likely to adopt its identity if they perceive the acquirer to be better in some
important dimensions. Finally, Bouchikhi and Kimberly (2012) continue by arguing
that research on cross-border acquisitions has found that acquired firms often find
the acquiring firm’s identity less attractive.

The second approach in Bouchikhi and Kimberly’s (2012) matrix is confederation.
Confederation is described as when the acquired and acquiring firms’ identities both
arc allowed to be preserved. Both the acquired and acquiring firms’ visual identity,
management structure, and decision-making processes are kept, resulting in the low-
est possible coordination efforts required to realise selected synergies. Confederation
integration is of interest when an adequate level of revenue and cost synergies can
be reached with a low integration depth, balancing economic calculations and psy-
chological needs. That is, the acquired and acquiring firm keep their autonomy and
identities whilst being guided by high-level coordination mechanisms. When applying
the confederation identity integration approach, top management must clearly com-
municate the integration depth to employees, at both the acquired and acquiring firm.

The third approach in Bouchikhi and Kimberly’s (2012) matrix is federation. Federa-
tion is described as when the acquired and acquiring firms’ identities both are allowed
to be preserved but an overarching identity is created that the acquired and acquiring
firms both can identify with and thrive within. Federation integration is of interest
when the local identity and management autonomy are essential for the acquired firm.
That is, preserving the uniqueness of the firm whilst also achieving economies of scale,
in general, two contradictory factors. However, managerial consistency, e.g. quality,
across subsidiaries can be challenging in this form of decentralised organisation.

The fourth and final approach in Bouchikhi and Kimberly’s (2012) matrix is metamor-
phosis. Metamorphosis is described as when both the acquired and acquiring firms’
identities are dissolved into a completely new firm identity. Top management efforts
to create a neutral terrain will enable employees from both firms to forget their old
identities whilst creating a shared identity. Metamorphosis integration is of interest
when there is a high level of strategic and operating integration benefits whilst the
firms have equally strong identities. This approach helps top management to handle
anxieties and uncertainties amongst employees, by avoiding the perception of winners
and losers of the integration and instead focusing on the employees’ participation in
the creation of a new identity.

Although presented as separate approaches, Bouchikhi and Kimberly (2012) briefly
mention that there are possibilities of, over time, change from one approach to
another. For instance, initially sclected confederation integration could over time
naturally change to the federation as identity integration evolves, as in the case of
Air France and KLM (Bouchikhi and Kimberly, 2012).

Moreover, Bouchikhi and Kimberly (2012) have identified two tools to influence
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identity integration, these being the symbolic and the substantive tool. The sym-
bolic tool relates to what the organisation should stand for (Bouchikhi & Kimberly,
2012) and could be managed through the mission statement, corporate values, and
corporate branding (Bouchikhi & Kimberly, 2012; Seo & Hill, 2005). Bouchikhi and
Kimberly (2012) have found that most senior managers think of identity management
in symbolic terms, however, this is not enough. Symbolic tools help to communicate
the desired identity but are not sufficient for lasting change, to facilitate lasting
change, managers need to utilise substantive tools (Bouchikhi & Kimberly, 2012).
The substantive tool relates to the embodiment of identity, that is, the personal
aspects of identity such as decisions related to ownership, leadership team composi-
tion, and recruitment (Bouchikhi & Kimberly, 2012). Examples discussed are using
the substantive tool could be the choice of hiring people aligned, or displacement of
employees not aligned, with the desired organisational identity, and organisational
changes in structures and managing systems. Moreover, it has been found that
highlighting a common competitor or creating cross-firm structures and teams could
have a positive effect on identity integration, the latter by increased understanding
of the other firm’s identity (Haunschild et al., 1994).

2.3.3 Justice

Another important aspect of the human side of change in M&A is the perception of
justice and being treated fairly (Bansal, 2019; Graebner et al., 2017), especially in the
PMI process (Monin et al., 2013). Justice in organisations is defined as the employees’
perception of fairness in the organisations (Colquitt et al., 2005). For instance, in
many M&A transactions decisions are made about the retention and replacement of
employees, which have a profound implication on employees’ perception of fairness
(Seo & Hill, 2005). In turn, employees’ perception of justice then influences attitudes
and consequently behaviours and reactions towards change (Cobb et al., 1995; Seo
& Hill, 2005). In other words, justice legitimises organisational changes, where the
perception of justice helps employees to embrace change and its consequences whilst
injustice problematises change (Bansal, 2019; Monin ct al., 2013), decreases synergy
realisation (Larsson & Finkelstein, 1999), and generate conflicts (Graebner et al.,
2017) often even resulting in complete M&A failure (Herscovitch & Meyer, 2002).

Perception of justice

Distributive justice Procedural justice Interactional justice

Figure 2.8: Perception of justice’s three dimensions.

M&A literature has defined three dimensions of justice perception, seen in figure 2.8
above, these being distributive, procedural, and interactional justice (Bansal, 2019;
Colquitt et al., 2005; Graebner et al., 2017; Monin et al., 2013; Seo & Hill, 2005),
the latter also being called interpersonal justice (Monin et al., 2013).

First, distributive justice is described as the fairness of resources, roles, and re-
wards received compared to what others receive or what is deemed fair in the
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organisation (Bansal, 2019; Colquitt et al., 2005; Monin et al., 2013). Literature
shows that it is important to consider both equity and equality when managing
distributive justice in PMI processes (Bansal 2019), even if it might be hard to
put into practice (Graebner et al., 2017). That is, allowing for equity in receiving
fair outcomes in relation to input whilst also allowing for equality in opportunities
between the employees of the target and acquirer (Bansal 2019). For instance, the
top management could positively influence the perception of distributive justice by
appointing a mix of managers from both the acquired and acquiring firm (King et
al., 2020; Bansal, 2019). Additionally, management needs to decide outcomes based
on the needs of the organisation and employees (Seo & Hill, 2005). Seo and Hill
(2005) exemplify this by arguing that acquired employees should be provided with
training that aligns with the importance of their position in the new organisation,
addressing any skill gaps relevant to their roles. Bansal (2019) brings up some
fundamental equality and equity aspects to consider during the PMI process, these
being compensation, benefits, rewards, recognition, and promotion.

Second, procedural justice is described as the fairness of procedures and meth-
ods used influencing distribution and work (Bansal, 2019; Colquitt et al., 2005;
Monin et al., 2013). The PMI process is characterised by changes in procedures,
especially related to hiring, training, talent management, and rewards (Bansal, 2019).
By doing these changes, management influences the perception of procedural justice.
If changes are ensured to be procedurally fair to employees, they tend to get a more
positive attitude towards integration (Bansal, 2019). It is thus important to provide
a rationale for the change to the employees (Bansal 2019), whilst ensuring these
procedures are accurate, objective, and unbiased (Seo & Hill, 2005). Additionally,
including suggestions from employees in the procedures could further improve the per-
ception of procedural justice (Bansal, 2019). Furthermore, enabling equal partaking
of employees from both the acquired and acquiring firm in important decision-making
can increase the perception of procedural justice. For instance, letting employees
engage equally in decisions regarding procedures related to employee displacement
(Seo & Hill, 2005). Finally, the connection between procedural and distributive
justice is clear, procedural justice in decision methods generally results in a more
positive perception of distributive justice (Bansal, 2019).

Third and final, interactional justice is described as the fairness of treatment and
communication between organisational employees and decision-makers (Bansal, 2019;
Colquitt et al., 2005; Monin et al., 2013). Managers can positively influence the
perception of interactional justice by being honest and transparent in communi-
cation, especially communication directed from the acquiring firm to the acquired
firm (Bansal, 2019). Continuing on the example of displacing employees during the
PMI process, discussed in the other dimensions of justice, literature shows that the
treatment of surviving and displaced employees is instrumental for the perception of
interactional justice (Seo & Hill, 2005). In particular, Seo and Hill (2005) discuss
the importance of handling displaced employees with respect, giving adequate clarifi-
cation for the need for change, and admitting to the difficulties employees face.
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All these aspects of justice are interlinked and of interest to the PMI process
(Monin et al., 2013). However, some literature argues that the most influential is
the distributive aspect of justice since it has the greatest influence on employees’
psychological outcomes (Bansal, 2019; Chen McCain et al., 2010).

Additional complexity of justice is added by considering uncertainty (Bansal, 2019;
Graebner et al., 2017; Melkonian et al. (2011). For instance, Melkonian, et al.
(2011) found that in situations where employees do not have access to adequate
information on distributive and procedural justice, they tend to rely on temporary
heuristics to reduce uncertainty. For instance, they may scrutinise the cooperative
behaviours of authority figures regarding M&A matters. Additionally, employees who
are acquired through M&A often speculate that they are not given complete clarity
regarding their job roles, compensation, and performance appraisal systems within
the acquired company (Bansal, 2019). Justice literature argues that uncertainties
negatively influence the willingness to collaborate (Lind, 2001), which can negatively
affect organisational productivity and even result in M&A failure (Bansal, 2019).

To manage the perception of justice and uncertainties among employees, literature
suggests several interventions, the most prominent being top-down communication
which provides accurate, adequate, and timely information concerning employees’
jobs (Seo & Hill, 2005). Gomes et al. (2013) concur that PMI top-down commu-
nication is critical for the success of mergers and adds that communications also
need to convey the purpose of the merger and integration. Communication can be
efficiently implemented in many ways. For example, Schroeder (2012) found that
informal communication from managers or other staff could be as influential as formal
communication, whilst being less easily controlled. This resulted in the need for
the dissemination of as much information as possible about the PMI process plans
(Schroeder, 2012). However, Gomes et al. (2013) found that overcommunication also
has its downsides. They discovered that managers need to receive communication
that is somewhat vague and ambiguous to enable flexibility towards the changing cir-
cumstances, which contradicts the findings of Schroeder (2012) and Seo & Hill (2005).

As seen, communicating incorrectly can threaten the commitment required for
a successful PMI process. Consequently, Papadakis (2005) suggest that a systematic
effort is vital when managing communication and is argued to be one of the most
influential factors in the PMI process. Such systematic effort is proposed to be a
communication programme which should consider aspects such as honesty, consis-
tency, frequency, and management reliability (Papadakis, 2005). Some literature
implies that the communication programme should be designed in the pre-merger
phase (Gall, 1991). However, Papadakis (2005) concludes that the timing of the
communication programme does not result in different outcomes.

Finally, literature has found a correlation between culture integration and employees’
perception of justice (Bansal, 2019). Bansal (2019) found that successfully managed
cultural integration is one of the most influential factors affecting the perception of
justice, which exemplifies the interconnectedness of the factors in this thesis.
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2.3.4 Trust

The cross-literature review by Rousseau et al. (1998, p. 395) concluded that the
widely held definition of trust is the “psychological state comprising the intention to
accept vulnerability based upon positive expectation of the intentions or behaviour
of another”. Graebner et al. (2017, p. 41) have a more managerial point of view
and define trust as the “willingness of a person, group, or organisation to rely on
another party’s actions in situations involving opportunism or risk”. On the contrary,
distrust is defined as having a negative expectation of another party’s actions in
situations involving opportunism or risk (Sitkin & Roth, 1993; Stahl et al., 2011).
As seen in the definitions, the requirement of a presence of risk is detrimental to the
relevance of trust, meaning that trust is irrelevant in the absence of risk (Rousseau
et al., 1998; Stahl et al., 2011).

Furthermore, literature has found that the uncertainties arising after an announce-
ment of a M&A lay the foundation for distrust (Stahl et al., 2011), which often
continues throughout the whole PMI process (Stahl & Sitkin, 2005; Graebner et al.,
2017). Distrust arises because the situation is unpredictable from the employees’
point of view, information is easy to misinterpret, and employees may feel vulnerable
(Stahl et al., 2011). This is important since distrust has been found to be related to
a variety of problems (Graebner et al., 2017), which can undermine the realisation of
synergies (Stahl et al., 2011). Conversely, trust has been found to have a positive
effect on employees’ attitudes and behaviours, enabling capability transfer, resource
sharing, and learning, in turn positively affecting the realisation of synergies (Stahl
et al., 2011). In short, trust has a positive impact on the success of integration efforts
(Graebner et al., 2017).

In addition, Stahl et al’s (2011) study on factors influencing trust from acquired
firm to the acquirers’ top management found that integration process variables, such
as acquirer multiculturalism, quality of communication, and perceived employee ben-
efits, had a major impact on trust and the outcome of the acquisition. For example,
failing to communicate adequately and timely can result in the spread of anxiety
among employees through unfounded rumours and uncertainties (Papadakis, 2005;
Schroeder, 2012). This, in turn, can lead to the creation of distrust and negative
attitudes towards the M&A transaction amongst employees and ultimately lead to
the failure of the M&A transaction (Papadakis, 2005). Additionally, relationship
history and interfirm distance were also investigated but no clear connection between
these variables and trust was found. Stahl et al. (2011) thereby concluded that
findings directly imply that the acquirer’s integration process strategy affects the
acquired firm’s employees’ trust towards top management of the acquiring firm,
further motivating the need for trust to be considered in the PMI process.

Moreover, literature has identified five dimensions influencing trust from the acquired
firm’s employees to the acquirer’s management, these being perceived ability, benev-
olence, integrity, openness, and value congruence (Mayer et al., 1995; Stahl et al.,
2011), seen in figure 2.9.
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Trust

Ability Benevolence Integrity Openness Value congruence

Figure 2.9: Trust’s five dimensions.

First, ability is described as the skills, competencies, and characteristics needed to be
possessed to enable trust (Mayer et al., 1995). For instance, the perceived competence
of top management to make decisions within one area can give a perception of ability
and thus result in an increase in trust. On the contrary, top management might
be perceived as lacking competence within another area resulting in a decrease in
trust. Mayer et al. (1995) argue that this shows the domain specificity of the ability
dimension.

Second, benevolence is described as the extent one party believes that another
party want to do good for the former (Mayer et al., 1995), not pursuing opportunistic
behaviour and instead maximising joint outcomes (Stahl et al., 2011). Benevolence
is, according to Véisdnen et al. (2021), the most difficult dimension of trust to assess
in a new relationship. Whitener et al. (1998) state that managers can increase the
perception of the benevolence dimension by not exploiting employees for their benefit,
protecting employees’ interests, and being thoughtful of employees’ needs.

Third, integrity is described as the expectation of the behaviour of another party,
regarding reliability, dependability, and consistency (Mayer et al., 1995; Stahl et
al., 2011). A firm’s employees perceive the consistency of management’s words and
actions which they construct their perception of integrity based on (Whitener et
al., 1998). In particular, they observe the credibility of communication and the
alignment of communication and actions (Mayer et al., 1995). Schweiger et al. (1993)
emphasise the importance of validating communication through actions and Gomes
et al. (2013) emphasise the importance for managers to only give promises they
intend to fulfil. Given the ambiguity that words and actions can entail, not doing
so could lead to increased uncertainties and insecurities which ultimately results in
decreased synergy realisation (Schweiger et al., 1993; Gomes et al., 2013).

Fourth, openness is described as the extent one party freely shares thoughts, feclings,
and information with another party (Stahl et al., 2011). Not openly communicating
can negatively influence trust (Whitener et al., 1998).

Fifth, value congruence is described as the “compatibility of an employee’s be-
liefs and values with the organisation cultural values” by Sitkin and Roth (1993).
The perception of value congruence is enhanced by shared norms, values, and goals
(Stahl et al., 2011).

Bridging the previously discussed literature, Stahl et al. (2011) found that integration
process variables had a profound influence on the five fundamental dimensions of
trust during the PMI process. In turn, trust influences the sociocultural integration
outcomes, ultimately having an impact on the success of integration and post-merger

24



2. Literature review

performance (Graebuner et al., 2017; Stahl et al.; 2011). Showcasing the importance
of considering trust in the PMI process.

To conclude, Stahl et al. (2011) point to the managerial aspect and state that
managers better address challenges related to trust by carefully planning and man-
aging the PMI process than selecting targets based on trust in the pre-merger phase.
They exemplify this by arguing that trying to increase the integration speed, not
imposing the acquirer’s culture on the acquired firm, being mindful of communication,
and providing incentives are better tools to influence trust and thus contribute to
the success of the PMI process.

Regarding interconnectedness with other factors, trust is more connected to the
integration approach than the pre-merger phase (Stahl et al., 2011). Trust is heavily
influenced by culture, communication, and interaction, amongst others (Graebner et
al., 2017).
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Research method

3.1 Methodological approach

This thesis aims to produce contextual knowledge about the post-merger integration
process at Volvo, to generate an understanding of important factors from the par-
ticipants’ view. Thus, according to Bell et al. (2019) and McCombes and George
(2023), this entails a qualitative approach which investigates the subjective view of
participants and has interpretivism and epistemological considerations. Furthermore,
employing abductive reasoning allows for the encountering of empirical phenomena
which then are attempted to be explained by literature (Bell et al., 2019). This
enables the researchers to be open to surprising insights, avoiding excessive empha-
sis on confirming preunderstandings, which is critical for the results of the study
(Alvesson & Kérreman, 2017).

3.2 Literature review method

The literature review was conducted with the aim to map completed research within
the topic, using scientific research and textbooks. Key search words were tracked
and logged in Microsoft Excel, and Zotero was used to collect, organise, annotate,
and manage literature sources. As found, Graebner et al. (2017) and Bodner and
Capron (2018) have conducted eminent and extensive literature reviews convening
historical literature, creating frameworks, and setting standards on how to describe
the research area. The literature review of this thesis thus took a stance in these
reviews, as they also have been the foundation for much of the following research.

Furthermore, the literature on M&A and the post-merger integration process did
not comply with the legal distinction of merger and acquisition. It was discovered
that mergers and acquisitions were used interchangeably. This further resulted in
the use of the post-merger integration process as a collectively used name for both
acquisitions and merger integration. These forms of labelling were also discussed in
literature (Graebner, 2017; Schreuder, 2013; Schmidt, 2013). Nevertheless, during
the literature review in this thesis, the context of the research was considered. More
specifically, considering the representability of research on legal mergers and large
acquisitions.
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3.3 Data collection method

Furthermore, case studies are good for understanding the uniqueness and complexities
of cases (Bell et al., 2019). Thus, given the uniqueness and complexity of M&A
integration processes (Bodner & Capron, 2018), a case study design was preferable.
Additionally, it is particularly good for examining and understanding a process
(Morald, 1992), which we defined post-merger integration to be. Looking at two
case studies, thus utilising a multiple-case study design, allowing for identifying and
distinguishing unique findings from each case in relation to their contexts (Bell et
al., 2019), whilst also better exploring general phenomena (Stake, 1995). This was
necessary to fulfil the goal of identifying post-merger integration factors for usage in
future integration processes.

In general, case studies have a longitudinal element (Bell et al., 2019). However, due
to time limitations forced by the degree programme, data was required to be collected
in a cross-sectional time horizon. Consequently, historical cases were researched to
gain longitudinal insights into the post-merger integration processes. Furthermore,
the goal of the thesis implied a need for representative case types (Yin, 2018), that
is, exploring cases that exemplify the factors influencing post-merger integrations.
In addition, cases should be picked based on the possibility to learn (Stake, 1995),
choosing the right cases which are expected to result in the best learnings is thus vital
according to Bell et al. (2019). Thus, the selection of cases was conducted through
discussions with Volvo. More specifically, Volvo presented a range of precedent
acquisitions and a short introduction to each. Additional research for each proposed
acquisition was conducted to get a more accurate and deeper understanding of each
case. Finally, the suitability of each case was evaluated, and two cases were selected
that best answered the thesis’ research questions. The selection considered multiple
variables that were important in this study, including access to management, available
information, time of acquisition, possibility to learn, and representativity of the cases
for future acquisitions. The chosen cases were both acquired within the last 10-year
period and there were good possibilities to contact top management. Additionally,
the cases’ acquisition structures, low level of integration and small and medium-sized
enterprises (SME), were representative of Volvo’s general acquisition structure. Thus,
enabling for application of learnings to future acquisitions by Volvo. Conversely, one
failed acquisition was disregarded since the acquired firm had been shut down due
to insufficient performance. This led to restrictions in access to target management
and employees, resulting in an inability to gather multiple subjective views.

The empirical data was gathered through multiple one-hour-long semi-structured
interviews with open-ended questions (see Appendix A and Appendix B), which
is the preferable method when conducting multiple case studies (Bell et al., 2019).
This was conducted by designing an interview guide in advance whilst also enabling
flexibility and adaptation based on interviewees’ responses (Gillham, 2008). The
interview guide should, and did, balance the need for answering stated research
questions and allowing for the finding of unexpected and novel themes (Bell et al.,
2019). Additionally, it also considered the possibility for participants to express
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their subjective views, discussed in more detail in relation to the sampling strategy
below. Most of the questions were followed with follow-up questions depending on
the respondents’ answers. Thus, a few of the questions in Appendix A and Appendix
B may be comprehended as a bit closed but laid the foundation for more open
follow-up questions. Furthermore, interview questions were formulated based on the
frameworks and information found through the literature review, to validate findings.
In addition, interview questions were grouped into subjects and marked according
to importance, to better manage sudden time constraints and ensure a certain level
of continuous flow of topic areas (Bell et al., 2019). Finally, interviews aimed to be
conducted physically, however, one interview was conducted digitally over Microsoft
Teams because of the geographical distance. Physical interviews were preferable since
verbal cues and body language are easier to identify in person (James & Busher, 2009).

