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ABSTRACT	  

	  

Acquisitions have become an increasingly used tool for corporate growth during the last 

decade. Even so, most acquisitions fail, due to a lack of focus on the human elements of the 

integration process. This research sheds light on the human integration process of post-

acquisitions and more specifically, three of its critical elements; culture, structure and human 

resources management. However, when investigating acquisitions at Atlas Copco it becomes 

apparent that these elements are emphasized and prioritized differently in different 

acquisitions. By conducting 22 interviews with managers from both Atlas Copco, and 

managers and employees from three of its acquired organizations, this paper seeks to 

understand how the acquirer should choose an appropriate human integration strategy and 

what factors that determine that choice. Furthermore, it examines how the acquirer should 

manage the employees of the acquired firm to facilitate the implementation of changes during 

the integration process. The results shows that the acquirer choose to emphasize and 

prioritize the aspects that are most important to reform in order to allow the implementation 

of future changes in the integration process. In these cases, the prioritized aspects are also 

considered critical to improve by the employees; therefore the prioritization creates a 

perception of the acquirer’s good intentions with the integration as a whole.  Furthermore, the 

results reveals that it is important that the acquirer invest in resources for communication, 

trainings and additional personnel to help the employees understand and support the changes 

during the entire process. 
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1.	  INTRODUCTION	  

Mergers and acquisitions1  (M&As) have become a commonly used strategic tool for 

corporate growth during the last decade (Vazirani and Mohapatra, 2012), especially when 

instant expansion is desired (Chadam & Pastuszak, 2013). In 2013, approximately 900 

announced mergers and acquisitions were made by Swedish companies, counting for a value 

of 50 billion euros (Mergers & Acquisitions Sweden, 2014). In a study of 700 U.S. public 

companies made by the Boston Consulting Group, it was evident that companies that use 

acquisitions as a growth strategy outperforms companies that only focus on organic growth, 

creates more value for shareholders, and the companies using this strategy grows more 

rapidly than their competitors (Ottinger, 2012). However, many researchers have concluded 

that more than 50 percent of all mergers and acquisitions fail and do not succeed in creating 

value for shareholders (Chakravorty, 2012; Cording et al., 2008; Hitt et al., 1998: 92). The 

reason for this is that many acquiring companies fail to realize that an acquisition involves 

many different aspects other than completing the deal, namely “significant change involving 

employees, organizational entities, systems, shareholders, customers and many other 

stakeholders” (Page, 2006: 2). Therefore, there are many aspects that need to be taken into 

consideration in order to achieve acquisition success.  

 

In M&A literature it has been concluded that the post-acquisition integration2 process is 

highly critical for the success of acquisitions and that poor or non-existent post-acquisition 

integration can lead to acquisition failure (Bauer & Matzler, 2014: 274; Page, 2006: 7). 

According to Haspeslagh and Jemison (1991: 129), “all value creation takes place after the 

acquisition”, where the integration performance is affected by how much (depth) and how 

fast (speed) the acquired firm will be integrated into the acquiring firm. This means that 

poorly executed integration, both regarding depth and speed, harms the potential joint 

benefits of two merging firms (Angwin, 2004; Duncan & Mtar, 2006; Larsson & Finkelstein, 

1999; Pablo, 1994: 805; Zollo & Singh, 2004). 

 

There are different areas of focus in the post-acquisition integration phase, but according to 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1 	  Acquisitions	   can	   be	   defined	   as	   one	   gaining	   sufficient	   shares	   to	   own	   and/or	   control	   another	   organization	  
(Cartwright,	  S	  &	  Cooper,	  C.L,	  1996,	  Sherman,	  2011	  organization,	  DePamphilis,	  2003,	  2011,	  2012).	  Control	  of	  selected	  
2	  The	  post-‐acquisition	  phase,	  also	  known	  as	  the	  integration	  phase,	  includes	  a	  series	  of	  steps	  in	  order	  to	  achieve	  the	  
predetermined	   objectives	   of	   the	   acquisition	   (Santala,	   1996).	   This	   stage	   encompasses	   the	   actual	   integration	   of	  
organizational	  functions	  and	  operations	  (Seo	  &	  Hill,	  2005).	  	  
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numerous researchers it is becoming increasingly important that M&A research focuses on 

the human elements of the integration process (Birkinshaw et al., 2001; Cording et al., 2008; 

Page, 2006; Schweizer & Patzelt, 2012; Weber & Drori, 2012). The reason for this is that the 

personnel consist of key talent and knowledge of a company; hence they are key players in 

achieving profitability (Page, 2006: 12; Schweizer & Patzelt, 2012). During the integration 

process of an acquisition many managers fail to grasp the challenge in creating an employee 

atmosphere that encourages a positive attitude towards the acquisition as a whole 

(Birkinshaw et al., 2001; Cording et al, 2008; Weber & Drori, 2012: 81), which can create 

employee resistance (Cording et al., 2008: 750). Instead many managers prioritize 

operational activities in the integration process (Birkinshaw et al., 2001: 399), such as 

production and finance. This is the reason why many acquisitions fail, namely that the human 

aspects are usually forgotten (Birkinshaw et al., 2001; Larsson & Finkelstein, 1999; Legare, 

1998; Page, 2006; Schweizer & Pazelt, 2012). However, in recent years many researchers 

have acknowledged that there is a need to shed light over the human aspects of the 

integration process since the employees “can make or break the successful integration of an 

acquired company” (Schweizer & Pazelt, 2012: 298). Within the aspect of human integration, 

three key elements have been used to study the strategies employed during the human 

integration; organizational structure, organizational culture, and human resource management 

(Cording et al., 2008; Schuler & Jackson, 2001; Vazirani, 2013; Vazirani & Mohapatra, 

2012). 