Interviewees were purposively sampled since cases were selected to best represent
the population, thus requiring formal sampling (Bell et al., 2019). Consequently,
interviewees were selected based on their type of involvement in the specific case and
knowledge of the case’s post-merger integration process. Thus, the initial selection of
interviewees was made in collaboration with Volvo’s corporate finance department.
As they have been the pre-acquisition process owner, they have a good understanding
of the involvement among employees at Volvo. They have therefore the capability to
identify potential interviewees. A sequential approach was used in addition to collab-
orating with Volvo’s corporate finance department, to find potential interviewees.
Furthermore, the subjective view and experiences of participants necessitated the
need for conducting interviews with different people, regarding seniority and role. For
instance, interviewing both the CEO at the acquired form, the responsible person at
Volvo, and employees resulted in valuable insights from different perspectives. Finally,
interviews were conducted until saturation was deemed to have been achieved whilst
considering time limitations imposed by the degree programme, ensuring that each
factor was understood correctly and with enough certainty (Bell et al., 2019). The
final selection of interviewees and relevant information could be seen in Appendix C.

3.4 Data analysis method

A thematic analysis was the preferred data analysis method in this thesis. Analysing
qualitative data is complex, but the complexity of the qualitative data could be
understood through an abductive analysis of empirical and literature findings theme-
wise (Bell et al., 2019). To accomplish this recording was taken during the interviews
which were later transcribed, through available software. The transcriptions were the
foundation for data analysis whilst they also strengthened the validity of the findings.
Transcribed interviews were then coded into themes in Microsoft Excel, themes
aligning with the literature review. This was done to make sense of the information
gathered throughout the interviews. The coded data were then abductively analysed
with literature, theme-wise. The chosen methodology helped to identify factors
influencing the post-merger integration process at Volvo, hence, best answering the
stated research questions.
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3.5 Anonymisation

The acquired companies’ and interviewees’ identities have been anonymised in
agreement with Volvo, to protect their confidentiality. The company names are
changed with pseudonyms and the interviewees are referred to their position within
the organisation. All participants were informed of these conditions before the start
of the interview. The anonymisation was necessary to avoid publishing or sharing
sensitive, specific information related to Volvo.

3.6 Validity and replicability

The internal validity of this thesis was strengthened by interviewing multiple par-
ticipants with different responsibilities and seniorities, as discussed earlier. This
triangulation both confirms findings and allows for different, subjective, perspectives
of the same situation, thus strengthening internal validity (Pauwels & Matthyssens,
2004).

The external validity of case studies is a topic of great discussion (Bell et al., 2019).
Some argue that cases are hard to generalise (Morald, 1992). However, Flyvbjerg
(2006, p. 224) argues that cases create “concrete, context-dependent knowledge”
which he believes is the only thing social science can generate reliably. Nevertheless,
most literature agrees that case studies aim to gain a deep understanding of the case’s
complexity (Bell et al., 2019). Additionally, as mentioned, utilising a multiple-case
study design allows for an understanding of these complexities (Bell et al., 2019),
whilst also exploring general phenomena (Stake, 1995). Thereby, strengthening
external validity compared to using a single-case study design. Nonetheless, the
research might lack wider generalisation.

Replicability was strengthened by the detailed documentation of the research method
and process in this section (Bell et al., 2019).

3.7 Method limitations

Although the carefully selected research method, there are some limitations. Time
limitations may have inflicted a lower number of interviews to be carried out. This
could have a negative effect on validity if true saturation was not reached (Bell et al.,
2019). Additionally, time limitations forced the research of precedent post-merger
integration which may have influenced findings compared to investigating the process
first-hand.

Furthermore, having conducted semi-structured interviews gave insights and findings
that are hard to generalise. However, semi-structured interviews have the benefit
that it allows for a better understanding of interviewees’ perceptions (McCombes
& George, 2023), which is necessary when dealing with a complex process (Bell
et al., 2019; Bodner & Capron, 2018). Similarly, case studies are not optimal for
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generalisation, nevertheless, needed for a thorough understanding of the complexities,
as previously mentioned when discussing external validity (Bell et al., 2019; Flyvbjerg,
2006; Morald, 1992).

Finally, this study is limited to SME targets. Larger acquisitions are more complex,
and Volvo often uses external strategic advice for these integrations. Additionally,
Volvo conducts smaller acquisitions more frequently and acquisitions of large targets
have thus been deliminated to being outside the scope of this study.
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Empirical results

4.1 Case introductions

4.1.1 Hive

The first company will be referred to as Hive throughout the thesis. Hive is a
Swedish manufacturer of system products that complement Volvo’s current product
line and are primarily sold independently. The companies have pre-acquisition had
a customer-supplier relationship. Volvo acquired a majority stake in the company,
aiming to increase towards full ownership over time. The intentions were to take
a step towards becoming a full system provider. Since the acquisition, Volvo has
managed the company at arm’s length, allowing the company to act independently
while its activities have been governed through representatives on the company’s
board of directors (BoD). Volvo deemed that the acquisition has been successful in
regard to the financial objectives. An overview of the respondents in the case of Hive
is presented in table 4.1 ;| a subset of the full table presented in Appendix C.

Reference Role

Founder Founder of Hive

Volvo representative President Business Segment Unit at Volvo Subsidiary &
Chairman at Hive

Employee Mechanical Engineer

Former CEO Previous CEO at Hive & President Business Segment
Unit at Volvo subsidiary

Table 4.1: Interviewees and their references at Hive.

4.1.2 Dawn

The second company will be referred to as Dawn throughout the thesis. Dawn is a
Central European manufacturer and engineering company focused on niche products
and customised solutions, improving Volvo’s current capabilities. The companies
have previously had a long-lasting customer-supplier relationship. Volvo acquired
a majority stake in the company quite recently, aiming to increase towards full
ownership over time. The intentions were to complement Volvo’s current product
offering. Since the acquisition, Volvo has managed the company at arm’s length,
allowing the company to act independently while its activities have been overseen by
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representatives on the company’s BoD. Volvo deemed that the acquisition has been
successful in regard to the financial objectives but believed that there was potential
for strategic improvements and synergy realisation. An overview of the respondents
in the case of Dawn is presented in table 4.2, a subset of the full table presented in
Appendix C.

Reference Role
CEO CEO of Dawn
Volvo representative Vice President Business Segment at Volvo Group

Table 4.2: Interviewees and their references at Dawn.

4.2 Strategic integration

4.2.1 Communication and interaction

4.2.1.1 Hive

Respondents noted that there were some operational points of interaction between
Hive and Volvo. There were collaborations in HR, Hive was allowed to utilise Volvo’s
test facilities, Christmas parties, and group-level training programmes were used.
However, due to the independent structure chosen, interaction points were limited
in number and substance. Interestingly enough, whilst respondents agreed that the
relationship between Volvo and Hive had continued to liken a customer-supplier
relationship, the founder even argued that the pre-acquisition relationship was in
some ways a deeper operational collaboration. The founder argued that this was
because they have, post-acquisition, been uncertain about knowing how to behave
towards one another.

“The customer-supplier relationship was a deeper [operational] collab-
oration. I think both companies have difficulty knowing how to behave
to each other after the acquisition. ‘Are we friends now?’ ‘No, it is an
”

arms-length distance. ~ Founder

Furthermore, respondents expressed varying perspectives on the effectiveness of
interfirm communication, particularly in finding suitable contacts at Volvo for col-
laboration. The founder and the CEO noted instances where the firm has identified
potential areas for collaboration but struggled to connect with the appropriate indi-
viduals at Volvo, which led them to pursue projects independently. In contrast, the
employee attributed communication challenges to the time it takes to receive help
rather than difficulties in communicating with Volvo. To address these challenges,
the respondents proposed a moderator to facilitate discussions and identify the
appropriate contacts across both organisations. It was agreed that such a moderator
must understand domain expertise and have a good understanding of Volvo as an
organisation to find relevant persons. Additionally, the employee suggested the value
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of forums for bringing together individuals from both firms, which can promote
collaboration and help overcome communication barriers.

“I think there needs to be a moderator between the companies. There are
plenty of ideas here. But we can’t just push them because the recipients of
these ideas already have a lot of internal pressure on ideas. [...] When
we look at Volvo, we just think, ‘Ugh, we don’t have the energy to bring
them along because it becomes too heavy’ There’s a big gap there and we
need an intermediary. Someone who moderates that difference and has

the authority or funding to do it.”
— Founder

“To make it work, I believe you need to find these pockets of innovators
within Volvo because they exist. But then you won’t find them in the
organisational chart, you really need to have a feel for it. Who are the
ones we talk to when starting such small side projects that can bubble up?”

— Former CEO

“I think it’s difficult when it comes to finding a moderator. You would
need someone who understands the domain expertise. What are the areas
that should be collaborated on, and then who are the ones that have the

7. ?7}
ability to do that! — Former CEO

“...maybe there is a lack of such forums where you can discuss. [...] It
is easier to get started with collaboration if you have talked to them before

and got engaged in it.”
— Employee

Moreover, respondents did, however, believe that enforcing operational collaborations
would be harmful. They believed it would be better if operational collaboration
would naturally emerge, mutually beneficial. Fearing that it might be perceived as
corporate outplays at Hive.

“I believe that companies operate much better with this arm’s length prin-
ciple, and collaborations only occur when it is mutually beneficial because
then it becomes fair, there are positive driving forces in it.”

— Volvo representative

Finally, respondents did also admit that it was getting easier to collaborate as the
acquired firm grows. Respondents believed that this was a result of communication
at Hive becoming more structured as they grow, thus becoming more similar to the
way Volvo communicates. This trend was expected by respondents to continue, be-
lieving that it will become increasingly easier to collaborate with Volvo going forward.

“As they grow, we sort of catch up with each other and start speaking the

same language.” )
— Volvo representative
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4.2.1.2 Dawn

Respondents said that there were a few operational points of interaction between
Dawn and Volvo. For instance, Dawn was allowed to test their products at Volvo’s
test facilities, which were not available to outsiders, and Volvo tailored its supplier-
customer interface for Dawn. The CEO mentioned that they are currently building
an improved customer-supplier interface between the companies. Nevertheless, inter-
action points were limited due to the independent structure.

Furthermore, both respondents from Volvo and Dawn claim that they try to manage
the interfirm communication to not overwhelm the rest of the organisation. The
Volvo representative noted that Dawn is not equipped to facilitate the additional
work that comes with increased communication and interaction.

“If we were to constantly contact them and ask them, how did you think
here and what did you do here, then they would never have time to make
any products or any technological developments |[...] they would have to
multiply their staffing and just answer our questions.”

— Volvo representative

To manage this the Volvo representative expressed the need for intermediaries, both
in a strategic and a technical field. In fact, the respondents described themselves
as coordinators of communication and activities, funnelling information between
Volvo and Hive, aiming to make collaborations between the firms more efficient.
Additionally, the CEO also believed that Volvo was not equipped to hand to handle
unconstrained communication from Hive to Volvo as the communication would seem
disorganised from Volvo’s point of view. Despite that, they acknowledged that there
are some collaborations and communications in which they do not take part.

“You know, I said before that I'm somewhat managing a little bit the
interaction with Volvo. That’s true but I'm not in every meaning. Of
course, we have working groups around engineering where I don’t partici-
pate in the technical meetings.”

- CEO

“Then I naturally continued as a coordinator and thus I became this funnel.
What should we do, how should we communicate and not, and how will
we make sure our engineers do not force in.”

— Volvo representative

“Because we cannot allow everyone to talk to Volvo. It would be a disas-
ter if our people tried to contact Volvo a little more because from their
perspective we would seem very disorganised in the way we communicate.”

- CEO
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4.2.2 Alignment and standardisation
4.2.2.1 Hive

The study’s respondents explained that the integration depth between Volvo and
Hive is limited, with the two organisations operating separately with an arm’s length
distance. While certain operational touchpoints exist and some of Volvo’s adminis-
trative functions have been involved in Hive, the overall perception is that the firms
are distinct entities. Volvo’s approach to the integration is aimed at maximising the
benefits of both companies by allowing Hive to expand their business independently
instead of integrating the technology into Volvo’s organisation.

“We want to let Hive run as strongly as possible in its own business, and
then gradually find the opportunities for integration.”

— Volvo representative

While the two firms remain largely separate, some standardisation of practices has
occurred between Volvo and Hive, particularly in areas such as union agreements,
code of conduct, and work methodology where Hive have taken part of Volvo’s
routines and adapted them into their organisation. These standardisations have
taken different forms, including practices offered by Volvo to Hive, those imposed by
Volvo, and those requested by Hive.

“With the integration to Volvo, their collective agreement with all its

benefits now applies, which brings in a lot of advantages.”
— Founder

“There is nothing to negotiate regarding export control and what you legally
can or cannot sell in military contexts, so those aspects were very clear-cut

and just had to be implemented.”
— Former CEO

The respondents provided various reasons to why Hive was not integrated into Volvo,
reflecting differing perspectives on the matter. These reasons were associated with
market dynamics as Hive’s products are within a different market segment, the
complexity of the products, and that allocating resources to integration hinder would
financial growth of Hive.

“Hive’s sweet spot is really within a different market segment. We are in
a market where they are not so strong. And they are in a market where
we are not so strong.”

— Founder

“I believe that Volvo, as an organisational structure, would not been able
to handle the complexity of those products in a global context. It is so
specialised both in terms of customer experience and technology.”

— Former CEO
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Volvo emphasised that their decision to keep Hive as a separate entity is aimed at
maximising their potential development. Respondents highlighted that integrating
Hive into Volvo would have been detrimental, as the larger company’s processes are
not well-suited for a smaller organisation that does not have the resources to manage
them. While Hive remains independent, it may still be subject to new directives
that affect the entire enterprise. Nonetheless, Volvo representatives have expressed a
desire to support Hive’s continued independence as much as possible.

Respondents also offered more general insights into their perceptions of the level of
integration depth. Integrating a firm and its products into Volvo can be a costly and
risky process. Previous acquisitions have shown that integration requires that the
company’s production and routines are implemented into Volvo’s processes, which
both takes a lot of time and resources. Such integration can therefore potentially
deteriorate the expected value of the acquired firm. By using the arm’s-length
principle, however, Volvo can acquire firms and help them grow in a low-risk and
financially effective way.

4.2.2.2 Dawn

Regarding the integration depth between Volvo and Dawn, the respondents agreed
that the two organisations are distinct entities and managed at arm’s length. While
there are some aspects of the operational collaboration that go beyond a typical
supplier-customer relationship, there is no integration of functional areas.

“The goal was for them to be their own company and for us to have some
collaborations, but they would never be integrated. [...] We would learn
from each other and, of course, we would help the small company.”

— Volvo representative

“There are some operational touchpoints. |...] But in general, how the
companies are governed is to a very, very large extent through the BoD.”

- CEO

In addition, there are some areas where standardisation of practices has been estab-
lished between Volvo and Dawn, particularly with respect to technological solutions.

“I have been working to coordinate their activities with the rest of the
Volvo group. [...] What we do a lot is benchmarking and comparing

solutions.” .
— Volvo representative

The respondents identified two main reasons why Dawn was not integrated into
Volvo. First, Dawn wanted to maintain its agility as a niche player and integrating it
into Volvo’s administrative systems could make it too slow. Second, the technological
solutions and operational competencies of each firm differed significantly, making
integration impractical and decreasing the potential synergies.
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“Qur strategy is to be a niche player and need to operate outside of Volvo
to remain our agility. [...] This was an extremely important point for us

because we didn’t want to see our company disappear in a black hole.”
- CEO

“I usually say that there is no point in trying to take their solutions into
our systems to help. Because before we get that system in place, they have
already changed the solution, updated it, or made it better.”

— Volvo representative

4.2.3 Structural integration

4.2.3.1 Hive

According to respondents, Volvo’s channel to govern Hive is through the BoD. The
management of Hive has a great degree of freedom to operate as sees fit but is
monitored by the BoD. The BoD is perceived as disconnected to Volvo, rather than
operating as an extension of the organisational line. Volvo makes sure that Hive is
equipped with the right people to address the challenges they are currently facing in
their growth journey.

“Volvo steers as an industrial company, the BoD basically ask manage-

¢ ? g2
ment ‘What can you do? Make a plan and test it _ Founder

“My view is that companies control themselves best, with free rein. It is
then our job to follow along that development, strengthening and assist-
- ”

ng. — Volvo representative
Despite allowing Hive a significant degree of strategic autonomy, Volvo retains the
mandate to enforce its agenda through its majority representation on the board.
The board’s composition also ensures that Volvo’s interests are highly influential in
Hive’s strategic decision-making.

“There was a continuous strategic dialogue, but it functions like any
other company governance. It’s the board’s responsibility to approve the

company’s strateqy.” — Former CEO

“But this ‘at arm’s length’ approach doesn’t mean that we leave them com-
pletely on their own. We like this classic corporate governance approach,

where the board is responsible. ~ Volvo representative

In addition to Volvo representatives, the Hive BoD also includes the founders as
minority shareholders. While Volvo holds the majority stake and retains the power
to enforce decisions, the presence of Hive representatives on the board provides
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a second opinion and protects the company’s interests. Omne respondent noted
that this was especially crucial in the initial stages of the acquisition, but that Hive
is now more confident that Volvo will continue to allow them to operate autonomously.

“When you have co-founders in the company who are as engaged as they
were, that is a huge strength. [...] When you have these two minority
shareholders, it becomes extra protection.”

— Former CEO

“Hive has reached a point where it is not as dependent on them any-
more. Volvo has such a clear direction in how they want to steer the
company, with an arm’s length distance and respect for the independence.”

— Former CEO

The organisational structure between Volvo and Hive has not resulted in any conflicts
or stress, according to the respondents. The owners of Hive considered the ability
to collaborate and communicate with Volvo as an important factor when looking
for an acquirer, which they believe has decreased conflict. However, there are still
challenges in terms of how the two companies should collaborate. Given that Hive
operates as a standalone company while still being financially integrated with Volvo,
they find difficulties in understanding how to relate to each other.

“We could have gotten more money from an American company. But
when you do business, you need to know who you have on the other side,
and we knew each other before, so we decided to go with them.”

— Founder

When examining the impact of the arms-length principle on collaboration between
Volvo and Hive, Hive’s respondents provided two perspectives that hinder collabora-
tion. First, as Hive operates as an independent company, Volvo encourages them to
pursue ideas independently, even though Hive believes that they can create value
together. Second, if Volvo were to approach Hive with a strategic decision or project,
all respondents agreed that it would feel coerced and probably not be appreciated.
The respondents claimed that for a Volvo initiative to be positively received, it
would have to revolve around something that aligns with what Hive is already doing.
However, all respondents at Hive expressed a willingness to achieve collaboration
and customer value together, despite operating as separate companies.

“I tried to point out whether these are actually business areas where we
can create customer value together. They say, ‘yes, we like that, can’t

ou fix it?”
you fi — Founder

“I believe that we might have reacted differently if Volvo had taken a more
active role. However, I think there could have been more synergies. [...]
Having someone here or collaborating in some way would be invaluable.”

— Employee
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When considering the general perception of autonomy, the respondents had different
opinions on the extent to which Volvo should interfere with the acquisition. The Volvo
representative argued that the best way to make Hive equipped for development is to
not interfere by enforcing slow processes as well as to recruit suitable management.
However, others believe that Volvo should take more control of the organisation and
focus on maximising growth.

“A small company needs to build the structures and processes that are
necessary in the phase where it has grown to a certain size, and it needs
to maintain the speed that is expected for growth. ~ Former CEO

“If you buy a company like this, maybe you should get more involved and
take more control of the company. [...] Make sure that we investigate
whether we have the incentives in place to grow it in the best way.”

— Founder

When discussing how Volvo manages the acquisition, the representative emphasised
the importance of having someone with accountability towards acquisition present
throughout the process. In the case of Hive, the representative was involved before
the acquisition and since they later took the role as Chairman in the BoD, fulfilled
the role as a sponsor towards the acquisition. When considering how Volvo manages
the acquisition, the representative emphasised the importance of having someone
with accountability towards acquisition present throughout the process. In the case of
Hive, the representative was involved before the acquisition and since they later took
the role as Chairman in the BoD, fulfilled the role as a sponsor towards the acquisition.

“You probably want someone, like me, that feels a responsibility for the
company from negotiations to acquisition and governance.”

— Volvo representative

“I strongly believe in clear accountability. That someone will have a re-
sponsibility for the whole picture and to make sure the acquisition is
performing well. If it doesn’t, then there is also a natural responsibility.”

— Volvo representative

4.2.3.2 Dawn

According to respondents, Volvo governs Dawn through the BoD. The CEO of Dawn
enjoys a significant level of autonomy in operating the company and driving its
profitability while being monitored by the board. Even though Volvo has enforced
a certain set of requirements, Dawn is still able to operate independently. The
respondent at Dawn understands that the new ownership changes their possibility
to take their own strategical decision but also recognises that it comes with an
opportunity to utilise Volvo and its capabilities.