	  

1.2 Purpose of the Research  

In studies on acquisition performance researchers have mostly focused on the pre-acquisition 

phase. Even so, numerous studies consider the post-acquisition integration to be the most 

vital aspect in achieving successful results, especially regarding the integration of the 

employees (Bauer & Matzler, 2014; Page, 2006). Furthermore, researchers have concluded 

that depth and speed of integration affect the acquisition performance and that it is also 

important to set a clear strategy regarding these two dimensions to avoid uncertainty and 

employee resistance during the process (Angwin, 2004; Duncan & Mtar, 2006; Larsson & 

Finkelstein, 1999; Pablo, 1994: 805; Zollo & Singh, 2004). However, there is a lack of 

understanding for how the acquirer should decide on an appropriate integration strategy, 

including how the acquirer should prioritize between the different elements of the human 

integration and how much emphasis that should be put on each aspects, when the process 

begins. Therefore, the intent of this study is to investigate how an acquirer chooses its 
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strategy regarding depth and speed concerning the key elements of the human integration: 

structure, culture and human resource management. Furthermore, the intent is also to 

investigate the management approach and communication when implementing changes 

during the human integration. 

 

1.3 Research Question 

Atlas Copco is a world leading industrial group, which uses acquisitions as a growth strategy. 

During the last two years the company has acquired 22 businesses with a total of 

approximately 1000 million euros in revenues and 5500 employees (Atlas Copco, 2014b). 

During the integration process, the strategy of how much and how fast each of the human 

elements are integrated vary depending on which company Atlas Copco acquires. Through 

using Atlas Copco as a case firm, and interviewing managers at Atlas Copco as well as 

managers and employees working at three of Atlas Copco’s acquired organizations, the aim 

of this paper is to answer the following research question: 

 

How should depth and speed be balanced in the human integration regarding structure, 

culture and human resource management during the post-acquisition phase?   

 

1.4 Contribution 

This research will contribute to a deeper understanding for the complexity of the post-

acquisition human integration. The case firm, Atlas Copco, has extensive acquisition 

experience and by studying three of their acquisitions both from Atlas Copco’s and the 

acquired firms’ point of view, this paper will provide a deeper understanding for how a 

multinational corporation chooses its human integration strategy, regarding culture, structure 

and human resource management, after the acquisition is completed. Furthermore, it will 

provide an understanding of how the acquirer should manage the change process and 

communicate the implemented changes during the human integration. In that sense, this study 

contributes to the M&A literature, and more specifically post-acquisition strategies regarding 

employee integration, by developing a framework for how the acquirer could act in order to 

improve the human integration strategy, when having acquisitions as a growth strategy.  
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2.	  THEORETICAL	  BACKGROUND	  

In	   this	  chapter	   the	   theories	  of	   the	  conceptual	   framework	  will	  be	  presented.	  This	  chapter	  

aims	  to	  provide	  an	  insight	  in	  the	  aspects	  that	  will	  be	  used	  to	  analyze	  the	  empirical	  data	  of	  

this	  study.	  	  

	  
2.1 Literature Review 

When reading theories in the field of acquisitions, it becomes apparent that the integration 

part of the acquisition has a central role and is vital for the acquisition performance (Bauer & 

Matzler, 2014; Chakravorty, 2012, Gomes et al., 2013), especially regarding the clarity of 

integration decisions and the results of the implementation of those decisions (Cording et al., 

2008). The overall objective of the post-acquisition integration is to create a more efficient 

use of the two firms’ capabilities (Datta, 1991). However, the integration process in practice 

is severely more complex than in theory according to Santala (1996) and Seo & Hill (2005). 

 

The literature on post-acquisition integration has been focusing on a series of steps that are 

needed to achieve the predetermined objectives of the acquisition (Birkingshaw et al., 2001; 

Cording et al., 2008; Pablo, 1994; Page, 2006; Santala, 1996). In that sense it involves several 

complex adjustments that most often occur in the acquired firm, implemented in accordance 

to the acquirer’s culture, policies, systems and plans (Pablo, 1994: 806). Furthermore, there is 

a concern with how much and how fast the acquired firm should be integrated in order to 

achieve successful results (Bauer & Matzelt, 2014; Cording et al, 2008; Homburg & 

Bucerius, 2006; Pablo, 1994; Zollo & Singh, 2004). Regarding the integration strategy, 

researchers have been trying to identify different aspects of the integration phase and divide 

these aspects into different categories to make the process more clear (Birkinshaw et al., 

2001; Larsson & Finkelstein, 1999; Pablo, 1994; Santala, 1996). Moreover, it has been 

concluded in theory that it is useful to differentiate different aspects of the integration to 

enable managers to design and communicate a clear plan of how to handle the integration 

process (Page, 2006; Seo & Hill, 2005). The purpose of the theoretical background is to 

explain the central elements of the human integration post-acquisition and how depth and 

speed of changes, during the integration, affect the outcome of it. Additionally, the theoretical 

background will highlight theories on change management and communication, which are 

considered to be prerequisites in any integration strategy.  
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2.2 Structure of the Theoretical Background  

The aspects of change management and communication are considered vital in any 

integration strategy (Marks & Mirvis, 2011; Vazirani & Mohapatra, 2013). Therefore these 

aspects will be discussed in the first part (2.3) of the theoretical background.  

 

The second part (2.4) will include a discussion on the aspect of human integration, why it is 

important and what its implications are. Moreover, three different dimensions of the human 

integration will be described, based on the research framework of Cording et al. (2008) and 

other literature on how to handle the human aspects of the post-acquisition integration 

(Cording et al., 2008; Schuler & Jackson, 2001; Vazirani, 2013; Vazirani & Mohapatra, 

2012). 