41



4. Empirical results

“The goal was for them to be their own company and for us to have
certain collaborations. [...] It was an arms-length distance, and they

were to have their own profitability.” _
— Volvo representative

“This is my high estimation in this team as well from Volvo that they have
noticed and recognised and respected that the value of Dawn is not being
increased when taking the company too close to Volvo.” CEO

Dawn engaged in extensive discussions with Volvo before the acquisition to protect
their interests. This was accomplished through various means, including the written
agreements and governance structures regarding the management of the acquisition,
as well as the retention of minority shareholders which make ensure that Dive’s
opinion is reflected and protected in strategic discussions.

Based on the responses from the interviewees, it appears that the organisational
structure between Dawn and Volvo has not resulted in any significant conflicts or
stress. The two companies have collaborated on a technical level, specifically in
terms of quality assurance and discussions on their different technological solution.
However, on respondent noted that there are some challenges in terms of strategic
collaboration, as Dawn is unable to participate in Volvo’s strategic decision-making
while Volvo can oversee and influence Dawn’s strategies.

““Ok, why do you not just tell us?’ Because we can sign any NDA and

you could have any penalty for it because we are not going to use it.

Howewver, it’s important for our product strategqy. This was a bit more
ainful, especially at the beginning.”

painful, especially ginning _ CEO

The respondent from Dawn clarified that they understood that an acquisition by
Volvo affect the organisation and the CEO conducted several exercises with the
management team to help them understand how the loss of autonomy would affect
them. However, the respondent also asserted that the management already had
made the first step by letting go and hiring the CEO and therefore bringing someone
in with different opinions and ideas. Thus, decreasing the risk of issues when the
company was sold to Volvo.

“We did this exercise internally with the shareholders at the time, all
individuals we were asking ourselves "What do we want to do with the
company?’ and we concluded that Volvo would be a perfect match.”

- CEO

“The two company founders already did the big step when they hired me.
[...] Someone who have their own opinion and direction. They accepted
that and were happy to be supported in the evolution of the company.”

- CEO
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When considering how Volvo manages the acquisition, the representative explained
that they were involved in the discussions early on and since then have worked closely
with Dawn, both before and after the acquisition.

4.2.4 Reconfiguration and renewal

4.2.4.1 Hive

When looking at the reconfiguration of resources, Hive has undergone two CEO
transitions following the acquisitions, both of whom were recruited from Volvo
despite attempts to identify external candidates. The respondents agree that the
responsibility to identify a suitable CEO for Hive lies with Volvo. Considering that
the needs of the firm evolve as it grows, the respondents agree that the replacement
of CEOs are a natural effect.

“That person is very good at one thing, but you cannot take it to the next
level. You need to replace CEQOs at reqular intervals, and Volvo as the

main owner should identify it. ~ Founder

“The aim is to find the best person for the job, as in a normal CEO
recruitment process. As the chairman, I am responsible for recruiting the

EO.” .
CEO — Volvo representative

Regarding the reconfiguration of resources between the firms through internal re-
cruitment, the respondents reported the existence of processes which is designed to
help talent from Hive transition to Volvo and create more opportunities. However,
they also noted that the individuals that have moved from Hive to Volvo have done
so through internal job advertisements, rather than the formal talent identification
process.

“We have investigated a bit if it is possible to transition between the
companies when there are talented individuals who want to develop, but it

has never worked out.”
— Founder

“Career opportunities are somewhat limited since Hive is a small company.
In our talent identification process, we identified people who are capable.
[...] However, people haven't really moved in that format.”

— Former CEO

Considering the reconfiguration of R&D resources, Hive has been able to utilise
Volvo’s testing facilities. However, this opportunity has not been used more than a
few times.

When considering knowledge transfer and recombination, the respondents expressed
varying perceptions regarding the potential for knowledge transfer of technical capa-
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bilities between the two firms. Despite noting the absence of a structured process,
the respondent from Volvo believes that the transfer of knowledge is adequate. Fur-
thermore, they expressed confidence in their ability to assist Hive if needed. In
contrast, respondents from Hive see untapped opportunities for greater utilisation of
technological knowledge between the firms.

“I might have wished for more technology and resources, with talented
individuals skilled in advanced areas such as heavy mathematics or ad-

vanced software.”
ft — Founder

“I believe that they know who to call. But if they were to say that we need
an expert in this area, then we are there to provide support.”
— Volvo representative

In contrast, both companies value the transfer of managerial capabilities and in-
dustrial manufacturing knowledge from Volvo. They appreciate the contributions
made by the BoD, as well as the appointment of CEOs with relevant knowledge and
experience on how to build a large industrial organisation, which have helped Hive
by for example enabling them to build robust quality systems.

“If you look at the profile of the new CEO at Hive, this person comes
from industrial systems. [...] It’s a big industrial company that were

building, and we need that type of expertise. ~ Volvo representative

“There was a significant industrial knowledge that Hive learned through
Volvo’s industrialisation phase, which they wouldn’t have had a chance to
accomplish without Volvo.” ~ Former CEO

4.2.4.2 Dawn

When looking at the reconfiguration of resources, the respondent from Volvo high-
lighted that there had not been any reason to consider a change in management. As
a result of their earlier experiences, the current CEO of Dawn already possess the
capabilities that are needed to help the organisation grow.

“The CEQ, in my opinion, is very, very skilled and engaged, and it has
always been very, very easy to collaborate with Dawn. Throughout, there

have been good discussions.” .
— Volvo representative

The respondent at Dawn concluded that there are no structures for internal recruit-
ment between the two organisations and that no one has moved from one firm to the
other. However, the firm is willing to help if anyone would want to move between
the organisations.
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“So far, we haven’t really institutionalised it, we are open of course. If
ever somebody wants to move or to Volvo or somebody from Volvo with
us. It’s definitely possible, but it’s not like a structured approach.”

- CEO

The respondent from Volvo asserts that the two companies’ technological solutions
differ vastly and that there has not been any reason to reconfigure R&D resources.
However, Dawn has been able to use Volvo’s testing facilities on their products one
time.

“Technically, the solutions look very different on our products. [...] I
imagine it would have been more relevant if we had the same process as
Dawn, that we would have developed some common technical solution.”

— Volvo representative

“We can only learn from them, we had the opportunity to send one of our
products on the factory test track of Volvo, which you never access as an
outside the organisation.”

- CEO

When considering knowledge transfer and recombination, the respondent from Dawn
asserts that the transfer of technical capabilities between the two firms has surpassed
their initial expectations. Dawn has identified areas where they can benefit from
Volvo’s expertise and has actively sought assistance from Volvo, particularly in the
area of quality assurance.

“We have called Volvo for help because we know their expertise and their
strength. We know our limits and that’s why we call them and for example
ask if they can do a quality check like they do it in their factory.”

- CEO

Before the acquisition, Dawn sought an investor primarily for strategic advice. Ac-
cording to the respondent, the transfer of knowledge from Volvo regarding managerial
capabilities and industrial organisation has thus far been more than sufficient. Volvo
has provided valuable insights on constructing a larger and more complex organisa-
tion, as well as legal requirements for managing growing operations.

“’Can we set an organisation that is able to cope with various different
products in different markets and in different languages?’ No, it’s dif-
ficult. So, Volvo is helping us. We were pushing them and asking for help.”

- CEO

“For example, there are new legal requirements and we have people who
only work with those legal requirements. [...] We can inform Dawn about

which laws are coming.” Vol .
— Volvo representative
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4.3 Sociocultural integration

4.3.1 Culture

4.3.1.1 Hive

According to the respondents, it was found that both organisations share an in-
novative culture and hold a similar perception of the industry. However, notable
differences were identified in the way the organisations operate. Respondents from
both organisations highlighted two main contrasting aspects. Firstly, Hive was per-
ceived to have a higher ownership mentality, owing to its history as an entrepreneurial
company, whereas Volvo was perceived to have a higher ownership mentality towards
its function.

“The culture comes from the fact that we have created a lot out of very
little, typically for an entrepreneurial company. There is a fundamental

culture of innovation, and we work for each other.”
— Founder

“Hive takes great pride in getting things done and has a strong ownership
mentality. [...] In contrast, Volvo is much more governed by processes
and guidelines for designated suppliers. There is a big difference.”

— Former CEO

The second aspect identified was the speed of operations, where both organisations
acknowledged that Hive operates much faster and has a shorter decision-making
process. All respondents agreed that the speed difference was due to the difference in
size, where Volvo’s higher hierarchy and complex organisational structure contribute
to slower operations. It is worth noting that the respondents pointed out that even
Hive, as it grows, experiences a reduction in speed and agility.

“Culturally, Volvo, I think, is used to things moving much slower. Every
process has its owner, and you go through the process. [...] So there’s a

bi It 1 di 7
ig cultural difference — Founder

“So, we have reached a certain size and scale that makes us a more complex
organisation. So, whether we wanted it or not, we have a culture that is

influenced by it.” .
fl y — Volvo representative

Regarding changes in the culture at Hive since the acquisition, respondents believe
that the company has changed significantly, but not necessarily as a result of being
owned by Volvo. Instead, the changes are seen as an essential part of their growth
journey, where quality assurance and structured processes are becoming increasingly
important. However, respondents also emphasised that despite the changes, the way
people treat each other at Hive has remained the same, which is attributed more to
the people within the organisation than to the structures it is built upon.
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“I would say that they are two different companies from when I started
to when I left. [...] Hive has learnt that we can’t continue working in a
way where 7 people always knew everything in the whole company.”

— Former CEO

“I think the culture changes when a company becomes larger and moves
further away from the people who were there when the company was small.”
— Employee

Regarding Volvo’s perception of Hive’s cultural change, respondents were clear that
Volvo wanted Hive to develop a culture that would improve their organisation the
most. To achieve this, Volvo actively encouraged Hive to work with their own culture
while also making sure to not interfere and affect them to much with their culture
and processes.

“From the boards, we provide a very clear mandate for the company to
develop its own culture. [...] They should develop a culture that max-
imises the value of the company because then everyone will be happier.”

— Volvo representative

“Farlier that year, the company had conducted its first employee survey in

the history of the company and it revealed that many employees were not

happy. The management team were surprised by this, as they had not
jously b this dissatisfaction.”

previously been aware of this dissatisfaction _ Former CEO

However, respondents also noted that Volvo is monitoring whether Hive and Volvo
are working towards the same cultural direction. Additionally, they claim that Volvo
would interfere and set clear boundaries if Hive steers in a direction that is not
aligned with Volvo’s values.

“We would be very quick to speak up if we saw that it was heading in
the wrong direction. If they were developing a product that didn’t align
with our environmental plans or our strategies for how to treat people,

customers, or the environment.” )
— Volvo representative

Respondents noted that the cultural differences between Volvo and Hive have inhib-
ited their ability to collaborate, even though there is a willingness to find ways to
create value together. The main issue is the different speeds at which the organi-
sations operate, where Hive often cannot wait a few weeks to get help. However,
respondents also mentioned the different attitudes towards risk as a contributing
factor. Hive is positive to risk as they consider it to be associated with opportunities,
whereas Volvo seeks to minimise it.
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An example of this dynamic is the test facilities that Volvo obtains, and which Hive
could use to test their new products. Hive tried to use this opportunity in the
beginning but has since transitioned its testing activities to its own testing fleet.
Respondents had different perspectives on the reason behind this development and
believed that it was due to aspects such as speed, convenience, cost, and priority.

Cultural differences have not resulted in conflicts but rather an inability to work
together, according to the respondents. They agree that this is because the organisa-
tions are separate entities and therefore do not have to collaborate. Problems do
emerge from the fact that they operate differently, but Hive representatives assert
that these have been managed through the board and therefore have not developed

“We are more flexible, so to speak. [...] It’s much easier to do things
ourselves or engage our own channels than to use theirs. I think they do

the same thing.” Found
— Founder

“But it’s also a mentality issue. Hive is an entreprencur-driven company,
which means that they are triggered by taking risks, as with risk comes
opportunity. Whereas in a large company like Volvo, the whole chain of
command is trained to eliminate risk at all costs.”

— Former CEO

into any issues.

Volvo did not perform a cultural due diligence before acquiring Hive. Although they
have used a tool for this in other situations, they believed that their prior relationship
with the founders and the company was sufficient to understand the cultural aspects

“We have been two separate companies, so we have never really had that
problem. We have never had to struggle with it. [...] It’s just that we

are so far apart that it’s hard to reach.”
— Founder

“Problems arise all the time. And that’s what I think Volvo handles so
well, that they understand that this issue exists and needs to be managed.
People can’t always understand each other when they speak.”

— Former CEO

of the firm.

Volvo has chosen to manage the cultural differences by allowing Hive to develop
their own culture. They do not want to impose their processes on Hive, as they
understand that Hive may not be able to implement them. Instead, the focus is on
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maintaining an arms-length distance and managing and supporting Hive in their
own journey. However, the respondents from Hive all agree that the low degree of
interference from Volvo also inhibits the possibility of collaboration and that Volvo’s
attention to Hive is decreasing as the firm is growing independently. In contrast,
Volvo believes that the process of finding common ground should not be forced and
that collaboration should occur naturally.

“It’s important that we don’t bring our processes into it. Our processes
are often developed based on our organisation. [...] So, if we say to Hive,
‘Now you need to do things the way we do’, they would be unprofitable in

three days.” i
iree aays — Volvo representative

“Hive needs to take care of its tools, processes, and structures to be able to
grow. Then it’s a bit of a shame in the end that we couldn’t do certain
things together without it becoming so complicated. " Former CEO

4.3.1.2 Dawn

Dawn presents itself as an agile company that intends to lead the way in technology
and foster an open-door culture. Conversely, Volvo is viewed as more robust and
process-oriented. Despite these contrasting organisational cultures, the respondent
at Dawn asserts that the companies had a good cultural fit.

“We have an extremely short decision-making process. We have an ex-
treme culture of all open doors.” " CEO

“I think there was a very good cultural fit as well. We already had a very,
very good impression of Volvo from a cultural point of view. It was a kind
of a natural fit from the beginning.” _ CEO

The respondents from both companies acknowledge that operating in different areas
may have an impact on organisational culture. However, they agree that despite this,
the two countries share many similarities in terms of national culture and that this
has not affected their collaboration. Dawn recognises that differences do exist be-
tween the companies but contends that these are more a result of size than nationality.

“They are quite similar to us, I think. I believe it would have been different
and perhaps more difficult to work with a Latin American company, for
example, where there are very different norms.”

— Volvo representative

“I mean, we are certainly much less political in our company. But again.

I’ve been working in this large company before and it was political too. So
it’s not in nationality. It’s about being large or small.” _ CEO
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When asked about how the culture at Dawn has changed since the acquisition, the
respondent from the company asserts that it has not changed very much. They
explain that Dawn had already made the transition from a small entrepreneurial
company to being more structured and organised, and therefore has not experienced
significant cultural changes as a result of growth. Additionally, the respondent asserts
that the acquisition by Volvo has not changed the company culture and that the
intention was to help Dawn maintain its agility and innovation-focused culture.

“Fverybody can say, ‘This is disturbing me’, or ‘We can improve that’
So we still have an extremely short decision-making process.” CEO

“Volvo will have a strategical impact and Volvo will help us in a profes-
stonal way, but we will remain Dawn and with kind of a very high level
nd d 7

of independence " CEO
While the cultural differences between Volvo and Dawn have not resulted in any
conflicts, they do affect their ability to collaborate effectively. Both organisations
share similar goals, but there are differences in terms of organisational speed and
product maturity that impact their collaboration.

“I mean this is natural, you know that most likely, we believe they’re too

slow and they believe we are too quick. [...] Sometimes we think why
.. /27}

does it take so long: _ CEO

Volvo did not conduct a formal cultural due diligence prior to the acquisition of Dawn.
However, the company did consider cultural factors, such as communication and
collaboration, as part of its overall analysis of Dawn. As a result, Volvo believes that
they have included an indirect assessment of Dawn’s cultural fit with the company.

“I believe we did not conduct a proper analysis, but the fact is that it was
easy to discuss and collaborate with Dawn, helped throughout the process

d ti to hel Y .
Gna contintes to Aeip us — Volvo representative

Even though Dawn operates independently from Volvo, the company has taken
proactive steps to enhance their cultural understanding of their new owners. After
the acquisition, Dawn extended an invitation to Volvo to facilitate cultural learning
between the firms. The initiative was not mandated by Volvo as they were keen to
preserve Dawn’s agility and entrepreneurial spirit. However, respondents noted that
the collaboration had a positive impact on the understanding of each other’s culture.

“We invited some Volvo representatives to stand in front of our people
and explain how they work. Not strategic stuff, more like cultural things.
How does the Swedish work? And what is the company culture to a certain
extent in Volvo.” _ CEO
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“For us, it was also important that the employees didn’t think, ‘We are not
this small creative company anymore’. Then we would have lost what we
wanted with Dawn. So, the CEO worked a lot on this, but really without

us tetling them to. — Volvo representative

4.3.2 Identity

4.3.2.1 Hive

Before the acquisition, according to respondents, employees at Hive perceived them-
selves as members of a small, innovative, high-tech, quality, entrepreneurial company,
being the market leader within their niche. Additionally, employees saw themselves
as being creators of cool and innovative products that are interpreted by others as
quality and innovation. Employees strongly identified with Hive, having a sense of
pride in their corporate branding.

“Our DNA is innovation, that is how everyone sees us. And that is
something one identifies with as an employee, that we do cool, sexy work

which is innovative and high-tech.”
— Founder

“We have a rather cool product.” — Employee

Upon acquisition, respondents agreed that there was no goal to make Hive’s employ-
ees identify with Volvo. Volvo has passively governed the direction of identity by not
intervening. They have also had the intention of trying to keep Hive’s organisational
identity amongst Hive’s employees by letting Hive progress its own identity.

“There has never been a goal to identify with Volvo.”  — Former CEO

“...you could either try to influence or you could govern. [...] We in the
BoD have governed that work [... ], but not tried to steer it in any way.”
— Volvo representative

““ L we see ourselves, almost, more as a capitalist, as a private equity
company. That is a model I really believe more in than incorporating and

taking over with our processes.” .
g p — Volvo representative

Nevertheless, Volvo has neither actively pursued preventing the assimilation of Hive’s
identity.

“We have also had some joint activities, we are always invited to Volvo’s

Christmas parties and stuff like that, so we are always welcomed in that
way. There has not been like, ‘Keep away damn it’.” ~_ Former CEO

As stated in previous sections, Volvo’s acquisition of Hive was communicated as them
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becoming a majority owner but without any integration, they remained their own
company. Regarding the potential change in organisational identity, respondents
agreed that both current employees and newly hired employees continue to see
themselves as part of Hive, not Volvo.

“ Hive identifies as Hive and Volvo is the majority owner, that’s it. No one
of our sellers or REID employees say that we are in fact Volvo, everyone

has the identity Hive.”
as the identity Hive — Founder

“Employees identify themselves with Hive [not Volvo]. I believe Hive have
taken extreme care of their brand. " Tormer CEO

“... [employees], not even new hires feel like that they are part of Volvo.
It is not visible anywhere. And I believe that that is something good.”

— Employee

Respondents agreed that the Hive corporate brand was, and continues to be, strong.
However, the ownership of Volvo is perceived to further strengthen the brand and
image of Hive. There was also an exclusive branding made for Volvo, but it seemed
to not interfere with the identity of Hive. Nonetheless, forcing additional corporate
branding upon Hive is believed to create the need for a complete merger, according
to the employee.

“...and that [Hive] brand is strong. So, I feel like you do not need to put

the Volvo logo on it. ~ Employee

“Volvo’s ownership has been a strength for Hive brand-wise. In some cases,
being able to say that ‘We are Hive’ and in others ‘We are Hive, a part
of Volvo Group’. It gives a sense of security and confidence to some of

the very large players... " Tormer CEO

“We have put the Volvo label on their range. We hear about them, they
say they have Hive on their vehicles, although it is labelled Volvo. [...]
But if they had taken more control and forced us to use their logo on
everything, it would have been hurtful I belicve. If you did something like

that, then you really should merge [the firms].” ~ Bmployee

After the acquisition, Hive adopted a new corporate value ‘the Hive way’. Volvo
had previously had a similar corporate value being ‘the Volvo way’. Respondents
agreed that ‘the Hive way’ is based upon ‘the Volvo way’ but argued it has a different
meaning. Describing that it was not Volvo who pushed for the change nor the
emulation of Volvo’s corporate values but instead selected by Hive independently,
with external support. They also argued that the conception of the connection
between the two is non-existent and that employees are unaware of the connection.
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Nevertheless, the corporate value is originally taken from Volvo, by the former CEO,
who has previous work experience at Volvo.

“We have not said to them that they should take ‘the Volvo way’ and

adjust it Lo fit them. — Volvo representative

“We adapted ‘the Volvo way’ Very good, it was so long time ago that
no one remembers. [...] It is only me and you that know, no one else.
Although, in terms of content, it had nothing to do with ‘the Volvo way’,
we took the name with pleasure. " Former CEO

4.3.2.2 Dawn

Before the acquisition, according to respondents, employees at Dawn perceived them-
selves as members of an agile, fast engineering company, being the technology leader
within their niche. Interpreted by others as being dynamic and quick innovators.

“We are good in fast engineering, being a technology leader. Expands the
limits of the possible. [...] People they know that we are pioneers, our
employees, they know that we are pioneers.” _ CEO

Upon acquisition, respondents agreed that there has not been any clear plan to
make Dawn’s employees identify with Volvo. The goal was that Dawn would be
independent with some collaborations, but never integrated. Volvo even expressed
that they wanted Dawn employees to keep their identification with Dawn, the feeling
of the small, creative, innovative company. Contrary, Volvo put no focus on how it
was perceived by their employees.

“There has been no plan to manage the identity of Dawn. [...] Volvo
will professionally help us, but we will remain Dawn and with a high level
of independence.” _ CEO

“That plan [to manage the identity] existed. I and a director at corporate
finance talked a lot about it, we pushed a lot on it in our decisions.”
— Volvo representative

“We did not really care about what our employees would think. [...] For
us it was important to avoid the perception amongst employees [at Dawn]
to think ‘Damn it, we have become a large corporate, we are no longer

this small, creative company’” Volvo representative

However, there seemed to be a willingness at Dawn to identify with Volvo. As the

CEQ said, Dawn wanted to be complementary to Volvo, to fulfil a certain function
for the group.
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“We said from the beginning, we want to be AMG for Mercedes-Benz. We
want to maybe be the performance leader in a certain segment, we want
to be the flexibility leader to a certain extent, we want to provide ser-

vices and products that are really out of range, which they never will be in.”
- CEO

Nevertheless, Volvo’s acquisition of Dawn was communicated as Dawn becoming
a part of the Volvo Group but remaining independent. Regarding the potential
change in organisational identity, respondents believed that employees see them-
selves as part of mainly Dawn and partly Volvo. Having a sense of pride in being
a member of Volvo, filling a unique purpose in the group. It was also perceived
that employees understood that this was the next stage in their organisational journey.

“...we gathered our people together and said ‘OK, we are very proud to
announce that we are part of the Volvo group now’ Today, as well if you
see our presentation, we call it a member of the Volvo Group.” CEO

“Employees identify with Dawn, certainly. But I would say it is 70 per
cent Dawn and 30 per cent that I would link to a feeling of pride being

part of this large, well-known, and well-appreciated brand of Volvo.”
- CEO

“It is not only the minority shareholders but the whole management team
and all employees that are extremely proud to be part of Volvo.” CEO

“There was no hiccup whatsoever because we underlined from the very
beginning that this will be the next step and back very next important step
in the journey to professionalise our company.” _ CEO

Moreover, employees at Volvo seemed to lack mutual sharing of organisational iden-
tities as a respondent on Volvo’s side mentioned that there are occurrences of the
not-invented-here syndrome at Volvo. An occurrence hindering some collaboration
between the firms. According to the Volvo representative, this stems from engineers
at Volvo choosing a technical solution they truly believe in and consequently becom-
ing locked in.

“C..and a lot of not-invented-here mentality. It starts to pass; it takes
some time, but it starts to pass. Yet, I believe it to be a clear attitude

from our side, among our engineers and such.” .
: : — Volvo representative

Finally, in association with the acquisition, Dawn distributed t-shirts labelled ‘Part

of the Volvo family’. This initiative was made by Dawn, seemingly without any
involvement from Volvo.
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“We made plenty of T-shirts that said, ‘Part of the Volvo family’, which
we distributed. We invited some Volvo representatives to stand in front of
our people and explain what they want to do. I mean not strategic stuff,
more like cultural things.” _ CEO

“No, the t-shirts were not a Volvo initiative, not what I am aware of.”
— Volvo representative

4.3.3 Justice

4.3.3.1 Hive

Hive has had two changes in CEO since the acquisition. The first change was about
three years post-acquisition and the second after three additional years. Respondents
agreed that it is Volvo’s responsibility, as a majority owner, to identify this need.
More specifically, the responsibility to find and recruit a new CEO was ultimately
on the chairman. The motivation for the first change of CEO was based on the need
to become less dependent on a few individuals and build a little more structure and
organisation. Which all respondents agreed was necessary.

“CFEOs naturally need to be replaced ever so often and it is Volvo’s re-

sponsibility, as majority owners, to identify that need.” _ Founder

“It is me, as chairman, that is responsible to recruit a new CEO, and I

was driving that process. ~ Volvo representative

“The chairman at the time told me that Hive is on a growth journey, and
they need to build a little more structure within the company.”
— Former CEO

The second change in CEO was a result of the first CEQO’s decision to pursue career
advancement after a managerial position became available at Volvo. Consequently,
it was then again up to the chairman to recruit a new CEO.

“That recruitment [of the CEO back to Volvo] was fair. A position opened
when a manager retired at Volvo. [...] The CEO won the recruitment

»
rocess. .
p — Volvo representative

The Volvo representative believed that some assume that Volvo takes advantage
of the CEO position, using it for their employees’ individual development and for
them to then return to Volvo. However, the Volvo representative underlined that
the objective of the acquisition was to generate value, it is thus important to select
a CEO who best could accomplish that. To ensure it would not become too much
of an internal question, an external recruitment agency was brought in to aid the
processes. Both external and internal candidates were considered as finalists at both
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times. Nevertheless, the internal candidate was chosen, argued by Volvo to be based
on their qualifications rather than their affiliation with Volvo. Volvo emphasised
that both recruitment processes were fair and were conducted to find the best CEO
for Hive, prioritising the company’s development over individual development.

“People always draw conclusions regardless, ‘You already knew who it

was’ No, we did not. We did a real recruitment.” .
— Volvo representative

“It was a legitimate recruitment process. Yes, there was an informal part.
The chairman and I knew each other, so I asked what they thought about
the match. [...] It was then a recruitment process aligned with Volvo
standards for a manager position. " Former CEO

However, as anticipated by the Volvo representative, respondents had different per-
ceptions of the CEO constellation and appointment. First, the founder questioned
the premises of the position having the job securities of an ordinary line manager or
a normal CEO position without job securities. Second, the founder also questioned
if the recruitment process was truly fair. In sum, the founder believed that the CEO
position to some degree likened a trainee programme where Volvo sent their talents
for educational purposes.

“For a private equity company, the actual business idea is to push the
CEO so that they deliver. We now have a CEQ structure that is, to be
blunt, like a trainee programme. This company is a trainee programme
for Volvo talents. Great people. However, the CEQO role is such that you
get your compensation and have no employment protection. 'Here are the
keys, gas, and brake, go crazy. We don’t have that kind of structure in

place in this constellation. _ Founder

Nonetheless, the Volvo representative believed it to be a completely normal CEO
position. Emphasising that the person that takes such a CEO contract has a normal
CEO contract without job security. The Volvo representative also emphasised that
they want the CEO to feel like they have the highest responsibility and that they do
not have a position that is just a part of the hierarchy in the larger Volvo.

“It’s not the traditional job security that you have in a big company, that
person doesn’t have that. I want the person who becomes CEQO to also
feel that way. [...] It’s not a position that is just a part of the hierarchy

. ”
in the larger Volvo anymore. ~ Volvo representative

Furthermore, the Volvo representative admitted, whilst wanting to avoid the feeling
of them taking advantage of the CEO position, they have also taken a risk because
they have hired someone who has been a colleague of Volvo at both times. The Volvo
representative argued Volvo want Hive to feel like they are getting the best leader
for their business.
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“I want them to feel that they are getting the best leader for this business.
After all, this person will be their boss. They will not just be there on a
trainee programme for a few years but will be someone who will develop
the business, take care of their employees and the company’s well-being.”

— Volvo representative

Regardless, employees did not perceive the change in CEO, and motivation thereof,
as strange.

“The changes in CEOs have not been perceived as something strange
really. I guess they are here to build the business and benefit from what
they know. Thereafter I assume that they have a desire to do something

else, as we employees also do.”
— Employee

“I do not believe that the change of CEQOs have been unmotivated.”
— Employee

Other than that, it seemed to remain largely unchanged. There were no employees
who either quit or were displaced in the wake of the acquisition. In addition, Dawn
has remained self-control over management and there has not been any change of
management imposed by Volvo, besides the CEO, due to the acquisition. The Former
CEO concluded that Volvo should govern Hive through the BoD instead of trying to
manage operationally through internal relocation of employees.

“It is not about going in operationally and having a production manager
from Volvo to tell Hive how to do their product, I don’t believe in that.”

— Former CEO

Furthermore, Hive is reportedly disconnected from Volvo when it comes to employee
benefits. Which, according to the former CEO sometimes has created confusion.
However, some adjustments have been made in the wake of the acquisition according
to the founder, for instance, the reduction of working hours, negotiated between the
union and Volvo. Overall, employees seem to believe the changes have made it better
and more equal. However, increased equality has come with the cost of less room to
negotiate salaries according to an employee.

“Sometimes there can also be a certain type of confusion where one ex-
pects Hive to have the same types of employee benefits and other things
as Volvo. But it’s not like that, it’s completely disconnected.”

— Former CEO

“My experience is that these agreements have made it better and more
equal. But I don’t know if they have equal pay requirements and stuff like

that.”
— Employee
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“I think it [the changes] was received quite well. However, nobody was very

worried [about stability] before either. _ Bumployee

Regarding employees’ possibilities to influence the post-acquisition process, respon-
dents believed that if there were any suggestions or opinions amongst employees
these would reach top management. They had a platform for proposals, not designed
for the acquisition but in place for general proposals. Additionally, respondents
underlined that a sort of dedicated system for gathering employee opinions was not
needed due to the acquisition format.

“Absolutely, employees’ opinions [related to the acquisition] reached me.”
— Former CEO

“We have a suggestion forum. [...] We would investigate it, make a

proposal, and then it can proceed from there. ~ Employee

Respondents agreed that communication has been transparent and on a sufficient
level, both between top management and employees as well as between Volvo and
Hive. Furthermore, there has not been any communication programme in place.
Instead, top management and Volvo have on occasion sat down beforehand and
discussed the information that should be convened. Finally, the Volvo representative
notes that the company have outgrown itself and needs new internal communication
structures. Describing that they no longer can come together in the break room but
instead need to develop internal communication.

“If bigger decisions are made you appreciate if it is communicated. At
least it has never happened that we have been unaware of any decision.”
— Employee

“ .. they need to work much more structured with their internal communi-
cation. I think they have outgrown themselves a bit. When you suddenly
cannot just naturally gather in the break room [...] then you must mature

our way of communicating.” )
y y of g — Volvo representative

Finally, there was a belief that Volvo should exercise more control among respondents
working at Hive. They believe that there could be additional benefits to be realised.
The founder felt that Volvo did not prioritise Hive enough since they have been
doing good enough. The founder argued that it could have gone better if there
had been more engagement from Volvo and if they would have taken more control.
Nevertheless, the Volvo representative believed that companies control themselves
the best. Thus, disagreeing with the respondents at Hive. Describing it as Volvo is
passive by choice, letting Hive develop themselves as they see fit and Volvo follows
along that development, strengthening and assisting. Adding that they govern
through the BoD and as long as they see Hive moving within the right area and
broadening Volvo’s business they do not interfere.
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“Volvo should follow up so enough resources are allocated for optimal

growth, not just good enough. — Founder

“As long as they move within the right area and we see that it broadens our
business, then we very much just cheer them on. It may be interesting to
hear when you talk to the founder, sometimes I think the company feel

like we are governing too little. ~ Volvo representative

4.3.3.2 Dawn

Regarding strategic collaboration, the CEO raised a challenge where Dawn was
unable to obtain information regarding Volvo’s product strategy whilst Volvo had
full insight into Dawn’s product strategy. Although not direct competitors, the
departments have some overlap in customer value propositions. Consequently, Dawn
wanted to be aware of Volvo’s product strategy to better adapt their product strategy
accordingly. Information that the Volvo representative said they do not share if
it involves patents or future solutions. As a consequence, the CEO worried about
infringing too much on Volvo’s product strategy and taking the wrong decisions.

“This was really something we had some difficulties with. I fully under-
stand why but at a certain point in time, we said, ‘Ok, why do you not
just tell us?’. Because we can sign any NDA and have any penalty for
it because we are not going to use it. However, it’s important for our
product strategqy. This was a bit painful, especially at the beginning.”

- CEO

“We have discussions about it [strategic intent] if we see that there is
a benefit for Dawn or if their future intersects with ours. But not if
there are patents, we are keen on protecting our patents. [...] I do not
think it necessarily needs to affect one or the other to make new decisions.”

— Volvo representative

“We do not talk about our future. We do not talk about our future solutions
in general unless it is a very special case. But if it is something that is
already on the market, then we can talk about it.”

— Volvo representative

Furthermore, respondents agreed that there were no employees who either quit or
were displaced in the wake of the acquisition. In addition, Dawn has remained
self-control over management and there has not been any change in management due
to the acquisition. Finally, Dawn continues to be disconnected from Volvo when it
comes to employee benefits. As there were, reportedly, no adjustments to employee
benefits upon the acquisition.

Regarding employees’ possibilities to influence the post-acquisition process, the
CEO believes that the flat organisation and open-door culture help to facilitate an
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environment where employees’ opinions and suggestions are heard. Additionally,
Dawn has a ticket system in place where employees can raise concerns if needed.

““. . we have, for example, some tickets that employees can raise. Ev-
erybody can say, ‘This is disturbing me, we can improve that’, and so
on. We have an extremely short decision-making process. We have an
extreme culture of all open doors.” _ CEO

Respondents agreed that communication has been mostly transparent, consistent,
and on a sufficient level between Volvo and Dawn.

“The communication from Volvo has mostly been transparent and consis-

tent. _ CEO

“We were able to communicate with each other. It is a bit silly to get
married if you cannot communicate. Then it needs to be some hidden
reasons for doing so, like wanting to own the patents and then shutting

2
down the company. — Volvo representative

Finally, the CEO liked the low level of interference by Volvo. Expressing that it has
contributed to the continuation of their agility, being of central value for Dawn.

“They have really understood that our agility is of value, and they have
not interfered that much. They leave us really a mazimum level of freedom,
which is totally appreciated. Of course, it is quite easy for us because the

impact is not so huge.” ~ CEO
4.3.4 Trust
4.3.4.1 Hive

The acquisition of Hive by Volvo was communicated as Volvo becoming a majority
owner without any integration. Nevertheless, there were initial false beliefs amongst
some of the employees at Hive that the acquisition would lead to layoffs. Beliefs such
as that Volvo would take over sales leading to that the sales department would be
laid off. However, these beliefs were allegedly diminished through clear, transparent
top-down communication.

“Someone who does not like change tries to find risks in it. Like, now
they will replace our employees with Volvo people and so on. To solve
that you can communicate very clearly. It is this respect for people, being

open and informing a lot.” — Founder

“There was no-one which have been laid off like that, not to my knowledge.”
— Employee
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Regarding retaining founders as minority shareholders, the former CEO believes
that the continued involvement of founders as minority owners has had a positive
impact on Hive. The founders keep Volvo from doing whatever they want, acting
as additional protection against corporate moves. Additionally, they openly express
their opinions as they have personal investments. However, it is noted that Volvo
still owns 80 per cent and consequently could force something if they wanted, despite
reluctance from minority owners. Regardless, the overall belief was that there was
security in keeping founders as minority owners.

“...when you have two minority shareholders, you cannot do whatever
you want. It becomes an extra protection against corporate moves that
sometimes happen. [...] You always have someone who has skin in the
game to say exactly what they are thinking since it is their money.”

— Former CEO

“LL Lt felt like the founder was careful to keep Hive as it was. But of

course, you always wonder how things will turn out. ~ Employee

“At the beginning, Hive probably saw the big company as more of a threat.
They might have thought, ‘Okay, now they’re coming with their big pro-

cesses and everything.~ — Volvo representative

The former CEO presently believes that Hive has reached a sufficient size where
the company is less dependent on founders, having less need of being safeguarded
from Volvo. Motivated by that the arm’s length and independence approach is con-
solidated as long as Hive proves themselves to be more agile and profitable than Volvo.

“I feel that there is no need for minority shareholders to safequard that. I
think that it runs so deep that as long as they have that edge and that they
show that they are faster and more profitable than Volvo, then I think
they get to drive it on their own terms. " Tormer CEO

4.3.4.2 Dawn

When it comes to aligning intentions, the CEO expressed that there always is a kind
of threat that an acquirer might prioritise their interests. To address this, consider-
able time was spent on ensuring alignment between Volvo’s intentions and Dawn’s
aspirations, involving the implementation of contracts controlling governance and
intentions. The CEO strongly believes that the current standing is not a coincidence,
emphasising the importance of thoughtful negotiations.

“So, it is not a coincidence that we stand where we stand, it has been the
result of negotiations. [...] This was an extremely important point for
us because we didn’t want to see our company disappear in a black hole.”

- CEO
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“I have to say that so far Volvo has managed extremely well in keeping
our agility in keeping our freedom.” _ CEO

However, it is not only contracts that have contributed to the success of the acquisi-
tion. The CEO believed that the key success factor to a successful acquisition is the
human factor, building trust and improving cooperation. Something the CEO be-
lieves to be an essential aspect of this acquisition. The Volvo representative has over
time had a continuously active role in the acquisition, both in the pre-acquisition and
post-acquisition phase. Being the operational linkage between the two organisations.

“If I had to phrase the success factor to an acquisition then it is the
human factor. It is the people who are acting. Had there been somebody
different involved, the picture could look completely different. It is all
about trust. It is all about how people work together.” _ CEO

“I have had a great deal of contact with Dawn, all the way.”
— Volvo representative

Regarding keeping minority shareholders, the CEO believes that Volvo has gained
a say in decision-making, which is seen as a positive contribution. However, the
CEO emphasises that the minority shareholders help to govern and protect against
corporate actions and are protected by the shareholder agreement. It is however
acknowledged that Volvo, as the majority owner, could push for change if deemed
needed. Nevertheless, the CEO believes that the current arrangement works well
and that there have not been any issues so far.

“We have the shareholders agreement that is governing and as well pro-
tecting our minority rights, of course. [...] We have a board that is
consisting of five people, three of them are Volvo and two of them are
Dawn minority shareholder representatives.” _ CEO
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Analysis

5.1 Analysis introduction

The following analysis primarily examines challenges encountered in order to best
answer the stated research questions, that is, to discover learnings from Volvo’s
precedent post-merger integration processes. It is thus important to acknowledge
that the analysis may portray a somewhat negative perception of the acquisitions
whilst all respondents have expressed that the acquisitions have been good in general.

5.2 Strategic integration

5.2.1 Communication and interaction

There has been a limited number of operational contact points between the acquisi-
tions and Volvo, as a consequence of the arm’s length approach. Notable instances
of operational contact points were identified in the areas of HR, R&D facilities, joint
seasonal celebrations, training programmes, and tailored customer-supplier interfaces.
The lack of interfirm communication and interaction would according to Graebner
et al. (2017) hamper knowledge transfer, value creation, and synergy realisation.
However, respondents believed there to be a risk with interfirm communication in
these kinds of acquisitions. As Volvo is a huge company, compared to the acquired
firms, respondents had concerns that Volvo could easily overwhelm them with in-
quiries. Subsequently creating a too high workload for the small, acquired firm to
handle. Thereby somewhat contradicting the literature’s suggestions to increase
communication and interaction to improve organisational performance. Findings
instead suggest that the amount of interfirm interaction and communication needs
to be managed and coordinated in some way. Strengthened by Kazumi (2014) who
points out that it is especially important to choose a suitable coordination mechanism
between the acquired and the acquiring firm when they are managed at an arm’s
length distance.

Furthermore, it was reported at Hive that post-acquisition operational collaboration
had decreased compared to the operational collaboration during the customer-supplier
relationship before the acquisition. Challenges of operational collaboration which
were brought to attention were obstacles in connecting with appropriate individu-
als at Volvo, communication barriers, and uncertainties about how to act towards
each other because of the acquisition. Respondents, themselves, also suggested
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solutions such as creating forums or appointing a moderator to facilitate interfirm
communication. Conversely, post-acquisition operational collaboration at Dawn
was deemed to have been satisfactory. Which in fact were attributed to having an
operational intermediary at Volvo, facilitating interfirm discussions and identifying
appropriate contacts across both organisations. Similar to what was suggested by
Hive respondents.

Overall, an operational intermediary seemed to be a specifically good tool for
fostering interfirm operational collaboration in these kinds of acquisitions. As the
acquired firms were small, with a low number of employees, and the operational
contact points were few, a moderator would be able to manage interfirm communi-
cation and interaction. Being successful in doing so should according to literature
positively influence operational coordination and consequently knowledge transfer,
value creation, and synergy realisation. However, the intermediary must possess
knowledge about Volvo’s organisation to successfully be able to identify appropriate
contacts for the acquired firm.