 

In the third part (2.5) emphasis will be put on integration decisions or more specifically, how 

deep the acquired firm is integrated and at what pace. These particular aspects were chosen 

since they, according to numerous researchers, are the most critical aspects in the post-

acquisition integration process (Angwin, 2004; Child et al., 2001; Cording et al., 2008; Pablo, 

1994; Schweizer & Patzelt, 2012) 

 

In the final part (2.6) the theoretical background will be summarized in a conceptual 

framework that will be used to analyze the empirical data.  

 

2.3 Managing the Post-Acquisition Integration 

During the post-acquisition integration, many changes are implemented in the acquired 

organization (Page, 2006). However, change is, according to Tangen (2013), connected to 

fear, and can therefore lead to employee resistance (Cording et al., 2008). Thus, it becomes 

important that the acquirer apply efficient change management and good communication to 

be able to successfully implement changes during the human integration process (Marks & 

Mirvis, 2011; Vazirani & Mohapatra, 2013). 	  

	  

2.3.1 Change Management 

Change is a word that is often connected to fear. Therefore, managers who are responsible for 

change need to gain knowledge about what the reactions to the changes might be like, as well 

as an understanding for how to deal with these reactions. A way of dealing with the emotions 
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of fear connected to changes is to make step-by-step changes, which look like positive 

improvements rather than radical transformations (Tangen, 2013: 92-96). Making employees 

lower down in the hierarchy involved in the change process is also one way of facilitating the 

changes and milder the negative reactions towards them (Liedtka, 2000: 198). Furthermore, 

in order to achieve successful implementation of changes, there needs to be a clear change 

strategy, strong leadership, and encouragement of continuous feedback from those who are 

affected by the changes (Tangen, 2013: 92-96). However, including lower level management 

in the process also has negative outcomes. The reason for this is that lower level managers do 

not have the same overview of the organization as the top-management. It is also more time 

consuming to involve more people in the decision making, and if the opinions of the lower 

management are not taken into consideration, when decisions are made, it will have a greater 

negative effect on their motivation than if their opinions were not expected to be considered 

in the first place (Liedtka, 2000: 199).  

 

Resistance is a common reaction to major changes (Tangen, 2013: 97), especially during 

M&As (Cording et al., 2008: 750). Such resistance is often a result of cultural clash, changes 

regarding roles and responsibility, and replacement of top-managers (Vazirani, 2013). A 

common reaction is therefore ignorance of the changes and to continue the work as usual. 

Therefore, it is the responsibility of those who initiated the changes to communicate the 

positive aspects of the changes, both verbally and visibly (Tangen, 2013: 97). One way of 

facilitating the changes and overcoming obstacles is to assign a strong integration team or an 

integration manager (Epstein, 2004: 177). This function works as a mediator between the two 

companies and helps the management of the acquired company to better communicate future 

changes to the employees at lower levels e.g. explain new decisions and why these decisions 

were made (Ibid). Furthermore, such supportive leadership facilitates the understanding and 

adoption of changes, especially regarding changes in the organizational culture by explaining 

“motivations, behaviors, belief systems, and social norms prevalent in the new organization” 

(Schweizer & Patzelt, 2012: 302).  

	  

2.3.2 Communication 

Communication is a fundamental aspect regarding the operation, cooperation, and 

development of an organization. Communication is usually divided into verbal 

communication, which concerns information that is spoken and written, and non-verbal 

(visual) communication, which concerns body-language, tone level and emotional 
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expressions. Verbal communication can have flaws, since people do not always apprehend or 

remember everything that is said, and can interpret written and spoken words in different 

ways, which can lead to misunderstandings. Therefore, it is said that communication becomes 

more meaningful and easier to understand if it is of a non-verbal character (Tangen, 2013: 

82-84).  

 

According to Vazirani & Mohapatra (2012: 33), “good communication is essential to any 

merger and acquisition success”. The explanation behind this statement is that lack of 

communication, during the integration process, can result in inaccurate perceptions, 

confusion, rumors, loss of trust in management, and productivity problems (Chakravorty, 

2012; Epstein, 2004; Schuler & Jackson, 2001; Vazirani, 2013; Vazirani & Mohapatra, 2012: 

33). It is therefore necessary that those involved in the decision making of the integration 

process are proactive, clear, and consistent, in the communication regarding the changes, to 

avoid uncertainty and resistance to change (Chakravorty, 2012; Schuler & Jackson, 2001; 

Vazirani 2013).  

 

2.4 Human Integration 
“Making the mergers work successfully is not that easy as here we are not only just putting 

the two organizations together but also integrating people of two organizations with different 

cultures, attitudes and mindsets” (Chakravorty, 2012: 27). 

 

The human part of the post-acquisition integration has gained more attention in recent 

literature due to the fact that it has become noticeable that acquisitions involve a high degree 

of procedural, physical, managerial and sociocultural change, which all affects the employees 

of the acquired organization (Seo & Hill, 2005). If a positive attitude is not upheld towards 

these changes, employee resistance might occur (Cording et al., 2008: 750) and eventually 

the loss of key personnel, which can have devastating consequences (Schweizer & Pazelt, 

2012). A common reason to why this positive attitude is not upheld is that employees 

encounter a great deal of uncertainties about their future in the company during the 

integration process regarding, e.g. organizational structure, working relationships, 

organizational culture, career opportunities etc. (Schweizer & Pazelt, 2012: 299; Vazirani, 

2013: 84). Furthermore, studies have shown that employees prefer a stable environment 

where their future within the company is predictable and manageable (Schweizer & Pazelt, 

2012: 299). 
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There are several aspects of the employee integration that should be taken into consideration. 