Additionally, the intermediary’s level of decision power needs to be evaluated. As
discussed in literature, letting the intermediary have no decision-power in operational
collaborations could lead to endless discussions (Kroon et al., 2022) but could also
lead to positive interactions and give a feeling of ownership (Castater & Karim, 2013).
This view is shared by the Volvo representative for Hive, believing that operational
collaborations should emerge naturally by a mutual benefit to avoid the feeling of it
being imposed by Volvo. Arguing that collaborations could be counterproductive
if both firms do not want to pursue the specific collaboration. Similarly, literature
argues that letting the intermediary have decision power in operational collabora-
tions could lead to suboptimal solutions (Moore, 2011) which, however, could be
worthwhile if it avoids excessive arguing between the firms’ employees (Kroon et al.,
2022).

Furthermore, there is a risk that it will become too much work for the intermediary
as the acquired firm grows, as both the number of employees and contact points
increase. However, respondents reported that as the acquired firm grows it becomes
increasingly easier to communicate and collaborate with Volvo as the differences in op-
erational speed and complexities between the firm decreases, signalling a diminishing
need for an intermediary. Consequently, appointing an intermediary upon acquisition
helps facilitate operational collaboration but the intermediary becomes less and less
relevant as the acquired firm grows. The need for the appointed intermediary should
therefore also be evaluated over time.

In conclusion, whilst literature claims that increased communication and inter-
action lead to improved coordination and in turn synergy realisations, it seems to be
especially important in these kinds of acquisitions to construct suitable communi-
cation channels to improve the quality of interfirm communication and interaction,
factoring in not to overwhelm the acquired company. A good tool for this type of
acquisition would be to allocate an operational intermediary facilitating interfirm
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communication and identifying the appropriate contacts across both organisations.
Appointing an intermediary upon acquisition seems to enhance operational coordi-
nation and collaboration, leading to improved knowledge transfer, value creation,
and synergy realisation. Thus, Volvo needs to consider appointing an operational
intermediary in future acquisitions to facilitate and foster interfirm communication
and interaction. However, they also need to evaluate the level of power given to
the intermediary. If they are to also make coordinative decisions or purely work to
enable interfirm communication and identifying the appropriate contacts across both
organisations.

5.2.2 Alignment and standardisation

Both acquisitions were managed with a similar level of integration depth, where the
organisations continued to operate as independent companies. Volvo justified this
approach by stating that Hive should be given the opportunity to grow independently
to maximise financial returns, while Dawn should maintain its agility, allowing both
companies to learn from each other. However, these reasons contradict existing
literature. Cording et al. (2008) and Bauer and Matzler (2014) associate integration
depth with increased stock returns and M&A performance, while Sarala and Vaara
(2010) and Vaara et al. (2012) argue that higher integration depth leads to greater
knowledge transfer. On the other hand, cultural similarities have been found to
serve as an alternative to integration depth and counteract the negative effects of
independency (Bauer & Matzler, 2014). In both cases, the cultural similarities have
been high, which is further discussed in later sections, and could therefore compensate
the negative effects of integration depth.

Furthermore, in both cases, Volvo claims that operational integration would do
more harm than good to the acquisitions. They argue that Volvo’s processes are not
suitable for smaller and more agile organisations, and the technological solutions
between the companies differ too much. The perspective on situations that could
harm integration performance is not reflected in the literature. However, Volvo’s
decision to not interfere with the agility of the firms aligns with the strategic intent
behind the acquisitions, which is beneficial for performance. Nevertheless, successful
alignment between Volvo and both Hive and Dawn has been observed in terms of
collective agreements and coordination of working methods, indicating that some level
of integration is positive. Additionally, Volvo representatives have stated that further
integration in the future is a possibility, if it is valuable for both organisations. Given
that literature promotes integration depth to increase performance and knowledge
transfer, it is suggested that increased operational integration could be advantageous
for the acquisitions. One example could be to integrate administrative functions
and realise operational synergies. Furthermore, the imposed processes discussed as a
hinder to integration would not create additional issues since Volvo’s operations al-
ready are accustomed to managing them. However, as mentioned earlier, integrating
areas such as R&D and production could potentially hamper the performance by
inhibiting the firms’ agility and innovative capability.
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Additionally, there is a financial perspective to consider when integrating the op-
erations of an acquisition. Both cases demonstrate that their operations are very
complex and integrating them into Volvo would be a challenging and costly process.
Furthermore, the Volvo representative in the Hive case explained that it is often
cheaper for Volvo to acquire rather than produce themselves, which likely applies to
the corresponding Volvo division in the Dawn case as well. Therefore, integrating
the acquisitions could not only be expensive in terms of the integration process but
also increase production costs and affect profitability.

In conclusion, according to Volvo, the choice of integration depth aims to max-
imise the growth of the acquisitions. This partially contradicts the literature, as
acquisitions are expected to improve performance and knowledge transfer through in-
creased integration. However, within the alignment and standardisation, Volvo needs
to consider and weigh the financial improvements against the costs of integration
and its effects on operations. In choosing between complete operational integration
or independence, Volvo seems to have made the correct decision to maintain the
competitive advantages of the acquisitions. However, both the literature and the
cases highlight that there is room for additional integration of functions or alignment
of operations to further enhance performance.

5.2.3 Structural integration

Both acquisitions are managed with a high level of autonomy, the organisations con-
tinue to function independently and the CEOs are free to make operational decisions
to improve the organisations. However, Volvo governs the acquisitions through repre-
sentatives in the BoD. In regard to Angwin and Meadows’ (2014) integration matrix,
Volvo intends to preserve the strengths of both organisations and avoid disruptions
in operations by not implementing major changes, which aligns with a preservation
strategy. Volvo is well-aligned with this framework, as the preservation strategy
involves maintaining the autonomy of the two organisations and allowing them to
continue to operate independently, which is the model Volvo has chosen to implement.

Volvo bases this model on the perception that the acquisitions are best suited
to make decisions about their future, and Volvo’s role is to strengthen and assist
the companies through a suitable BoD. This aligns with the perspective of Reus
and Lamont (2009) and Reus et al. (2016), who claim that autonomy is correlated
with higher acquisition performance. Interestingly, literature provides conflicting
results regarding the suitable model of integration and autonomy where both high
integration depth and high autonomy have been shown to correlate with improved
acquisition performance. However, since high autonomy is generally associated with
low integration depth in the acquisition of a smaller company, this would entail
a counterintuitive model where the acquisition is integrated into the acquirer at
the same time as the it retains the autonomy. How this could be implemented in
future acquisitions is, however, unclear. This reasoning displays how the research
on post-merger integration still is underdeveloped and should be used as guidelines
rather than explicit truths in the decision-making process.
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As part of Volvo’s structural model, they have kept the previous owners as minority
owners with positions on the BoD in both cases. The effect of minority shareholders
is not reflected in the literature. However, representatives from both acquisitions
have highlighted that it has been positive. While Volvo holds the majority stake,
the presence of representatives from the acquisitions ensures that their interests are
present in the strategic decisions of the firms. Additionally, receiving new owners
and losing autonomy is associated with increased stress on the acquired firm (Weber
et al., 1996). However, the case of Dawn brought up an interesting aspect of the
organisation’s ability to receive new owners and potentially lose autonomy without
causing stress or conflicts. The CEO asserted that the founders had already let go of
some of their autonomy by recruiting an external CEO with their own ideas prior to
the acquisition. Hence, the founders were more prepared and accustomed to the idea
of losing autonomy to Volvo.

To further protect the firms’ interests in the case of Dawn, extensive discussions
took place before the acquisition to ensure that both companies agreed on how the
organisation should be governed. According to Kroon et al. (2022), this has also
been beneficial since early and clear decisions are shown to be even more important
than actually implementing the right decisions. The importance of early and clear
decisions is reinforced by the fact that in both cases, the Volvo representatives
got involved in the early stages of the process. The representatives emphasise the
importance of accountability to increase the commitment towards the acquisition
and ease the decision-making process. Despite both acquisitions retaining much
of their autonomy, the final decision-making authority still lies with Volvo after
the acquisition. The current model, however, is perceived to increase trust and
commitment from the acquisitions towards Volvo, which is discussed in more detail
in coming sections.

In regard to trust and commitment, there have not been any major causes of
stress between Volvo and either of the organisations. These results are conflicting in
comparison to the literature where Weber et al. (1996) claim that higher autonomy
in domestic acquisitions has been associated with lower stress, which resonates with
Hive, whilst higher autonomy in international acquisitions can cause increased stress
and decreased commitment, which have not been the result in the case of Dawn.
However, the importance of low levels of stress and conflicts are strengthened by
Birkinshaw et al. (2000) who found that human integration is more important in
the first years post-acquisition and that improved task integration is more important
after a few years. This perspective is also visible in the two acquisitions. Hive, which
has been owned for a longer time, have expressed a willingness to be controlled at a
larger extent hoping that it would develop the organisation further. Whereas Dawn,
which is a fairly new acquisition, is satisfied that the acquisition has not resulted in
any stress for the organisation. Hence, Volvo could expect that a similar shift will
happen to Dawn in the future, where they start to value operational improvement
higher than the avoidance of stress.

Lastly, regarding the level of autonomy in the case of Hive, although Volvo’s choice
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of integration strategy aligns with their intentions, the founder expressed that they
would have appreciated decreased autonomy if it also entailed more collaboration
between the two companies. This model aligns more with a re-orientation strategy in
Angwin and Meadows’ (2014) integration matrix. In this model, financially healthy
companies are acquired, and the organisation achieves exploitation gains by coor-
dinating administrative structures and outward-facing functions while maintaining
independent operations, production, and development functions.

In conclusion, the choice of autonomy reflects the preservation strategy in Angwin
and Meadows’ (2014) integration matrix, which is associated with increased acqui-
sition performance. The model of high autonomy and retention of shareholders
has resulted in low levels of stress, which partially contradicts the literature on
international acquisitions where sociocultural integration is typically considered
important from the start. The initial integration strategy is deemed most suitable
for the acquisitions. However, Volvo needs to consider two important aspects, within
the structural integration theme, when choosing the level of autonomy in future
acquisitions. First, it is important to recognise the founders’ preparedness to let go of
their autonomy which can be analysed through their journey up until the acquisition.
Second, considering how the need for autonomy and decreased stress changes after a
few years, as the desire to improve collaboration increases over time which can turn
the most suitable strategy from a preservation strategy to a re-orientation strategy.

5.2.4 Reconfiguration and renewal

The reconfiguration of resources in both acquisitions has been relatively low, with
no personnel transfers occurring between the organisations as part of their collab-
oration. However, Hive has identified the potential to enable career opportunities
for its employees by transferring them to Volvo but it has not been conducted yet.
Notably, the only resource redeployment identified thus far has been the recruitment
of new CEOs from Volvo to Hive. While the reconfiguration levels are low, this
pattern aligns with the literature, as Capron et al. (1998) suggest that R&D and
manufacturing resources are often moved to the acquirer, while managerial resources
are relocated to the acquisition. However, Capron and Mitchell (1998) argue that
post-acquisition capabilities are more effectively enhanced when resource redeploy-
ment occurs both to and from the target, which has not yet been observed in the cases.

Regarding knowledge transfer, both acquisitions have had the opportunity to access
Volvo’s test facilities, albeit with limited utilisation. Additionally, both Hive and
Dawn express satisfaction with the transfer of knowledge from Volvo in terms of
managerial capabilities and the building of industrial organisations. However, the
transfer of technical knowledge differs between the two cases. Dawn has experienced
a more significant transfer of technical knowledge, which can be linked to the earlier
discussion on interfirm collaboration, where Dawn has also been more successful.
This difference could also be attributed to the fact that Dawn and Volvo produce
more similar products, making it easier to identify and transfer the desired knowledge
within the organisations. Although this observation is not reflected in the literature,
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it may be explained by the perceived complexity of the knowledge sought by Hive,
posing challenges in their efforts to reach the desired competencies. Furthermore,
these findings align with Ranft and Lord’s (2002) grounded model, which suggests
that greater autonomy, which is present in both cases, inhibits the transfer of tech-
nological capabilities, while effective communication facilitates it.

Regarding network reconfiguration, as mentioned in earlier sections, Hive has en-
countered greater difficulties in finding suitable contacts at Volvo for collaboration or
advisory purposes. The mitigations of these challenges have primarily been attributed
to the use of intermediaries in the case of Dawn, which facilitates contact and enables
more effective communication between the firms. These issues align with the litera-
ture, as Allatta and Singh (2011) have shown that interfirm communication tends to
be low immediately after an acquisition and gradually increases over time. Currently,
the natural communication between the firms is limited, but the use of moderators
is perceived as a good method to foster contact and facilitate communication and
enable the evolution towards more organic communication over time.

In conclusion, the reconfiguration of resources has been minimal in both acqui-
sitions, primarily involving changes in management positions at Hive. Knowledge
transfer has primarily occurred in managerial aspects in both cases. However, the
transfer of technical knowledge has differed between the acquisitions, likely due to
their distinct needs and levels of interfirm communication. While these findings align
with the existing literature, Volvo needs to consider two aspects to improve the per-
formance of the acquisition, in regard to reconfiguration and renewal. First, bilateral
resource redeployment can enhance post-acquisition capabilities rather than only
moving resources to the acquisition. Second, the use of moderators in Dawn has been
identified as a beneficial approach and can be used foster interfirm communication.

5.3 Sociocultural integration

5.3.1 Culture

Both acquisitions have retained their own culture, facilitated by an organisational
and national cultural fit between Volvo and the acquisitions, where they share values
and industry prospects. This model aligns with the separation mode of acculturation
in Nahavandi and Malekzadeh’s (1988) acculturation framework where the cultures
remain completely independent. Looking at the acquired firms’ preferred mode of
acculturation, both Hive and Dawn perceive themselves as more attractive, agile,
and fast-paced, which strengthens Volvo’s choice as it aligns well with the separa-
tion mode. However, for the acquiring firm’s preferred mode of acculturation, the
framework suggests different modes when the acquisitions are in related or unrelated
lines of business. Since both acquisitions could be considered to be in similar lines
of business, especially Dawn which produces similar products, an integration mode
rather than a separation mode would be expected, as it enables the firms to achieve
operational synergies. However, the crucial aspect of the acculturation framework
is recognising how perspectives on acculturation mode differ since when two firms
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do not agree on the desired mode, stress occurs (Nahavandi & Malekzadeh, 1988).
Considering that both Volvo and the acquisitions have agreed on the separation
mode, potential stress has been avoided.

Regarding changes in the culture of the acquisitions since the acquisitions, the
results differ. Hive has undergone significant changes, which are described as a
result of their organisation’s growth rather than Volvo’s influence. On the other
hand, Dawn has not experienced any significant change in culture but explains that
they had already gone through cultural changes associated with growth as they
transitioned from an entreprenecurial company to a more process-driven company.
Volvo representatives in both cases explain that, as a result of their chosen mode of
acculturation, they want to help the acquisitions maintain a culture that promotes
their strengths and have encouraged them to develop their own culture. This can be
exemplified by that, although it was not initiated by Volvo, Hive conducted their
first employee survey and started to work on their own culture after the acquisition.
By recognising these changes, it is, therefore, possible to infer that the contrast of
being owned by a larger company urges the acquisition to develop and improve their
culture, as they do not want to be assimilated into the acquirer. However, no similar
reasoning has been found or investigated in earlier literature.

When assessing the effects of cultural differences, it can be concluded that the
differences generally have not caused conflicts or stress. This aligns well with Smoul-
ders et al. (2023) and Weber et al. (1996), who claim that employee resistance and
decreased commitment are due to cultural differences, which have been shown to
be low in both cases. However, it partly contradicts Vaara et al. (2012), who assert
that conflict is correlated with higher levels of national differences. This low degree
of conflict in the international case is mainly associated with the cultural fit between
the two firms but can to some extent also be attributed to the CEO of Dawn, who
understands how larger companies operate and can mediate between the firms to
decrease potential frustration and stress arising from different ways and speeds of
working.

Despite the low levels of stress, the cases show that cultural differences have affected
the organisations’ ability to collaborate. Both Hive and Dawn claim that the size
of Volvo makes collaboration difficult because Volvo is slower, has more complex
processes, and has a different perspective on risk. This is aligned with Ranft and
Lord’s (2002) grounded model where the relative size and the relative performance of
the acquired firm are positively associated with low degrees of integration, indicating
that a significant difference in size inhibits profitable collaboration. However, respon-
dents from both cases contend that they believe that collaboration will be easier
as Hive and Dawn grow and the difference in operational speed and complexities
between the firms decrease. Considering the cultural differences associated with
collaboration, Volvo’s decision not to integrate its functions, as discussed in the
alignment and standardisation analysis, is reinforced.

Lastly, in their efforts to evaluate and manage acculturation, the Volvo respon-
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dents in both cases explained that they did not conduct cultural due diligence to
assess potential differences. However, both claim that they indirectly evaluated the
culture in the acquisition through mutual trust and the ability to communicate,
which aligns with the factors Teerikangas and Very (2012) identified to enable conflict
resolution. Graebner et al. (2017) conclude that good communication therefore can
reduce the potential negative effects of cultural distance. Since cultural distance has
not caused conflicts in either of the cases, the cultural evaluation has therefore been
successful. However, since cultural due diligence is a tool that is promoted by the
literature, it may be beneficial to consider its use in future acquisitions. Regarding the
sociocultural controls suggested by Larsson and Lubatkin (2001) as well as Lodorfos
and Boateng (2006), Volvo did not initiate any activities themselves. However, in
Dawn, the CEO tried to create cultural learning through discussions between Dawn
and Volvo, which was perceived to have a positive effect and aligns with Schweiger
and Goulet (2005) who found that cultural learning improved communication and
attitudes toward cooperation. This showcases the CEQO’s desire to decrease stress
and conflict associated with the acquisition.

In conclusion, the choice of acculturation mode is in line with the preferences
of both Volvo and the acquisitions. Although Volvo’s choice may not completely
align with the framework, what is more important is that the firms agree on the
suitable acculturation mode to avoid conflicts. Volvo’s actions are consistent with
the choice to maintain separate cultures and they have encouraged the acquisitions
to develop their own culture, which has had a positive effect on the acquisitions. The
cultural differences have negatively affected collaboration between the companies,
but they have not caused stress or conflicts. While cultural differences were indirectly
assessed and evaluated before the acquisition, they have not been actively managed
by Volvo afterwards. However, the CEO of Dawn has actively managed the accultur-
ation to decrease stress within the acquisition which is deemed successful. Hence,
within the culture theme, Volvo needs to consider how well the acculturation of the
acquisitions is managed by acknowledging their preferred mode of acculturation,
continuing to encourage the development of their own culture, and understanding
the critical role of acquired leaders to avoid stress and conflict.

5.3.2 Identity

Volvo had no intent in either of the acquisition to assimilate the firms’ organisa-
tional identity into Volvo’s identity. Volvo, strategically, wanted them to keep their
pre-acquisition identity to avoid them losing their edge. In regard to Bouchikhi
and Kimberly’s (2012) identity integration matrix, Volvo intended to preserve the
identities of each party whilst integrating through legacy identities. Resulting in
a confederation identity approach. Consequently, as also seen, the firms have kept
their autonomy and identities whilst also being guided by high-level coordination
mechanisms and a low level of cross-form structures. High-level coordination has
in these cases been purely through BoD for Hive and BoD and an intermediary for
Dawn. This strategy is preferred, according to the literature, when an adequate level
of revenue and cost synergies can be reached with a low integration depth, balanc-
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ing economic calculations and psychological needs. Literature and Volvo’s intent
seem to be aligned so far, supporting the selection of the identity integration approach.

However, Volvo also mentioned that they have not actively prevented the assimilation
of either Hive’s or Dawn’s identity to Volvo’s identity. There have been multiple
occurrences of identity assimilation activities at both Hive and Dawn, initiated
internally at the acquired firms. Although, these have in large part been through
symbolic tools, which according to literature are less prone to influence identities
than substantive tools. At Hive, the former CEO changed a corporate value to ‘the
Hive way’, originating from ‘the Volvo way’. Although, it is noted that employees are
unaware of this connection to Volvo. Additionally, Hive and Volvo have a collabora-
tion where they put the Volvo logo on Hive’s products that are sold to Volvo. The
employee believed that if Volvo were to further push their logo onto Hive’s products,
they should also integrate the firm. Adding that it would have been hurtful if done.
Nevertheless, in the case of Hive, these occurrences have not resulted in any change
in organisational identity, employees continue to strongly identify with Hive. At
Dawn, T-shirts were distributed to employees at the announcement of the acquisition,
labelled with ‘Part of the Volvo family’. Top management pushed independently for
a partial identification with Volvo, aiming for employees to have pride in filling a
unique function at Volvo. Consequently, in contrast to Hive, employees at Dawn
identified themselves mainly with Dawn and partly with Volvo.

As discovered, Hive has followed the path of confederation identity approach whilst
Dawn has had some influence on their organisational identity. However, Dawn has
not been influenced by Volvo but instead actively and independently pursued to
partially assimilate their own organisational identity with Volvo. The differences
in desires to assimilate with Volvo most likely originate from the companies’ re-
spective situation and their view of Volvo. Hive wanted to sustain their operations
with minimal interference from Volvo and had a less positive perception of Volvo,
compared to Dawn. Conversely, preceding the acquisition, Dawn actively sought
an investor to support the next step in their journey. Volvo was chosen based on a
positive perception of Volvo and fit with Dawn’s objectives. According to literature,
a positive perception of the acquirer could increase the desire to assimilate their
identity with the acquirers. Thus, motivating the seen difference in desire to identify
with Volvo.

In sum, Volvo had similar intentions concerning organisation identity at the ac-
quired firms, but the outcome was different. There are differences in the inclination
to assimilate one’s identity across acquisitions. The outcomes in these cases have been
overall positive, however, future acquisitions should carefully analyse the inclination
for assimilation of the identity and mitigate potential harm to the strategic intentions
of the acquisition.

Furthermore, the partial assimilation of Dawn’s identity is seemingly not mutual,

as Volvo perceives themselves and Dawn as distinct entities. Literature describes
how disparities in organisational identities can foster a we-versus-them mentality
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(Bansal, 2019; Smeulders et al., 2023). This is something that most likely has
occurred on Volvo’s side, taking the form of not-invented-here syndrome. In turn
hindering operational collaboration, especially when comparing technical solutions.
This highlights that preserving legacy identities could be harmful to collaborations.
Something that has been more visible in the case of Dawn than Hive. Most likely
because Dawn produces, to some degree, competing products whilst Hive produces
solely complementary products and has a lower degree of interfirm collaborations.

A relevant alternative could have been to force identity assimilation of the ac-
quired firm’s identities to Volvo’s identity. To facilitate a such change in identity,
Volvo needs to manage through both symbolic and substantive tools. Whilst the
assimilation of identities would enable better collaboration, it would not have been
beneficial as neither of the cases has that as their main objective. As an employee
described at Hive, if they were to assimilate identities they would need to integrate,
which in turn would harm the objectives with the acquisition.

Nevertheless, looking into the future, Bouchikhi and Kimberly (2012) discussed
how the identity approach could change over time. In the case of Hive, indications
have been seen for potential change from a confederation to an assimilation identity
approach as Hive continues its growth journey and thus increasing opportunities for
collaboration, as discussed in the communication and interaction analysis. However,
it would not necessitate increasing the assimilation of the identities, but it could be
beneficial to investigate further as the level of collaboration and number of contact
points increase.

In conclusion, the intent to keep the firms’ legacy identities separate aligns with
the literature and seemingly has been the best choice in these cases. However, it
was discovered that there are differences in inclination to assimilate identities with
Volvo, having a potential to harm strategic objectives in other acquisitions. Volvo
needs to consider these discrepancies, in intentions and desires, in future acquisitions.
Nevertheless, future acquisitions, made with similar presumptions would in general
benefit from keeping the current strategy when managing identities. A potential
re-evaluation of the identity approach is however needed as the acquired firms evolve.

5.3.3 Justice

There has been a high level of perceived fairness among the acquired firms, largely
attributed to the independent structure of both acquisitions. The firms were given
a high level of autonomy, Volvo slightly improved employee benefits, there were
no changes to management, Volvo did not perform any workforce displacements,
and employees’ opinions were heard. Factors frequently cited in the literature as
having a negative impact on the perception of justice were absent. Literature has
also discovered that the perception of justice is strongly intercorrelated with culture.
As discussed earlier, there have been similarities in national cultures and no signs of
cultural conflicts, all contributing positively to the perception of justice. However,
there were instances where perceived unfairness arose.
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One such instance was the change in CEO at Hive. Volvo and the former CEO argued
that the change in CEO was rightly identified, the selection process was just, and it
was a traditional CEO position with limited job security. However, the founder held
a different perspective. The founder agreed that the need for the change of CEO
was rightly identified but that the current constellation likened a trainee programme
for Volvo talents. This was based on the perception that the new CEO came from
Volvo, developed skills at Hive, and then returned to Volvo as well as having the
job security of an ordinary line manager. Hence the founder was questioning the
transparency and validity of communication from Volvo. Consequently, influencing
the perception of all dimensions of perceived justice negatively. Fortunately, this view
appeared to not be shared by employees, believing that there was nothing out of the
ordinary. Nevertheless, having founders, which have continued as minority owners,
perceiving injustice could problematise change, decrease synergy realisation, and
generate conflicts according to literature (Bansal, 2019; Monin et al., 2013; Larsson
& Finkelstein, 1999; Graebner et al., 2017).

Another instance of perceived unfairness is regarding the engagement from Volvo
in Hive. Both employees and the founder believed that Volvo was too passive in
their ownership. This belief originated in the notion that Volvo’s engagement would
only increase if Hive failed to meet its targets, implying that resources were being
allocated equitably and not equally. Consequently, this negatively impacted the
perception of distributive justice as they perceived unfairness in the allocation of
resources. However, Volvo argued that they deliberately choose to be passive, believ-
ing it is for the best. This discrepancy of unfair steering by Volvo could potentially
result in conflicts and declined willingness to collaborate, thereby decreasing synergy
realisations. This discrepancy is however not shared by Dawn as they enjoy the level
of freedom, described to be central to the continuation of their agility.

A final instance of perceived unfairness relates to information asymmetries con-
cerning strategy, between Dawn and Volvo. Dawn experienced inequality in strategic
collaboration stemming from Volvo not sharing their product strategy whilst also
requiring them to refrain from infringing upon it. Thus, impacting the perception
of interactional justice in a negative manner. Volvo, however, stated that they do
not share strategic intent, especially intents involving patents and unreleased prod-
ucts, but could provide limited, vague insights into their plans. This situation has
generated frustration and uncertainty within Dawn and could serve as the basis for
additional conflicts. This situation is however not shared by Hive as it originates from
Dawn and Volvo having somewhat competing products, which is not the case for Hive.

The overall positive perception of justice and satisfactory level of communication
suggest that justice has, in general, been managed well. However, there have been
some important instances of perception of injustice. Literature consistently suggests
accurate, adequate, and timely communication to address perceptions of injustice
(Seo & Hill, 2005; Gomes et al., 2013; Schroeder, 2012). First, in the case of changes
in CEQs, proving fairness in the procedural selection of CEOs and providing clear
information on the distributive characteristics of the CEO constellation would most
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likely improve the overall perception of justice. Second, in the case of engagement
from Volvo, communicating the motives and procedures for their decision to be pas-
sive could improve the overall perception of justice. Literature suggests that a greater
understanding of procedural aspects, consequently procedural justice, often leads to
a more positive perception of distributive justice, regardless of whether changes in
distributive justice occur. Third, in the case of strategic collaboration, Volvo should
carefully evaluate the potential benefits of increased strategic collaboration. While
they may choose not to share their product strategy based on valid reasons, they
need to ensure that this decision does not in fact unintentionally generate additional
conflicts. Overall, addressing these instances of perceived unfairness and managing
the associated challenges are essential to ensure a positive relationship between the
acquired firms and Volvo.

In conclusion, the perceived fairness among the acquired firms has been positive.
However, there were instances where perceived unfairness emerged, such as the
change in CEO at Hive, the perceived passive engagement from Volvo at Hive, and
inequality in strategic awareness at Dawn. Volvo needs to identify and manage oc-
currences where perceived unfairness emerges, either by evaluating potential changes
or appropriately communicating to avoid potential conflicts. Communication should
consider the three dimensions of justice perception and its interconnectedness.

5.3.4 Trust

In general, a high level of trust has been observed at each acquired firm. Literature
has discovered that trust is strongly intercorrelated with culture and communication.
As discussed earlier, there have been similarities in national cultures, no signs of
cultural conflicts, and satisfactory communication, all contributing positively to the
establishment of trust. A closer examination of trust reveals a positive perception of
the ability dimension of trust of Volvo, attributed to Volvo being a perfect match,
possessing the right skills, competencies, and characteristics, as seen in empirical
findings of structural integration. However, there have been specific instances or
aspects that have influenced different dimensions of trust in interesting ways.

One such instance relates to potential employee displacements. Some employees at
Hive initially expressed a fear that Volvo would make layoffs following the acquisition,
despite it was communicated that the company would continue as usual. This
is a clear example of negative expectations regarding Volvo’s actions, based on a
sense of distrust. At closer inspection, the situation stemmed from uncertainty in
the benevolence and integrity dimensions of trust. First, employees were unsure if
Volvo were to act in their best interest or if they would prioritise cost reduction
initiatives, a common concern in acquisitions. Second, employees lacked the prior
experience they needed to evaluate Volvo’s integrity upon. The fear of displacements
was eventually diminished by very clear top-down communication, a technique also
commonly referred to by the literature. Conversely, no such worries seemed to exist
at Dawn.
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Another instance influencing trust is the alignment of intentions through contractual
agreements. Dawn mentioned that they put a lot of effort into contracts, ensuring
alignment of Volvo’s intentions and Dawn’s aspirations. In the process mitigating
some risks, such as Volvo acting opportunistically and holding Volvo accountable
for their promises. This positively influences trust, particularly in the dimensions of
benevolence and integrity.

Trust was also affected by changes in CEOs. As explained in earlier justice sections,
the change of CEO was likened to a trainee school. The founder’s impression that
Volvo misused the CEO position at Hive for their own gains has implications for
multiple dimensions of trust. First, it contributes to the perception that Volvo
acts opportunistically, prioritising itself over joint outcomes. Second, it creates a
scenario where Volvo's integrity becomes questioned, Volvo argues that they act
appropriately whilst Hive perceives their actions to be inconsistent with their words.
These factors, related to benevolence and integrity, respectively, both contribute
to a lowered level of trust. However, as stated in the analysis of justice, proving
fairness in the procedural selection of the CEO and providing clear and transparent
information about the CEO constellation would also improve trust as it diminishes
uncertainties regarding benevolence and disbelief of integrity.

Another factor influencing trust was the decision to keep minority shareholders,
at both Hive and Dawn. Minority shareholders were perceived, in both cases, to act
as additional protection from potential corporate moves from Volvo. Mitigating some
of the risks associated with both opportunistic behaviour from Volvo and ensuring
promises are kept. The former positively influences the perception of benevolence and
the latter positively influences the perception of integrity. However, the perception
of additional security was inaccurate as Volvo still has majority ownership and
consequently has the power to force change if deemed appropriate. Nonetheless,
having minority shareholders seemed to be a good tool to build trust towards Volvo.

Finally, maintaining continuous contact points at Volvo appeared to be an influential
aspect, particularly evident in the case of Dawn. The CEO at Dawn believed that
the human factor is the most influential in M&A and that building trust is essential.
Having a continuous counterpart at Volvo, such as an intermediary as discussed in
the analysis of communication and interaction, from the start throughout the entire
process, handling the relationship between the acquired firm and Volvo had a strong,
positive influence on trust.

The general understanding is that it has been no significant issues with Volvo’s
ability, openness, and value congruence dimensions of trust. This has been expected
as the acquisition has been within markets where Volvo is a dominant player, and
that Volvo successfully has managed communication and cultural aspects. The few
problematic instances primarily revolve around the benevolence and integrity dimen-
sions of trust. Dimensions which are logical as there is a significant difference in size
between Volvo and the acquired firms and a lack of prior experience to evaluate Volvo.
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In conclusion, findings show that Volvo has in general done a good job manag-
ing trust and several important factors have been identified that contribute to trust.
Hence, Volvo needs to consider the following four aspects to successfully continue to
manage trust in future acquisitions. First, clear and transparent communication plays
an important role in diminishing uncertainties and managing negative expectations.
It is essential to effectively communicate intentions and assure employees of their
best interests. Second, contractual agreements help mitigate risks and hold the
acquiring firm accountable for their promises. These two factors foster the perception
of trust in the dimensions of benevolence and integrity. Third, having continuous
counterparts from the start of, and building strong relationships throughout the
acquisition process cannot be underestimated. This human factor establishes a
foundation of trust which positively influences trust in multiple dimensions. Fourth
and final, keeping minority owners could help build the perception of benevolence
and integrity, also being the most relevant for Volvo.
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Conclusion

The purpose of this paper has been to analyse Volvo’s essential, historical factors for
a successful post-merger integration, aiming to improve future integration processes.
The aim is to accomplish the purpose by identifying learnings from the two cases
investigated in the paper. The cases have been analysed in regard to strategic and
sociocultural integration, where the effects of these perspectives are presented in
the following paragraphs. The answers to the sub-research questions are then the
foundation at which the learnings are presented as successful practices Volvo should
continue doing, areas at which Volvo could improve, and potential pitfalls that Volvo
should consider.

How has strategic integration affected Volvo’s success in precedent
post-merger integration processes?

Volvo’s choice to give the acquisitions high autonomy and retention of sharcholders
has resulted in low levels of stress and conflicts. The high level of autonomy is
combined with a low degree of integration, which often is associated with lower
performance and knowledge transfer. However, this has been deemed to be a suitable
model for the acquisition since it also maintains competitive advantages and fulfils the
strategic intent of the acquisitions. Conversely, this model has also entailed difficulties
as the operational collaboration and transfer of knowledge have been hindered. The
differences between the cases highlight the need for suitable communication channels
to improve the quality of interfirm communication and interaction, balancing the need
for efficient ways of communicating whilst not overwhelming the smaller organisation.
An intermediary which can facilitate communication and identify the appropriate
contacts across both organisations has been shown to increase the effectiveness of
operational coordination and interfirm collaboration.

How has sociocultural integration affected Volvo’s success in precedent
post-merger integration processes?

Volvo’s choice to maintain separate cultures and identities is in line with both organ-
isations’ preferences, which is crucial to decrease stress and conflict. Furthermore,
Volvo’s actions are consistent with their choice of acculturation mode as they have
preserved the acquisition’s culture and kept the two identities separate. These actions
combined with factors, such as communication and retention of minority shareholders,
have been identified to increase trust between the organisations. Additionally, the
perceived fairness among the acquired firms has been positive. However, there were
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instances where perceived unfairness emerged, but these instances have not resulted
in any major conflict. The differences in culture and encouragement to develop their
own culture have resulted in an increased focus on organisational culture within
the acquisitions. The cultural differences have not been the cause of any conflicts
due to sufficient communication. Lastly, despite Volvo not managing the cultural
differences, activities to improve acculturation within the acquisitions have been
deemed successful.

What learnings can be drawn from Volvo’s precedent
post-merger integration processes?

For future acquisitions, Volvo needs to consider two important aspects when choosing
the level of autonomy. First, they must recognise the founders’ preparedness to
let go of their autonomy. Second, they need to take into consideration how the
need for autonomy and decreased stress changes after a few years as the desire
to improve collaboration increases. Additionally, when choosing an appropriate
level of integration, despite that additional integration of functions or alignment of
operations are highlighted to further enhance performance, Volvo need to weigh the
financial improvements against the costs of integration and its effects on operations.
Lastly, when considering operational collaboration, Volvo needs to recognise that
bilateral resource redeployment can enhance post-acquisition capabilities and that
appointing an operational intermediary can be an effective tool in future acquisitions
to facilitate and foster interfirm communication and interaction. However, they also
need to evaluate the level of power given to the intermediary. If they are to also
make coordinative decisions or purely work to enable interfirm communication and
identifying the appropriate contacts across both organisations.

For future acquisitions, Volvo also needs to consider how they manage acculturation
of the acquired firm by acknowledging their preferred mode of acculturation and iden-
tity. However, future acquisitions that are made with similar presumptions, would in
general benefit from keeping the current strategy. Additionally, Volvo should continue
to encourage the development of the acquisitions’ own culture, as well as understand
and utilise the critical role of acquired leaders to avoid stress and conflict. Lastly,
to successfully continue to manage trust between the organisations, Volvo needs to
consider the following four aspects. First, clear and transparent communication plays
an important role in diminishing uncertainties and managing negative expectations.
Second, contractual agreements help mitigate risks and hold the acquiring firm
accountable for its promises. Third, having continuous counterparts from the start
of, and building strong relationships throughout, the acquisition process cannot
be underestimated. Fourth and final, keeping minority owners could help build a
perception of benevolence and integrity. By considering these aspects, Volvo will
also be able to identify and manage occurrences where perceived unfairness have
emerged, where communication is the most prominent tool to avoid potential conflict.
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6.1 Further research

Moving forward, further investigation should be directed towards understanding the
dynamics of collaboration as the acquisition grows. Specifically, there is a need to
explore how the possibility of collaboration evolves as the size of the acquisition
increases. Furthermore, it would be intriguing to examine whether enhanced interfirm
communication could potentially overwhelm the acquisition process, particularly in
cases where there is a significant difference in size between the two organisations.
These distinct patterns have been emphasised by respondents and identified in the
analysis. However, due to limited support in existing literature, a deeper understand-
ing of both areas is necessary to contribute to subsequent research on post-merger
integration.

Moreover, existing literature and this thesis have primarily focused on the perspective
of the acquired firm and how the actions of the acquirer affect them. However, it
would also be valuable to investigate how employees of the acquiring firms are affected
by the transaction and how the coordination with multiple acquisitions impacts their
performance. This aspect remains relatively unexplored and would benefit from
attention in future research.

81



6. Conclusion

82



Bibliography

AB, Volvo (2023a). About us. https://www.volvogroup.com/en/about-us.html
(visited on 03/13/2023).

AB, Volvo (2023b). The Volvo Group Annual Report 2022. https://www.volvogrou
p.com/content/dam/volvo-group/markets/master/investors/reports-and-
presentations/annual-reports/AB-Volvo-Annual-Report-2022.pdf (visited
on 05/20/2023).

Allatta, Joan T. and Harbir Singh (2011). “Evolving Communication Patterns in
Response to an Acquisition Event”. In: Strategic Management Journal 32.10.
Publisher: Wiley, pp. 1099-1118. 1ssN: 0143-2095.

Alvesson, Mats and Dan Karreman (2000). “Varieties of Discourse: On the Study of
Organizations through Discourse Analysis”. In: Human Relations 53.9. Publisher:
SAGE Publications Ltd, pp. 1125-1149. 1ssN: 0018-7267. DOI: 10.1177/00187267
00539002.

Angwin, Duncan N. and Maureen Meadows (2015). “New Integration Strategies for
Post-Acquisition Management”. In: Long Range Planning 48.4, pp. 235-251. 1SSN:
00246301. DOI: 10.1016/j.1rp.2014.04.001.

Appelbaum, Steven H. et al. (2000). “Anatomy of a merger: behavior of organiza-
tional factors and processes throughout the pre- during- post-stages (part 1)”. In:
Management Decision 38.9. Publisher: MCB UP Ltd, pp. 649-662. 1SSN: 0025-1747.
DOI: 10.1108/00251740010357267.

Ashkenas, R. N., L. J. DeMonaco, and S. C. Francis (1998). “Making the deal
real: how GE Capital integrates acquisitions”. In: Harvard Business Review 76.1,
pp. 165-170, 172, 174-178. 1SSN: 0017-8012.

Bansal, Anjali (2015). “Understanding the integration mechanisms practiced during
organizational change: Evidence from five M&A transactions”. In: Journal of
Organizational Change Management 28.6. Publisher: Emerald Group Publishing
Limited, pp. 929-947. 18SN: 0953-4814. DOI: 10.1108/J0CM-12-2014-0222.

Bansal, Anjali (2019). “Thinking of mergers and acquisitions? Think of justice:
a people perspective”. In: International Journal of Manpower 41.4. Publisher:
Emerald Publishing Limited, pp. 435-456. 18SN: 0143-7720. por1: 10.1108/IJM-02
-2019-0087.

Barkema, Harry G and Mario Schijven (2008). “Toward Unlocking the Full Poten-
tial of Acquisitions: The Role of Organizational Restructuring”. In: Academy of
Management Journal 51.4, pp. 696-722.

Barmeyer, Christoph and Ulrike Mayrhofer (2008). “The contribution of intercultural
management to the success of international mergers and acquisitions: An analysis

83



Bibliography

of the EADS group”. In: International Business Review 17.1, pp. 28-38. ISSN:
0969-5931. DOT: 10.1016/j.ibusrev.2007.12.001.

Bauer, Florian and Kurt Matzler (2014). “Antecedents of M&A success: The role
of strategic complementarity, cultural fit, and degree and speed of integration:
Antecedents of M&A Success”. In: Strategic Management Journal 35.2, pp. 269—
291. 18SN: 01432095. por: 10.1002/smj.2091.

Bell, Emma, Alan Bryman, and Bill Harley (2019). Business Research Methods.
5th ed. Oxford University Press. 1ISBN: 978-0-19-880987-6.

Berry, John W. (1983). “Social and cultural change”. In: Triandis, Harry C. and
Walter L. Brislin. Handbook of cross-cultural change. 5th. Boston: Allyn & Bacon,
pp. 211-279.

Birkinshaw, Julian, Henrik Bresman, and Lars Hakanson (2000). “Managing the Post-
acquisition Integration Process: How the Human lintegration and Task Integration
Processes Interact to Foster Value Creation”. In: Journal of Management Studies
37.3, pp. 395-425. 1SSN: 1467-6486. DOT: 10.1111/1467-6486.00186.

Bodner, Julia and Laurence Capron (2018). “Post-merger integration”. In: Journal
of Organization Design 7.1, p. 3. 1SSN: 2245-408X. DOI: 10.1186/s41469-018-00
27-4.

Boland, R. J. (1970). “Merger planning: How much weight do personnel factors
carry?” In: Personnel 47, pp. 8-13.

Bouchikhi, Hamid and John Kimberly (2012). Making 1 1=1: The Central Role of
Identity in Merger Math. Rochester, NY. DOI: 10.2139/ssrn.2312378.