Literature regarding employee integration concludes that these aspects can be summarized 

into three specific elements that are considered essential during the employee integration 

(Cording et al., 2008; Schuler & Jackson, 2001; Vazirani, 2013; Vazirani & Mohapatra, 

2012). These elements will be presented in the following section.  

 

2.4.1 Organizational culture 

Organizational culture can be described as the “social and normative glue that holds together 

a potentially diverse group of employees” (Lohrum, 1996: 9). Organizational culture tells 

employees what values, assumptions and beliefs that should lay the ground for how the 

organization practices business, what the shared goals and visions are, how employees should 

interact, and how the organization responds to change (Cartwright & Cooper, 1996: 61; 

Lohrum, 1996: 43; Marks & Mirvis, 2011: 861; Smith, 1998: 54; Vazirani & Mohapatra, 

2012: 33). Culture is one of the most critical aspects of the integration process (Vazirani & 

Mohapatra, 2012: 32), since differences in culture in the top management of two merging 

companies influence the ability to realize synergies during the integration process (Vazirani, 

2013: 84). Furthermore, when adopting a new organizational culture “conflicts, 

communication problems and employee resistance” might occur (Weber et al., 2011: 15).  

 

Some researchers argue that the cultural fit, i.e. how similar the cultures are between the two 

merging firms, is in direct correlation with how easily the two companies can realize 

synergies in their operations (Kavanagh & Ashkanasy, 2004: 3). Cartwright and Cooper 

(1996) further support this as they claim that the match in culture between the two merging 

organizations can facilitate the integration of the culture.  

 

When cultures are either combined or when the acquired firm absorbs the culture of the 

acquiring firm, it is important that both companies learn about each other’s cultures 

(Kavanagh & Ashkanasy, 2004: 22). It is also important that the acquirer creates trust among 

employees by creating an acculturation3 strategy that makes it clear to the employees of the 

acquired firm how the culture will change, as well as training to help employees adopt the 

new culture (Vazirani & Mohapatra, 2012: 36). In addition, it is of importance that the 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
3	  Acculturation	  can	  be	  defined	  as	  “the	  social	  process	  by	  which	  socio-‐cultural	  change	  takes	  place	  through	  face-‐to-‐face	  
contacts	  between	  people	  of	  diverse	  cultures”	  (Lohrum,	  1996:	  24)	  	  
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managers of the acquired firm learn and practice the new cultural values, while abandoning 

the old cultural values, and communicate these changes to the employees on all levels of the 

organization, both visibly and verbally (Kavanagh & Ashkanasy, 2004: 5). Since the 

organizational culture is critical for the productivity of an organization, managers need to be 

careful not to implement the cultural changes too fast (Buono & Bowdich, 1989). In 

summary it is of significance that managers adopt an efficient strategy of cultural change that 

helps the employees to understand what the future culture in the organization will look like 

(Kavanagh & Ashkanasy, 2004: 28). 

 

2.4.2 Organizational structure 

Every organization has some kind of structure, which is designed to facilitate the 

implementation of strategies and the achievement of the organizational objectives (Smith, 

1998: 33). In that sense organizational structure can be defined as “a mechanism for linking 

and coordinating individuals and groups together within the framework of their roles, 

authority and power” (Naoum, 2001: 77). Even though people in an organization do not 

always practice their work in complete accordance with the formal organizational structure 

chart, it still sets the framework for how people should perform and behave within an 

organization (Smith, 1998: 33). According to Naoum (2001: 83) “poor organizational 

structure makes good performance impossible, no matter how good the individual manager 

may be”, since it will have negative effects on the daily operations such as: confusion about 

responsibility, slow or improper decision making, lack of cooperation, overlooked 

opportunities etc. (Smith, 1998: 34). Furthermore, if clear roles are established within an 

organization, the work of the employees will be much more effective and productive 

(Tangen, 2013: 31). However, when organizations form more elaborate structures, it is 

common that communication issues arise, which often lead to lack of cooperation. It is 

therefore important that organizations practice good communication and planning in order to 

facilitate the collaboration (Smith, 1998: 39).   

 

According to Vazirani (2013: 83), changing the organizational structure is a critical aspect of 

the post-acquisitions integration. These changes usually involve “new designation, staffing, 

and changes in the reporting relationships”. It is important to consider the strategy used for 

making these structural changes as well as making sure that they are implemented at the right 

time. It is also of significance to involve people at all levels of the organization in the 

planning of a new organizational structure since, “people will support what they help create” 
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(Jasinski, 2010: 16). In the aspect of organizational structure in the post-acquisition 

integration process, decisions also include what departments that will merge or shut down, as 

well as whom to retain or let go, including replacement of the management. Regarding the 

replacement of the management, studies have shown that an acquirer can facilitate the 

integration process by simply replacing the management of the acquired company with its 

own management (Vazirani, 2013: 83). According to Schuler and Jackson (2001: 246) it is 

crucial that changes of the organizational structure are made early and fast in the integration 

process to avoid uncertainty. 

 

2.4.3 Human resource management  

Organizational success is dependent on the people in the organization (Smith, 1998: 17) since 

their behavior influence profitability, customer satisfaction, and organizational effectiveness. 

Human resource management (HRM) includes all activities an organization uses to influence 

the behavior of the people working in it and it is seen as one of the key strategic challenges of 

all organizations, especially during acquisitions (Schuler et al., 2004). HRM involves formal 

policies and everyday practices (Schuler et al., 2004: 107) including strategies for human 

resource planning, training and development, and performance appraisal (Smith 1998: 21).  

 

When an organization is acquired, HRM is seen as an area of concern, since it has a direct 

effect on the employees. Therefore, the management needs to decide if and how the 

personnel policies and systems should change after the acquisition. Changes regarding these 

aspects are naturally seen as positive if they are more attractive than before (Schweiger & 

Weber, 1989: 73). If the HR policies and systems are changed in the integration process, it is 

important to have a good understanding for what the HR policies and systems looked like 

before the acquisition in order to create new strategies that are considered appealing to the 

employees (Ibid.). It is also common that employees connects acquisitions with uncertainty 

concerning, for instance, job security and career prospects (Vazirani, 2013: 84), but 

according to (Lohrum, 1996:32), setting an HRM structure, early in the process, can reduce 

this uncertainty. Focusing on HRM can also enhance the synergy realization by conducting 

trainings that help employees to cope with potential conflicts and new responsibilities 

(Gomes et al., 2013: 26).   
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2.5 Integration Execution 

The post-acquisition integration phase involves “the mechanism through which an 

acquisition's synergistic potential is realized by fine-tuning the ways in which two 

organizations' operations, systems, and decision frames of reference interact” (Pablo, 1995: 

150). In order to proceed with the integration process, decisions on how deep and how fast 

the acquired organization should be integrated needs to be made, which is just as vital as the 

integration process itself (Pablo, 1994; Child et al., 2001; Cording et al., 2008). These 

decisions are usually based on the need for interdependence and the need for autonomy of the 

merging firms (Haspeslagh & Jemison, 1991). The reason why these aspects are considered 

vital in the integration process is that under- or over-integration, or too fast or too slow 

integration can hinder the value creation of the acquisition, or in worst case result in value 

destruction (Angwin, 2004; Duncan & Mtar, 2006; Pablo, 1994: 805; Zollo & Singh, 2004). 

Furthermore, it is important that the management of the acquiring organization sets a clear 

design for what the integration process will look like and is clear in the communication of the 

logic and timings of future changes (Pablo, 1995: 150). 

 

2.5.1 Depth 

Depth of integration is said to be of “paramount importance” (Almor et a., 2009: 40) during 

the integration process, and can be seen as the key in getting access to the positive outcomes 

of combining the operations of two previously independent firms (Cording et al., 2008; Datta 

1991; Larsson & Finkelstein 1999:6). However, this does not imply that high level of 

integration is always the key to success. In theory, it is said that high level of integration 

enables realization of positive synergies. On the other hand, high level of integration can also 

result in the realization of high coordination costs and of negative synergies (Almor et al., 

2009: 38; Pablo, 1994: 806; Weber et al, 2011: 15). Zollo and Singh (2004) claim that these 

types of statements are equivocal and that the benefits from applying a higher level of 

integration usually exceed the costs associated with the integration process. Additionally, 

Bauer & Matzler (2014) argue that high degree of integration creates more efficient 

operations. In that sense, researchers within this field of research have not come to a 

consensus whether deep integration is positive or not. What they do agree on, is that when 

deciding on integration depth, there must be careful consideration regarding the acquisition 

type, the characteristics of the two merging organizations and how similar they are (Pablo, 

1994: 806, Zollo & Sing, 2004). In addition, according to Bauer & Matzler (2014), there is no 

correlation between cultural fit and depth of integration. This could, on the other hand, be 
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explained by the fact that if there is high cultural fit, a formal integration becomes 

unnecessary (Puranam et. al., 2009).  

 

2.5.2 Speed 

A common perception in M&A literature is that fast implementation of changes during the 

post-acquisition integration is positively associated with integration success (Chase 1998; 

Epstein, 2004; Haspelagh & Jemison, 1991; Schweizer & Patzelt, 2012). This is based on the 

conclusion that the first 100 days of the post-acquisition integration is considered to be the 

most critical period when the most important changes should be made (Angwin, 2004: 419). 

Furthermore, “quick implementation introduces defined physical, task, and social structures 

that minimize the uncertainty employees perceive in their new environment” (Schweizer & 

Patzelt, 2012: 300). Uncertainty is something that managers strive to avoid during the 

integration process. It can hinder employee commitment and the establishment of a common 

culture, and instead foster employee resistance and increase the risk of losing key talents 

(Schweizer & Patzelt, 2012).  

 

In contrast to the conclusions of researchers who claim that speed of integration is positively 

associated with acquisition success, some researchers have found that slow integration can 

reduce conflicts and allow merging organizations to build a mutual trust between employees 

(Homburg & Bocerius 2006: 348). In that sense, fast integration is not always associated with 

positive outcomes as it can be both beneficial and harmful to the integration performance 

(Ibid: 347). Angwin (2004) also argues that the framework of completing the integration 

process in 100 days is rather a frame of convenience than of substance (Angwin, 2004: 428). 

Instead the speed should be chosen according to the relatedness between the two merging 

firms before the acquisition, especially regarding culture. This statement is based on the 

conclusion that if there is high resemblance between the acquired and the acquiring firm, less 

changes will be necessary, which will require less time to complete the integration process 

(Homburg & Bocerius 2006: 348).  

 

2.6 Conceptual framework 

The conceptual framework highlights that the post-acquisition integration process is a 

complex phenomenon, especially regarding the human integration. When implementing 

changes in an organization, literature has shed light on the importance of efficient change 

management and good communication. In theory, these aspects are important to consider 
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regardless of the chosen integration strategy. In that sense efficient change management and 

good communication can be viewed upon as prerequisites for any type of integration strategy. 