Bouwman, Christa H. S. (2013). “The Role of Corporate Culture in Mergers &
Acquisitions”. In:

Bresman, Henrik, Julian Birkinshaw, and Robert Nobel (1999). “Knowledge Transfer
in International Acquisitions”. In: Journal of International Business Studies 30.3,
pp. 439-462.

Brock, David M. (2005). “Multinational acquisition integration: the role of national
culture in creating synergies”. In: International Business Review 14.3, pp. 269-288.
ISSN: 0969-5931. DOI: 10.1016/j.1ibusrev.2005.02.001.

Buono, Anthony F., James L. Bowditch, and John W. Lewis (1985). “When Cultures
Collide: The Anatomy of a Merger”. In: Human Relations 38.5. Publisher: SAGE
Publications Ltd, pp. 477-500. 1SSN: 0018-7267. DO1: 10.1177/001872678503800
506.

Calipha, Rachel, Shlomo Tarba, and David Brock (2010). “Mergers and acquisitions:
A review of phases, motives, and success factors”. In: Advances in Mergers €
Acquisitions 9, pp. 1-24. 1SSN: 978-0-85724-465-9. DOI: 10.1108/51479-361X(201
0)0000009004.

Capital, 1Q (2023). AB Volvo (publ) (OM:VOLV B) Financials. https://www.capi
taliq.com/CIQDotNet/Financial/IncomeStatement.aspx?Companyld=312375
&statekey=fd90c0151000467e970036£810b12766 (visited on 02/10/2023).

Capron, L. and W. Mitchell (1998). “Bilateral Resource Redeployment and Capabili-
ties Improvement Following Horizontal Acquisitions”. In: Industrial and Corporate
Change 7.3, pp. 453—484. 18SN: 0960-6491, 1464-3650. DOT: 10.1093/icc/7.3.453.

84



Bibliography

Capron, Laurence, Pierre Dussauge, and Will Mitchell (1998). “Resource Redeploy-
ment Following Horizontal Acquisitions in Europe and North America”. In: 19.7,
pp. 631-661.

Carpenter, Mason Andrew and Wm. Gerard Sanders (2007). Strategic manage-
ment : a dynamic perspective : concepts and cases. Upper Saddle River, N.J. :
Pearson/Prentice Hall. 718 pp. 1SBN: 978-0-13-145353-1.

Cartwright, Susan and Cary L. Cooper (1996). Managing Mergers, Acquisitions,
and Strategic Alliances: Integrating People and Cultures. Google-Books-ID: 7TuVb-
slu8NYwC. Routledge. 258 pp. 1SBN: 978-0-7506-2341-4.

Cartwright, Susan and Fionnuala Price (2003). “Managerial preferences in interna-
tional merger and acquisition partners revisited: How are they influenced?” In:
Advances in Mergers and Acquisitions. Vol. 2. Advances in Mergers and Acqui-
sitions. Emerald Group Publishing Limited, pp. 81-95. 1SBN: 978-1-84950-201-6.
DOI: 10.1016/81479-361X(03) 02005-2.

Castarier, Xavier and Samina Karim (2013). “Implementing acquirers’ synergistic
intent: Cost reduction, revenue enhancement and bilateral interactions with the
target”. In: Mergers and Acquisitions Practices, Performance and Perspectives,
pp. 75—107.

Chatterjee, Sayan et al. (1992). “Cultural differences and shareholder value in related
mergers: Linking equity and human capital”. In: Strategic Management Journal
13.5, p. 319. 18SN: 0143-2095.

Chen McCain, Shiang-Lih, Henry Tsai, and Nicholas Bellino (2010). “Organizational
justice, employees’ ethical behavior, and job satisfaction in the casino industry”.
In: International Journal of Contemporary Hospitality Management 22.7. Ed. by
Seyhmus Baloglu et al. Publisher: Emerald Group Publishing Limited, pp. 992—
1009. 1ssN: 0959-6119. DOI: 10.1108/09596111011066644.

Choi, Soki et al. (2012). “Managing clinical integration: a comparative case study in
a merged university hospital”. In: Journal of Health Organization and Management
26.4, pp. 486-507. 1SSN: 1477-7266. DOI: 10.1108/14777261211251544.

Christensen, Clayton M. et al. (2011). “The Big Idea: The New M&A Playbook”. In:
Harvard Business Review. Section: Disruptive innovation. 1SSN: 0017-8012.

Cobb, Anthony, K.C. Wooten, and Robert Folger (1995). “Justice in the making:
Toward understanding the theory and practice of justice in organizational change
and development”. In: Research in Organizational Change and Development 8,
pp. 243-295.

Colquitt, Jason A., Jerald Greenberg, and Cindy P. Zapata-Phelan (2005). “What
is organizational justice? A historical overview”. In: Handbook of organizational
justice. Mahwah, NJ, US: Lawrence Erlbaum Associates Publishers, pp. 3-56. ISBN:
978-0-8058-4203-6.

Cording, Margaret, Petra Christmann, and David R. King (2008). “Reducing Causal
Ambiguity in Acquisition Integration: Intermediate Goals as Mediators of Integra-
tion Decisions and Acquisition Performance”. In: The Academy of Management
Journal 51.4. Publisher: Academy of Management, pp. 744—767. 1sSN: 0001-4273.

Devers, Cynthia E. et al. (2007). “Executive Compensation: A Multidisciplinary
Review of Recent Developments”. In: Journal of Management 33.6. Publisher:

85



Bibliography

SAGE Publications Inc, pp. 1016-1072. 1sSN: 0149-2063. DOI: 10.1177/01492063
07308588.

Elsass, Priscilla M. and John F. Veiga (1994). “Acculturation in Acquired Organi-
zations: A Force-Field Perspective”. In: Human Relations 47.4. Publisher: SAGE
Publications Ltd, pp. 431-453. 1SSN: 0018-7267. DOI1: 10.1177/001872679404700
404.

Empson, Laura (2001). “Fear of Exploitation and Fear of Contamination: Impedi-
ments to Knowledge Transfer in Mergers between Professional Service Firms”. In:
Human Relations 54.7, pp. 839-862. 18SN: 0018-7267, 1741-282X. DOI: 10.1177/0
018726701547003.

Flyvbjerg, Bent (2006). “Five Misunderstandings About Case-Study Research”. In:
Qualitative Inquiry 12.2. Publisher: SAGE Publications Inc, pp. 219-245. ISSN:
1077-8004. port: 10.1177/1077800405284363.

Gall, Elizabeth A. (1991). “Strategies for Merger Success”. In: Journal of Business
Strategy 12.2. Publisher: MCB UP Ltd, pp. 26-29. 1SSN: 0275-6668. DOI: 10.1108
/eb039399.

Gates, Stephen and Philippe Very (2003). “Measuring Performance During M&A
Integration”. In: Long Range Planning 36.2, pp. 167—185. 1SSN: 0024-6301. DOTI:
10.1016/80024-6301(03) 00004-9.

Gerhart, Barry (2009). “How Much Does National Culture Constrain Organizational
Culture?” In: Management and Organization Review 5.2, pp. 241-259. 1SSN: 1740-
8776, 1740-8784. po1: 10.1111/7.1740-8784.2008.00117 . x.

Giessner, Steffen, Johannes Ullrich, and Rolf Dick (2012). “A Social Identity Analysis
of Mergers & Acquisitions”. In: The Handbook of Mergers and Acquisitions. Journal
Abbreviation: The Handbook of Mergers and Acquisitions, pp. 474-495. ISBN:
978-0-19-960146-2. DOI: 10.1093/acprof :0s0/9780199601462.003.0019.

Gillham, Bill (2008). Forskningsintervjun : tekniker och genomférande. 1st edition.
Lund: Studentlitteratur. 1ISBN: 978-91-44-04012-7.

Gomes, Emanuel et al. (2013). “Critical Success Factors through the Mergers and
Acquisitions Process: Revealing Pre- and Post-M&A Connections for Improved
Performance”. In: Thunderbird International Business Review 55.1, pp. 13-35.
ISSN: 1520-6874. DOI: 10.1002/tie.21521.

Goold, Michael and Andrew Campbell (1998). “Desperately Seeking Synergy”. In:
Harvard Business Review. Section: Managing people. 1ssN: 0017-8012.

Graebner, Melissa E. (2004). “Momentum and Serendipity: How Acquired Leaders
Create Value in the Integration of Technology Firms”. In: Strategic Management
Journal 25.8. Publisher: Wiley, pp. 751-777. 1sSN: 0143-2095.

Graebner, Melissa E. et al. (2017). “The process of postmerger integration : a review
and agenda for future research”. In: Academy of Management Annals 11.1. Number:
1 Publisher: Academy of Management, pp. 1-32. 1ssSN: 1941-6520.

Haleblian, Jerayr et al. (2009). “Taking Stock of What We Know About Mergers
and Acquisitions: A Review and Research Agenda”. In: Journal of Management
35.3. Publisher: SAGE Publications Inc, pp. 469-502. 1sSN: 0149-2063. DOI: 10.11
77/0149206308330554.

Haspeslagh, Philippe and David B. Jemison (1991). Managing Acquisitions: Creating
Value through Corporate Renewal. New York: Free Press.

86



Bibliography

Haunschild, Pmela R., Richard L. Moreland, and Audrey J. Murrell (1994). “Sources
of Resistance to Mergers Between Groupsl”. In: Journal of Applied Social Psy-
chology 24.13, p. 1150. 18sN: 0021-9029.

Herscovitch, Lynne and John P. Meyer (2002). “Commitment to organizational
change: Extension of a three-component model.” In: Journal of Applied Psychology
87.3, pp. 474-487. 18SN: 1939-1854, 0021-9010. por1: 10.1037/0021-9010.87.3.4
74.

Hofstede, Geert (1980). “Culture’s Consequences: International Differences in Work
Related Values”. In: Organization Studies 4.4. Publisher: SAGE Publications Ltd,
pp- 390-391. 18SN: 0170-8406. DOI: 10.1177/017084068300400409.

Hogg, Michael A. and Deborah J. Terry (2000). “Social Identity and Self-Categorization
Processes in Organizational Contexts”. In: The Academy of Management Review
25.1. Publisher: Academy of Management, pp. 121-140. 1SSN: 0363-7425. DOI:
10.2307/259266.

IMAA (2023). Mé&A Statistics: Transactions and Activity by year. MEA Trends |
IMAA. Imaa-institute. https://imaa-institute.org/mergers-and-acquisiti
ons-statistics/ (visited on 03/23/2023).

James, Nalita and Hugh Busher (2009). Online Interviewing. 1 Oliver’s Yard, 55 City
Road, London EC1Y 1SP: SAGE Publications Ltd. DOI: 10.4135/9780857024503.

Jemison, David B. and Sim B Sitkin (1986). “Corporate Acquisitions: A Process
Perspective”. In: The Academy of Management Review 11.1. Publisher: Academy
of Management, pp. 145-163. 1SSN: 0363-7425. DOI: 10.2307/258337.

Karim, Samina (2006). “Modularity in organizational structure: the reconfiguration
of internally developed and acquired business units”. In: Strategic Management
Journal 27.9, pp. 799-823. 1sSN: 0143-2095, 1097-0266. DOI: 10.1002/smj . 547.

Kazemek, E. A. and D. M. Grauman (1989). “Awareness of phases helps achicve
successful mergers”. In: Healthcare financial management : journal of the Healthcare
Financial Management Association 43, p. 82.

Kazumi, OHNO (2014). “Strategic Advantages of the Non-Integrating Style Business
Acquisition”. In.

King, David et al. (2004). “Meta-analyses of Post-acquisition Performance: Indications
of Unidentified Moderators”. In: Strategic Management Journal.

King, David R. et al. (2020). “What, when, and who: Manager involvement in
predicting employee resistance to acquisition integration”. In: Human Resource
Management 59.1, pp. 63-81. 1SSN: 1099-050X. DOI: 10.1002/hrm.21973.

Klok, Yoeri, David P. Kroon, and Svetlana N. Khapova (2022). “The role of emotions
during mergers and acquisitions: A review of the past and a glimpse into the
future”. In: International Journal of Management Reviews. 1SSN: 1468-2370. DOT:
10.1111/ijmr.12322.

Kogut, Bruce and Udo Zander (1996). “What Firms Do? Coordination, Identity, and
Learning”. In: Organization Science 7.5, pp. 502-518. 1SSN: 1047-7039, 1526-5455.
DOI: 10.1287/orsc.7.5.502.

Kroon, David P. et al. (2022). “Hard and Soft Integration: Towards a Dynamic
Model of Post-Acquisition Integration”. In: Journal of Management Studies 59.5,
pp. 1132-1161. 18SN: 0022-2380, 1467-6486. DOI: 10.1111/joms. 12766.

87



Bibliography

Lace, Ksenija and Marite Kirikova (2020). “Importance of IS in Mergers and Acqui-
sitions”. In: PoEM Workshops.

Larsson, Rikard and Sydney Finkelstein (1999). “Integrating Strategic, Organiza-
tional, and Human Resource Perspectives on Mergers and Acquisitions: A Case
Survey of Synergy Realization”. In: Organization Science 10.1. Publisher: IN-
FORMS, pp. 1-26. 1sSN: 1047-7039. pO1: 10.1287/0orsc.10.1.1.

Larsson, Rikard and Michael Lubatkin (2001). “Achieving Acculturation in Mergers
and Acquisitions: An International Case Survey”. In: Human Relations 54.12,
pp. 1573-1607. 18SN: 0018-7267, 1741-282X. DOI: 10.1177/00187267015412002.

Lind, E. A. (2001). “Fairness heuristic theory: Justice judgments as pivotal cognitions
in organizational relations”. In: Advances in organizational justice. 8th. Google-
Books-1D: KQU__nqwlJv4C. Stanford University Press, pp. 56—88. 1SBN: 978-0-
8047-6458-2.

Lodorfos, George and Agyenim Boateng (2006). “The role of culture in the merger
and acquisition process: Evidence from the European chemical industry”. In: Man-
agement Decision 44.10. Publisher: Emerald Group Publishing Limited, pp. 1405—
1421. 18SN: 0025-1747. DOI: 10.1108/00251740610715722.

Marks, Mitchell Lee (1999). “Mergers & acquisitions”. In: Investment Dealers’ Digest
34.3, pp. 14-20. 1ssN: 0026-0010.

Mayer, Roger C., James H. Davis, and F. David Schoorman (1995). “An Integrative
Model of Organizational Trust”. In: The Academy of Management Review 20.3.
Publisher: Academy of Management, pp. 709-734. 1SsN: 0363-7425. DOIL: 10.2307
/258792,

McCombes, Shona and TEgan George (2022). What Is a Research Methodology? |
Steps € Tips. Scribbr. https://www.scribbr.com/dissertation/methodology/
(visited on 03/13/2023).

Melkonian, Tessa, Philippe Monin, and Niels G. Noorderhaven (2011). “Distributive
justice, procedural justice, exemplarity, and employees’ willingness to cooperate
in M&A integration processes: An analysis of the Air France-KLM merger”. In:
Human Resource Management 50.6, pp. 809-837. 1ssN: 1099-050X. pOI1: 10.1002
/hrm.20456.

Monin, Philippe et al. (2013). “Giving Sense to and Making Sense of Justice in
Post-Merger Integration”. In: Academy of Management Journal 56, pp. 256—284.

Moore, Fiona (2011). “Holistic ethnography: Studying the impact of multiple national
identities on post-acquisition organizations”. In: Journal of International Business
Studies 42.5, pp. 654-671. 1SSN: 1478-6990. DOI: 10.1057/jibs.2011.11.

Morland, J. K. (1992). “A Case for the Case Study. Edited by Joe R. Feagin, Anthony
M. Orum, and Gideon Sjoberg. The University of North Carolina Press, 1991.
290 pp. Cloth $37.50; paper $12.95”. In: Social Forces 71.1, pp. 240-242. 1SSN:
0037-7732, 1534-7605. DOT: 10.1093/sf/71.1.240.

Morosini, Piero, Scott Shane, and Harbir Singh (1998). “National Cultural Distance
and Cross-Border Acquisition Performance”. In: Journal of International Business
Studies 29.1, pp. 137-158. 18SN: 0047-2506, 1478-6990. DOI: 10.1057/palgrave. j
ibs.8490029.

Nahavandi, Afsaneh and Ali R Malekzadeh (1988). “Acculturation in Mergers and
Acquisitions”. In: Academy of Management 13, pp. 79-90.

88



Bibliography

Olie, René (1990). “Culture and integration problems in international mergers and
acquisitions”. In: Furopean Management Journal 8.2, pp. 206-215. 1SSN: 0263-2373.
DOI: 10.1016/0263-2373(90)90088-N.

Papadakis, Vassilis M. (2005). “The role of broader context and the communication
program in merger and acquisition implementation success”. In: Management
Decision 43.2. Publisher: Emerald Group Publishing Limited, pp. 236-255. 1SSN:
0025-1747. DOI: 10.1108/00251740510581948.

Porter, Michael E. (1985). Competetive Advantage. New York: Free Press.

Quah, Penelope and Stephen Young (2005). “Post-acquisition Management:: A
Phases Approach for Cross-border M&As”. In: Furopean Management Journal
23.1. Publisher: Elsevier, pp. 65-75. 1SSN: 0263-2373.

Ranft, Annette L and Michael D Lord (2000). “Acquiring new knowledge: The role
of retaining human capital in acquisitions of high-tech firms”. In: The Journal of
High Technology Management Research 11.2, pp. 295-319. 1SSN: 1047-8310. DOTI:
10.1016/81047-8310(00) 00034-1.

Ranft, Annette L. and Michael D. Lord (2002). “Acquiring New Technologies and
Capabilities: A Grounded Model of Acquisition Implementation”. In: Organization
Science 13.4. Publisher: INFORMS, pp. 420-441. 1sSN: 1047-7039.

Ravenscraft, David J. and F. M. Scherer (1987). Mergers, Sell-Offs, and Economic
Efficiency. Brookings Institution Press. ISBN: 978-0-8157-7348-1.

Reus, Taco H and Bruce T Lamont (2009). “The Double-Edged Sword of Cultural
Distance in International Acquisitions”. In: Journal of International Business
Studies 40.8. Publisher: Palgrave Macmillan Journals, pp. 1298-1316. 1ssN: 0047-
2506.

Reus, Taco H., Bruce T. Lamont, and Kimberly M. Ellis (2016). “A darker side of
knowledge transfer following international acquisitions: A Darker Side of Knowledge
Transfer”. In: Strategic Management Journal 37.5, pp. 932-944. 1sSN: 01432095.
DOI: 10.1002/smj.2373.

Rousseau, Denise et al. (1998). “Not So Different After All: A Cross-discipline View of
Trust”. In: Academy of Management Review 23. DOI: 10.5465/AMR.1998.926617.

Sarala, Riikka M and Eero Vaara (2010). “Cultural differences, convergence, and
crossvergence as explanations of knowledge transfer in international acquisitions”.
In: Journal of International Business Studies 41.8, pp. 1365—-1390. 18SN: 0047-2506,
1478-6990. po1: 10.1057/jibs.2009.89.

Sarala, Riikka M. (2010). “The impact of cultural differences and acculturation
factors on post-acquisition conflict”. In: Scandinavian Journal of Management
26.1, pp. 38-56. 1SSN: 09565221. DOI: 10.1016/j.scaman.2009.07.001.

Schein, Edgar H. (1985). Organizational culture and leadership: A dynamic view.
Organizational culture and leadership: A dynamic view. Pages: xx, 358. San
Francisco, CA, US: Jossey-Bass. 1SBN: 978-0-87589-639-7.

Schmidt, Sebastian (2013). “Post-Merger Integration, Achieving Success in Finance”.
PhD thesis. Dublin Business School.

Schreuder, Hein (2013). Economic Approaches to Organizations. 5th. Pearson Educa-
tion.

89



Bibliography

Schroeder, Harold (2012). “Post-merger integration the art and science way”. In:
Strategic HR Review 11.5. Publisher: Emerald Group Publishing Limited, pp. 272—
277. 1SSN: 1475-4398. DOI: 10.1108/14754391211248684.

Schweiger, David M., Ernst N. Csiszar, and Nancy K. Napier (1993). “Implementing
International Mergers And Acquisitions”. In: Human Resource Planning 16.1.
Publisher: SHRM, pp. 53-70. 1ssN: 01998986.

Schweiger, David M. and Phillip Goulet K. (n.d.). “Facilitating acquisition integration
through deep-level cultural learning interventions: A longitudinal field experiment.”
In: Organization Studies 26.10 (), pp. 1477-1499. po1: 10.1177/01708406050570
70.

Seo, Myeong Gu and N. Sharon Hill (2005). “Understanding the Human Side of
Merger and Acquisition: An Integrative Framework”. In: The Journal of Applied
Behavioral Science 41.4. Publisher: SAGE Publications Inc, pp. 422-443. 1SSN:
0021-8863. DOI: 10.1177/0021886305281902.

Seth, Anju, Kean Song, and R. Pettit (2000). “Synergy, Managerialism or Hubris?
An Empirical Examination of Motives for Foreign Acquisitions of U.S. Firms”. In:
Journal of International Business Studies 31, pp. 387-405. DOI: 10.1057/palgra
ve.jibs.8490913.