Moreover, the framework explains three dimensions of the human integration; organizational 

culture, organizational structure and human resource management.  In M&A literature these 

components have been used as measurement tools when studying human integration 

strategies and outcomes, and are also seen as critical and important elements to consider in 

achieving successful integration. These elements will be used as a framework for analyzing 

the differences in human integration strategies depending on the company Atlas Copco 

acquires. In theory researchers have tried to analyze integration strategies through the aspects 

of depth and speed, however, as previously mentioned they have reached diverse conclusions. 

Therefore, in this study these aspects will concern how the acquirer prioritizes between 

culture, structure and HRM, and how much the acquirer emphasizes each of these elements in 

the integration process. To conclude, the aspects of culture, structure and HRM will be used 

in the analysis as a tool to investigate how Atlas Copco has chosen their integration strategy 

and identify factors that affects this choice. Moreover, as efficient change management and 

communication are considered to be vital in managing an integration process, we will use 

these concepts to see how they affect the perception of Atlas Copco’s integration strategy and 

the outcome of it, as well as if there is any room for improvements. In table 1. the theoretical 

concepts used in the paper are summarized to facilitate the understanding of the conclusions 

drawn in previous research.   
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Table 1. Summary of Theoretical Background 

Concept Researchers Theoretical Propositions 

Managing the Post-Acquisition Integration 

Change 
Management 

Tangen (2013) 

 

Important that the management: 
- retain a positive atmosphere 
- make changes look like improvements 
- make step-by step changes 
- encourage feedback 

 Liedtka (2000) It is important to invlove poeple lower down in the hierarchy, however it 
comes with risk since these employees do not have the same overview of 
the organization. 
 

 Epstein (2004) 
Schweizer & Patzfelt (2012) 

An integration team can facilitate the implementation of changes. They 
can enact the changes and facilitate the understanding and the adoption of 
them. 
 

Communication Chakravorty (2012) 
Epstein (2004) 
Schuler & Jackson (2001) 
Vazirani (2013) 
Vazirani & Mohapatra (2012) 

- “Communication is vital to any acquisition success” 
- Communication should be proactive, consistent and clear.  
- Communication is more powerful when it is visual 
- Good communication can lessen the uncertainty and the resistance to      
   change 

Human Integration 

Culture Cartwright & Cooper (1996) 
Lohrum (1996) 
Marks & Mirvis (2011) 
Smith (1998) 
Vazirani (2013) 
Vazirani & Mohapatra (2012) 
 

One of the most critical aspects of the integration 
 
Culture influences the employee behavior 
-How they act 
-How they interact 
-How they react to change 
 

 Kavanagh & Ashkanasy 
(2004) 

Similarities between cultures facilitates the integration process 
 

 Cartwright & Cooper (1996) Managers need to learn and practice the new culture to transfer it to the 
rest of the organization 
 

 Buono & Bowditch (1989) 
 

Acquirer must be careful not to implement a new culture too fast 
 

Structure Naoum (2001)  

Tangen (2013) 

“Poor structure makes good performance impossible” 
Clear roles and responsibilities facilitates the work 
 

 Vazirani (2013) -Structure is a critical aspect in the integration process 
-The integration can be facilitated by replacing the management 
 

 Jasinski (2010) Important to involve employees when changing the structure. 
“People support what they help create” 
 

 Smith (1998) Elaborate structures might slow down communication  
 

 Schuler & Jackson (2001) Changes in structure should be implemented early and fast 
 

HRM Schuler et al. (2004) Key strategic challenge in any organization 
 

 Schweizer & Patzelt (2012) Changes are perceived as positive if they are seen as an improvement 
 

 Lohrum (1996)  
Gomes et al. (2013) 

Setting an HRM early in the integration can reduce uncertainty and help 
employees cope with new responsibilities and reduce conflicts 
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Integration Execution 

Depth Almor et al. (2009)  
Pablo (1994) 
Weber et al. (2011) 
 

High level of integration is not always beneficial. Results in coordination 
costs and can realize negative synergies 

 Zollo & Singh (2004) 
Bauer & Matzler (2014) 

- Benefits of high level of integration exceeds cost associated with it 
- High level of integration makes operations more efficient  
 

 Zollo & Singh (2004) 
Pablo (1994) 

Characteristics of the merging firms and how similar they are determines 
the depth of integration 
 

 Bauer & Matzler (2014) There is no correlation between cultural fit and depth of integration 
 

 Puranam et al. (2009) When there is high cultural fit, no formal integration is needed 
 

Speed Haspelagh & Jemison (1991) 
Chase (1998) 
Epstein (2004)  
Schweizer & Patzelt (2012) 

- Fast implementation of changes equals integration success 
- Fast implementation of changes reduces uncertainty 

 Angwin (2004) The first 100 days of the integration are the most critical 

 Homburg & Bocerius (2006) - Slow integration reduce conflicts 
- It takes time to build up a mutual trust 
- Speed should be chosen according to the relatedness between the firms 
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3.	  METHODOLOGY	  
In this section the methodology for this study will be presented. It will include the specifics of 

the chosen methodological approach, operationalization of the interview guides, and 

methodological and source limitations.  

 

3.1 Research approach 

The research approach employed in this study is abductive reasoning. Van Maanen et al. 

(2007: 1149) describes abduction as a continuous interplay between data and concepts where 

empirical facts are sought to be explained by reasoning back and forward with observations 

and theoretical concepts. Furthermore, Dubois & Gadde (2002: 559) argue that the abductive 

approach is effective when the objective of the researcher is the discovering of a new 

phenomenon rather than confirming existing theories. The focus of this study is relatively 

unexplored. Despite the amount of research conducted on acquisition-integration, there exist 

a limited number of studies of the human aspect in the integration process regarding culture, 

structure and human resource management. Existing theory will still be coordinated with 

empirical data in order to gain an understanding of the occurrences in the human integration 

process. The data will also provide a basis for theory production in areas where previous 

research is limited. The intertwined process of reasoning between empirical data and 

theoretical concepts during the research, results in a holistic picture of the employed human 

integration strategy. Therefore, this study will both be able to explain empirical observations 

and contribute theoretically to the literature on acquisition-integration. In addition, in this 

study, the empirical observations will pinpoint critical factors to consider, manage and 

improve during the integration process, which is of importance in any post-acquisition. 

Therefore, this study highlights gaps in the real world, which is considered more useful for 

theory construction, compared to finding gaps in the literature (Kilduff, 2006).   

 
3.2 Research design 

The research design is the general notion of how the research question will be answered 

(Saunders et al., 2009: 137). The intention of the present study is to use three acquisitions to 

examine the balance between speed and depth in the human integration during post-

acquisitions. Previous empirical studies and contributions on the matter of human integration 

within this specific field are limited, despite an otherwise extensive research within the topic 

of post-acquisition integration. Therefore, an exploratory study has been found to be most 
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suitable in relation to the purpose of the research, as this type of study aims to assist in 

understanding the proceedings and assesses occurrences from new perspectives (Saunders et 

al., p. 139). However, the exploratory study has been argued to be insufficient in terms of 

being unable to provide adequate answers to the questions of “how” or “why”. A descriptive 

study may, for that reason, be appropriate as a complement in order to include these aspects 

and thus gain a broader perspective on the problem (Babbie, 2012). The main purpose of the 

descriptive study is, according to Saunders et al. (2009), to picture an accurate description of 

situations. The advantage of applying a mixed research design is that it is possible to examine 

a phenomenon with no clear predetermined outcome (Yin, 2009). In this research the unclear 

outcome refers to the decided level and ideal balance of speed and depth in employee 

integration of the chosen aspects. 

 

When applying an exploratory and a descriptive methodology, a qualitative study is suitable 

(Yin, 2009). Qualitative research employs fewer cases of non-numerical data with the 

intention to go in-depth into the selected cases in order to interpret a specific situation 

(Holme & Solvang, 1997; Saunders et al., 2009: 151). Further support for the qualitative 

standpoint is its ability to illuminate the totality of a situation while simultaneously 

highlighting the details of it (Holme & Solvang, 1997), which will be of high relevance in the 

present study. 

 

3.3 Research strategy  

This study is based on an abductive approach with an exploratory and a descriptive research 

design. As this will be conducted from a qualitative perspective, a case study methodology is 

found relevant and suitable. This research strategy has considerable ability to answer the 

research question “how?” (Saunders et al., 2009; Yin, 2009), which is the foundation of this 

thesis. The case study research strategy has also been argued to be of particular interest when 

the purpose is to gain a comprehensive understanding of the context of the study, and the 

approach has frequently been employed in exploratory researches. A well-constructed case 

study allows the researchers to challenge existing theory (Saunders et al., 2009: 146-147) as 

well as enabling new research questions to arise by utilizing in-depth understandings of 

empirical occurrences and their contexts (Dubois & Gadde, 2002: 555). This provides further 

motivation for the use of a case study strategy. 
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In this study the multiple-case strategy is found applicable as this research seeks to both 

contribute to existing theory as well as theory development through the empirical findings 

from the cases. The multiple approaches provide a more solid, testable and generalizable 

foundation in comparison to the single-case studies (Saunders et al, 2009: 146-147). As 

limited attention has been directed towards understanding the speed and depth of the 

employee integration during post-acquisitions, there is a need for examination, which can 

provide a foundation for theoretical development. 

 
3.4 Case selection 

Atlas Copco is a world leading industrial group, which uses acquisitions as a growth strategy. 

During the last two years the company has acquired 22 businesses, including around 5500 

employees. The acquired companies vary in size and revenues, they operate in diverse 

industries, they are based in various countries and they are acquired in all of Atlas Copco’s 

business areas (Atlas Copco, 2014b). The acquired companies and its employees are then 

integrated into Atlas Copco with its approximately 40 000 employees (Atlas Copco, 2014a). 

Due to this extensive experience in managing acquisitions, the company was seen as an 

appropriate case firm when conducting a study on post-acquisition integration.  

 

Within business research, and especially when adopting case study research, it is not always 

possible to collect data from an entire population as, for instance, population size or costs 

associated to the data collection, are factors hindering the researchers from it. Therefore, it is 

appropriate to select a sample to represent the population in order to overcome such 

obstacles. Sampling is also of high relevance in order to save time (Saunders et al., 2009: 

212).  

 

The case selection for the present study has been conducted with the help of the case firm 

Atlas Copco and more specifically with the assistance from two representatives working with 

business development in the business area in which the acquisitions took place. Two 

meetings were held with these representatives on February 21st and March 11th, where the 

intention of the master thesis was presented, discussed and revised in order to conduct a study 

beneficial for both the authors and Atlas Copco. Upon request from Atlas Copco, the names 

and titles of these representatives will be held anonymous.  
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Due to the number of acquisitions made by Atlas Copco (Atlas Copco, 2014b), it is 

impossible for the researchers to examine the entire population of acquired firms. For that 

reason a sample of three case firms was selected. In order to allow finer prerequisites for 

generalizations, the sample was narrowed to derive from acquisitions within the same 

business area and from the same country. Specifics regarding the case firms will, upon 

request from Atlas Copco, be held anonymous throughout the study. Henceforth they will be 

referred to as company A, B and C. 