Shrivastava, Paul (1986). “POSTMERGER INTEGRATION". In: Journal of Busi-
ness Strategy 7.1, pp. 65-76. DOI: https://doi.org/10.1108/eb039143.

Sitkin, Sim B and Nancy L Roth (2006). “Explaining the limited effectiveness
of legalistic “remedies” for trust/distrust”. In: Organizational Trust: A Reader.
Google-Books-1D: KUV49zIhLGMC. Oxford University Press, pp. 295-330. ISBN:
978-0-19-928849-6.

Smeulders, Dieter, Henri C. Dekker, and Alexandra Van den Abbeele (2023). “Post-
acquisition integration: Managing cultural differences and employee resistance
using integration controls”. In: Accounting, Organizations and Society, p. 101427.
ISSN: 03613682. DOI: 10.1016/j.a0s.2022.101427.

Stahl, Gunter et al. (2011). “The role of trust in post-acquisition integration process:
a case survey.” In: Human Resource Management.

Stahl, Giinter K and Sim B Sitkin (2005). “Trust in mergers and acquisitions”. In:
Mergers and Acquisitions: Managing Culture and Human Resources. Google-Books-
ID: juH17s4HF5AC. Stanford University Press, pp. 82-102. 1SBN: 978-0-8047-4661-
8.

Stake, Robert E. (1995). The Art of Case Study Research. SAGE Publications Ltd.

Steigenberger, Norbert (2017). “The Challenge of Integration: A Review of the M&A
Integration Literature”. In: International Journal of Management Reviews 19.4,
pp. 408-431. 1sSN: 1468-2370. DOIL: 10.1111/1jmr.12099.

Teerikangas, Satu and Philippe Very (2012). “Culture in Mergers and Acquisitions”.
In: The Handbook of Mergers and Acquisitions. DOI: 10.1093/acprof :0s0/97801
99601462.003.0016.

Terry, Deborah J. and Anne T. O’Brien (2001). “Status, Legitimacy, and Ingroup Bias
in the Context of an Organizational Merger”. In: Group Processes € Intergroup
Relations 4.3. Publisher: SAGE Publications Ltd, pp. 271-289. 18SN: 1368-4302.
DOI: 10.1177/1368430201004003007.

90



Bibliography

Townsend, Harry (1968). Scale innovations, mergers and monopoly. Oxford: Pergamen
Press Ltd.

Vaara, Eero et al. (2012). “The Impact of Organizational and National Cultural
Differences on Social Conflict and Knowledge Transfer in International Acquisitions:
Social Conflict and Knowledge Transfer”. In: Journal of Management Studies 49.1,
pp. 1-27. 18sN: 00222380. DOT: 10.1111/3j.1467-6486.2010.00975.x.

Viisanen, Marjo, Sophie Tessier, and Janne T. Jarvinen (2021). “Fostering Enabling
Perceptions of Management Controls during Post-Acquisition Integration®”. In:
Contemporary Accounting Research 38.2, pp. 1341-1367. 1SSN: 0823-9150, 1911-3846.
DOI: 10.1111/1911-3846.12639.

Warrick, D. D., John F. Milliman, and Jeffery M. Ferguson (2016). “Building high
performance cultures”. In: Organizational Dynamics 45.1, pp. 64=70. 1SSN: 0090-
2616. pOI: 10.1016/j.0orgdyn.2015.12.008.

Weber, Yaakov, Oded Shenkar, and Adi Raveh (1996). “National and Corporate
Cultural Fit in Mergers/Acquisitions: An Exploratory Study”. In: Management
Science 42.8. Publisher: INFORMS, pp. 1215-1227. 1ssN: 0025-1909.

Wheelen, Thomas L. and J. David Hunger (2001). Strategic management and business
policy. 8th. Upper Saddle River, NJ: Prentice Hall.

Whitener, Ellen M. et al. (1998). “Managers as Initiators of Trust: An Exchange
Relationship Framework for Understanding Managerial Trustworthy Behavior”. In:
The Academy of Management Review 23.3. Publisher: Academy of Management,
pp- 513-530. 18SN: 0363-7425. DOIL: 10.2307/259292.

Yin, Robert K. (2018). Case Study Research and Applications. 3rd edition. SAGE
Publications Ltd.

Zaheer, Akbar, Xavier Castafier, and David Souder (2013). “Synergy Sources, Target
Autonomy, and Integration in Acquisitions”. In: Journal of Management 39.3,
pp. 604-632. 1sSN: 0149-2063, 1557-1211. DOI: 10.1177/0149206311403152.

91



Bibliography

92



A

Appendix. Interview questions
Hive

A.1 Interview questions, Founder

Tell us about you and your role in the acquisition.
What was your perception of Volvo at the time of acquisition?
o Was Volvo perceived as competent and a good addition to Hive?
o Were there any uncertainties or concerns about having Volvo as an owner? For
instance, they would not prioritise Hive’s interests.
How was the new ownership communicated within the organisation?
e Was Hive firm presented as a part of Volvo?
What was the strategic intent/goal of keeping Hive as a separate entity?
Are there any and what does the strategic collaboration between Volvo and Hive
look like?
Are there any and what does the operational collaboration and integration between
Volvo and Hive look like?
Has the strategic or operational collaboration changed since the acquisition, related
to the change from customer-supplier to ownership relationship?
Have you experienced that the acquisition by Volvo has benefitted Hive? Do you
believe that there are additional synergies to be achieved?
Are there any strategies or structures implemented for knowledge transfer between
the firms?
o How would you describe the level of knowledge transfer between the firms, has
it changed over time?
Has your ability to take your own strategical decision changed since the acquisition?
Post-acquisition, have Volvo enforced certain organisational changes?
o Was the change of CEO forced by Volvo? What was the goal of the change?
« Did Volvo make any additional changes in management?
o What was the impact on employees? How were the changes communicated to
Hive’s employees?
Has the acquisition by Volvo made Hive change from being entrepreneurial and agile
to being slower and more bureaucratic?
Volvo has owned both companies for a few years now, is the strategic intent still the
same? Do you believe that the conditions have changed?
o Is the intent to further integrate in the future? If so, does Hive need to adapt
to Volvo’s way of doing things?



A. Appendix. Interview questions Hive

Are the employees affected by the fact that Hive is owned by Volvo?
How would you describe the difference in culture and shared values between Hive
and Volvo?
o Have these differences been managed in some way? Have these differences
resulted in any conflicts?
Has the culture at Hive changed since the acquisition? How?
Has there been any plan for managing the identity of employees during and post-
acquisition?
Has identity been managed in some way?
o Have mission statements, corporate values, or corporate branding been altered?
Have leadership team composition or recruitment been altered?
How did employees react to the acquisition? For example, did any key employees
leave the firm?
» Do you think that this would have been different if you were left with a lower
degree of autonomy after the acquisition?
Have there been any layoffs or displacements following the acquisition?
Have there been any changes in compensation, benefits, rewards, and promotions
imposed by Volvo since the acquisition?
« If so, has it changed to be aligned with Volvo? If not, are the current levels,
below or above Volvo standards?
Has there been any way for employees to make suggestions toward the changes that
followed the acquisition?
Was there a communication programme/strategy in place?
Do you believe that the communication regarding the acquisition has been transpar-
ent and consistent with the actions taken by Volvo?

A.2 Interview questions, Volvo representative

Tell us about you and your role in the acquisition.
What was the objective of the acquisitions of the firm?

o How do you perceive it has gone?
What was the strategic intent/goal of keeping Hive as a separate entity?
Are there any and what does the strategic collaboration between Volvo and Hive
look like?
How would you describe what the operational collaboration between Volvo and Hive
looks like?
How do you manage Hive, both strategically and operationally?
Has the strategic or operational collaboration changed since the acquisition, related
to the change from supplier-customer to ownership relationship?
How do you perceive Hive’s and Volvo’s possibilities to share knowledge? Is there
competence at one that would be beneficial for the other?
We spoke with the founder about suggestions that Hive has for creating customer
benefits. How do you work to follow up on this? We can imagine that you receive
quite a few suggestions from various sources.
Post-acquisition, have Volvo enforced certain organisational changes?
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o What was the goal of the change? What was the impact on employees? How
were the changes communicated to Hive’s employees?
o Was the change of CEO forced by Volvo?
Have you experienced that the acquisition by Volvo has benefitted Hive? Do you
believe that there are additional synergies to be achieved?
Do you believe that the acquisition by Volvo made the Hive change from being
entrepreneurial and agile to being slower and more bureaucratic? How?
Volvo has owned both companies for a few years now, is the strategic intent still the
same? Do you believe that the conditions have changed?
o Is the intent to further integrate in the future? If so, does Hive need to adapt
to Volvo’s way of doing things?
Are there differences in how actively you manage different acquisitions? Are there
acquisitions you manage more actively?
o Hive has performed well, do you believe you would have managed them differ-
ently if they would have not performed as well?
What was your perception of Hive at the time of acquisition?
How would you describe the difference in culture and shared values between Hive
and Volvo?
o Have these differences been managed in some way? Have these differences
resulted in any issues?
Was any cultural-DD conducted pre-acquisition?
Has there been any plan for managing the identity of employees during and post-
acquisition?
Has identity been managed in some way?
o Have mission statements, corporate values, or corporate branding been altered?
o Have leadership team composition or recruitment been altered?
Was there a communication programme/strategy in place?

A.3 Interview questions, Former CEO

Tell us about you and your role in the acquisition.
What does the operational collaboration between Volvo and Hive look like?
Has the strategic or operational collaboration changed since the acquisition, related
to the change from customer-supplier to ownership relationship?
Have you experienced that the acquisition by Volvo has benefitted Hive? Do you
believe that there are additional synergies to be achieved?
Do you know if there are any strategies or structures implemented for knowledge
transfer between the firms?
o How would you describe the level of knowledge transfer between the firms, has
it changed over time?
Do you perceive that the change in management, specifically the CEO, has been
motivated and communicated?
o Do you feel like the changes in CEO roles have been for the benefit of Hive?
What was the impact on employees?
Do you know what the strategic intent/goal was with keeping Hive as a separate
entity?

I
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What was your perception/thoughts of keeping Hive as a separate entity?
Do you believe that the firm situation has changed since the acquisition, is stand-
alone still the best?
How did employees react to the acquisition? For example, did any key employees
leave the firm as a consequence?
e Do you think that this would have been different if you were left with a lower
degree of autonomy after the acquisition?
Has the acquisition by Volvo made Hive change from being entrepreneurial and agile
to being slower and more bureaucratic?
o If not, are there any other factors that have made you slower?
How would you describe the difference in culture and shared values, between Hive
and Volvo?
o Have these differences resulted in any conflicts?
Has the culture at Hive changed since the acquisition? How?
What was your perception of Volvo at the time of acquisition?
o Was Volvo perceived as competent and a good addition to Hive?
Would you say that the employees see themselves as employees of Hive or Volvo?
o Have there been any changes in how employees identify with the organisation
since the acquisition?
How was the new ownership communicated within the organisation?
« Was Hive presented as a part of Volvo?
Were there any uncertainties or concerns about having Volvo as an owner? For
instance, they would not prioritise Hive’s interests.
How has the acquisition affected employees at Hive?
o How did they react?
Have there been any changes in compensation, benefits, rewards, and promotions
imposed by Volvo since the acquisition?
o If so, has it changed to align with Volvo? If not, what are the current levels,
below or above Volvo standards?
Has there been any way for employees to make suggestions toward the changes that
followed the acquisition?
Were the changes made after the acquisition motivated?
Do you believe that there has been sufficient communication from both Volvo and
Hive?
« Have they communicated the change in CEO?
Do you feel that the communication regarding the acquisition has been transparent?
Do you believe that the communicated information has been consistent with the
action taken by management and Volvo?
Do you feel that the treatment from managers has been fair during the acquisition
by Volvo?

A.4 Interview questions, Employee
Tell us about you, both your role at Hive and your role at Volvo, and your role in

the acquisition.
What was the strategic intent/goal of keeping Hive as a separate entity?
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Are there any and what does the strategic collaboration between Volvo and Hive
look like?

o What is the reason you do not collaborate more?

Are there any and what does the operational collaboration between Volvo and Hive
look like?

o What are the reasons you have not used more of Volvo’s resources?

How does Volvo manage Hive, both strategically and operationally?

Has the strategic or operational collaboration changed since the acquisition, related
to the change from supplier-customer to ownership relationship?

How do you perceive Hive’s and Volvo’s possibilities to share knowledge? Is there
competence at one that would be beneficial for the other?

We spoke with the founder about suggestions that Hive employees have for creating
customer benefits. How do you work with this?

Have you experienced that the acquisition by Volvo has benefitted Hive? Do you
believe that there are additional synergies to be achieved?

Post-acquisition, have Volvo enforced certain organisational changes?

o What was the goal of the change? What was the impact on employees? How

were the changes communicated to Hive’s employees?

« Have you experienced that Volvo has enforced you, as a CEO, certain changes?
What aspects were intended to be achieved in selecting you as a CEO?

What is the reason you resigned as CEO?

Do you feel that you have had a sense of security by coming from Volvo and therefore
being able to go back if you had not performed?

Has the acquisition by Volvo made Hive change from being entrepreneurial and agile
to being slower and more bureaucratic?

Was there any strategies or structure implemented for knowledge transfer between
the firms?

o How would you describe the level of knowledge transfer between the firms, has

it changed over time?

o Have there been any thoughts on creating an internal recruitment structure?
Volvo has owned both companies for a few years now, is the strategic intent still the
same? Do you believe that the conditions have changed?

o Is the intent to further integrate in the future? If so, does Hive need to adapt

to Volvo’s way of doing things?

e Do you believe that Volvo will be more interested in integration when your

customer segment increasingly, over time, overlaps?
Are employees affected by the fact that Hive is owned by Volvo?
How would you describe the difference in culture and shared values between Hive
and Volvo?

o Have these differences been managed in some way? Have these differences

resulted in any conflicts?
Has the culture at Hive changed since the acquisition? How?

» Have you actively managed the culture to be more compatible with Volvo?
Do you know what the perception of Volvo was at the time of acquisition?

o Was Volvo perceived as competent and a good addition to Hive?

Would you say that the employees see themselves as employees Hive or Volvo?
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« Have there been any changes in how employees identify with the organisation
since the acquisition?
Has there been any plan for managing the identity of employees during and post-
acquisition?
Has identity been managed in some way?
« Have mission statements, corporate values, or corporate branding been altered?
Have leadership team composition or recruitment been altered?
Has there been any way for employees to make suggestions toward the changes that
followed the acquisition?
« Do you believe that employees’ opinions reached you as CEO?
o Are there any forums or communication channels for employees between Hive
and Volvo?
e Do you believe that there are ideas that do not get pursued due to the gap
between Hive and Volvo?
Do you believe that employees had any uncertainties or concerns about having Volvo
as an owner? For instance, they would not prioritise Hive’s interests.
Have there been any changes in compensation, benefits, rewards, and promotions
imposed by Volvo since the acquisition?
o If so, has it changed to align with Volvo? If not, what are the current levels,
below or above Volvo standards?
Do you believe that the communicated information has been consistent with the
action taken by management and Volvo?
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Appendix. Interview questions
Dawn

B.1 Interview questions, CEO

Tell us about you and your role in the acquisition.
Talk me through Dawn’s journey up until the acquisition.
What was your perception of Volvo at the time of acquisition?
» Was Volvo perceived as competent and a good addition to Dawn?
o Were there any uncertainties or concerns about having Volvo as an owner? For
instance, they would not prioritise Dawn’s interests.
How was the new ownership communicated within the organisation?
o Was Dawn presented as a part of Volvo?
What was the strategic intent/goal of keeping Dawn as a separate entity?
Are there any and what does the strategic collaboration between Volvo and Dawn
look like?
Are there any and what does the operational collaboration between Volvo and Dawn
look like?
Was Dawn a customer of Volvo before the acquisition?
o Has the strategic or operational collaboration changed since the acquisition,
related to the change from customer-supplier to ownership relationship?
Have you experienced that the acquisition by Volvo has benefitted Dawn? Do you
believe that there are additional synergies to be achieved?
Are there any strategies or structures implemented for knowledge transfer between
the firms?
» How would you describe the level of knowledge transfer between the firms, has
it changed over time?
Has your ability to take your own strategical decision changed since the acquisition?
Post-acquisition, have Volvo enforced certain organisational changes?
o Has there been any change in management at Dawn?
o What was the impact on employees? How were the changes communicated to
Dawn’s employees?
Has the acquisition by Volvo made Dawn change from being entrepreneurial and
agile to being slower and more bureaucratic?
Volvo has owned Dawn for a few years now, is the strategic intent still the same? Do
you believe that the conditions have changed?
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o Is the intent to further integrate in the future? If so, does Dawn need to adapt
to Volvo’s way of doing things?
Are the employees affected by the fact that Dawn is owned by Volvo?
How would you describe the difference in culture and shared values between Dawn
and Volvo?
o Have these differences been managed in some way? Have these differences
resulted in any conflicts?
Has the culture at Dawn changed since the acquisition? How?
Would you say that the employees see themselves as employees of Dawn or Volvo?
o Have there been any changes in how employees identify with the organisation
since the acquisition?
Has there been any plan for managing the identity of employees during and post-
acquisition? Has identity been managed in some way?
o Have mission statements, corporate values, or corporate branding been altered?
Have leadership team composition or recruitment been altered?
How did employees react to the acquisition?
o Did any key employees leave the firm?
« Do you think that this would have been different if you were left with a lower
degree of autonomy after the acquisition?
Have there been any layoffs or displacements following the acquisition?
Have there been any changes in compensation, benefits, rewards, and promotions
imposed by Volvo since the acquisition?
o If so, has it changed to align with Volvo? If not, what are the current levels,
below or above Volvo standards?
Has there been any way for employees to make suggestions toward the changes that
followed the acquisition?
Was there a communication programme/strategy in place?
Do you believe that the communication regarding the acquisition has been transparent
and consistent with the actions taken by Volvo?
Do you believe that the changes made after the acquisition have been motivated?

B.2 Interview questions, Volvo representative

Tell us about you and your role in the acquisition.
What was the objective of the acquisitions of the firm?

« How do you perceive it has gone?

What was the strategic intent/goal of keeping Dawn as a separate entity?

o How does it affect the possibilities of collaboration and create customer value?
Are there any and what does the strategic collaboration between Volvo and Dawn
look like?

How would you describe the operational collaboration between Volvo and Dawn look
like?

How do you manage Dawn, both strategically and operationally?

Has the strategic or operational collaboration changed since the acquisition, related
to the change from customer-supplier to ownership relationship?

How do you perceive Hive’s and Volvo’s possibilities to share knowledge? Is there
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competence at one that would be beneficial for the other?
Post-acquisition, have Volvo enforced certain organisational changes upon Dawn?
o What was the impact on employees? How were the changes communicated to
Dawn’s employees?
« What are the reasons you have not done any management changes?
o Was the acquisition influenced by the fact that they already had a capable
CEO with experience working with larger organisations?
Have you experienced that the acquisition by Volvo has benefitted Dawn? Do you
believe that there are additional synergies to be achieved?
Do you believe that the acquisition by Volvo made the Dawn change from being
entrepreneurial and agile to being slower and more bureaucratic?
Volvo has owned Dawn for a couple of years now, is the strategic intent still the
same? Do you believe that the conditions have, or will, changed?
o Is the intent to further integrate in the future? If so, does Dawn need to adapt
to Volvo’s way of doing things?
Are there differences in how actively you manage different acquisitions? Are there
acquisitions you manage more actively?
o Dawn has performed quite well, do you believe you would have managed them
differently if they would have not performed as well?
What was your perception of Dawn at the time of acquisition?
How would you describe the difference in culture and shared values between Dawn
and Volvo?
o Have these differences been managed in some way? Have these differences
resulted in any issues?
Was any cultural-DD conducted pre-acquisition?
Has there been any plan for managing the identity of employees during and post-
acquisition?
Has identity been managed in some way?
o Have mission statements, corporate values, or corporate branding been altered?
Have leadership team composition or recruitment been altered?
Have there been any adjustments in contracts with employees?
e Do you always do those adjustments or was this special?
Was there a communication programme/strategy in place?
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Appendix. Interview information

C.1 Interview information, Hive

Hive
Reference Role Time Date Place Questions
Founder Founder of Hive 00:53:54 14/4-2023 On-site Appendix A.1
Volvo representative President Business Segment Unit at Volvo Sub- 00:57:14 17/4-2023 On-site Appendix A.2
sidiary and Chairman at Hive
Employee Mechanical Engineer 00:43:56 20/4-2023 On-site Appendix A.4
Former CEO Previous CEO at Hive and President Business 00:56:46 25/4-2023 On-site Appendix A.3
Segment Unit at Volvo subsidiary
. . i
C.2 Interview information, Dawn
Hive
Reference Role Time Date Place Questions
CEO CEO at Dawn 19/4-2023 Digital Appendix B.1
Volvo representative Vice President Business Segment at Volvo Group 24/4-2023 On-site Appendix B.2
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