 

The meetings held in February and March resulted in Atlas Copco presenting a non-probable 

sample, which the authors found appropriate for the present study, as there was no intention 

to estimate statistical inferences (Saunders et al., 2009: 213), but rather being able to draw 

indications from the case selection. More specifically, the three cases were selected based on 

a combination of purposive and convenient sampling, as a result of the knowledge of the 

representatives from Atlas Copco, together with the purpose of the study. Purposive sampling 

refers to the usage of the judgment to select cases (Ibid: 237), which will be most suitable to 

best answer the specific research question and to meet the objective of the study. Convenient 

sampling concerns selecting cases that are unproblematic to obtain for the sample. The 

determining factor for this type of sample is usually a matter of access (Ibid: 241).  

 

The three selected case firms all originate from the same country, outside of Sweden. In 

addition to being accessible, informative and suitable for the study, the selection was also 

based on the locations of the case firms and available staff. 

 

3.5 Data collection 

It is increasingly widespread in business and management research to advocate a multiple 

method choice when collecting data. This refers to more than one data collection technique in 

order to answer the chosen research question (Saunders et al., 2009: 51). Multiple data 

sources are also argued to be advantageous in order to perform a robust case study research 

as each source of data provides a greater comprehension of the phenomenon (Baxter & Jack, 

2008). The data collection in this study is of a multiple nature. It comprises of primary data 

consisting of interviews, supplemented by secondary data. The collection of secondary data 

regards apprehending information on the case firms and the acquisitions of them. This has 

been done through documents and presentation material provided by each case firm, as well 

as through official information on the company websites. The secondary data complements 
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the information gathered from the case interviews, but it is not presented in the empirical 

section. 

 

3.5.1 Primary data and interview process  

Discussions with the representatives from Atlas Copco in the initial stage of this thesis 

regarding how to collect the primary data resulted in a uniform decision of doing on-site 

interviews at the three case firms, outside of Sweden. A greater impact on the interviewees 

and thus a more informative and enhanced data collection was predicted if the authors were 

present.  

 

The primary data consisted of 22 interviews in total (please see table 2 for a full overview of 

the interviews.). Three separate interviews were initially conducted through videoconferences 

with the general managers of company A and C and the Integration manager of company B 

(please see Appendix II for full interview guide). These will all be referred to as Atlas Copco 

henceforth. Thereafter interviews were conducted in person with employees at the offices of 

company A, B and C respectively (please see Appendix I for full interview guide). Each 

interview was conducted independently to prevent influence from other informants and each 

interview was scheduled to last between 30-60 minutes. Lastly, one interview, on two 

separate occasions, was conducted via telephone with one of the Atlas Copco representatives, 

which lasted for 30 min each (please see Appendix III for full interview guide).    

 

Table 2. Overview of the interviews 
   

Case firm Interview type Date Lenght Interviewee 

Company A Personal April 10 45-60 min Employee 

 
Personal April 10 45-60 min Employee 

 
Personal April 10 30-45 min Employee 

 
Personal April 10 45-60 min Employee 

 
Personal April 10 45-60 min Employee 

 
Personal April 10 30-45 min Employee 

 
Personal April 10 30-45 min Employee 

     Company B Personal April 9 30-45 min Employee 

 
Personal April 9 30-45 min Employee 

 
Personal April 9 30-45 min Employee 

 
Personal April 9 45-60 min Employee 

 
Personal April 9 30-45 min Employee 

 
Personal April 9 45-60 min Employee 

     



OXALARYD	  &	  SANDSTRÖM	  

	   26	  

Company C Personal April 11 30-45 min Employee 

 
Personal April 11 30-45 min Employee 

 
Personal April 11 30-45 min Employee 

 
Personal April 11 30-45 min Employee 

 
Personal April 11 45-60 min Employee 

     
Atlas Copco  

Telephone 
 

April 29 
May 2 

30 min 
30 min 

Manager in Business development 

 Video conference  March 19 45-60 min General manager at Company A 

 Video conference  March 19 60-75 min Integration manager at Company B 

  Video conference March 19 45-60 min General manager at Company C 
 

In order to limit bias, which Eisenhart and Graebner (2007) argue is a great challenge when 

conducting interviews, the interviewees were chosen by ability, knowledge and availability 

from different levels of the organization at both company A and C. This permitted the 

interviewers to gain a broad, varying and knowledgeable perspective on the perceptions of 

the integration process from the employees’ point of view. At company B all respondents 

were on equal level within the organizational hierarchy due to absence of all managers as 

they at the moment of the interviews were abroad on business. This may result in a more 

limited perspective, from the employees’ standpoint in company B, as the respondents may 

not have the same overview of the organization as their managers have (Liedka 2000: 199).  

 

The interviews with all respondents working at the case firms, and the Atlas Copco 

representatives at each company have been qualitative research interviews, which refer to 

them being non-standardized and semi-structured. The interview process was flexible and 

guided by a number of themes. The specific questions presented during the interview were, in 

general, open-ended and they differed in each interview as follow-up questions were posed 

(Bryman & Bell, 2013: 475-476). This approach is especially advantageous in exploratory 

studies according to Saunders et al. (2009: 323). The telephone interviews with one of the 

representatives from Atlas Copco were follow-up interviews of a structured nature. These 

interviews were conducted to quickly get Atlas Copco’s perspective on the specific matters of 

the strategy concerning prioritization and emphasis of culture, structure and human resource 

management. Moreover, they were conducted to further support the information gained from 

the interviews with the general managers at company A and C, and the integration manager at 

company B.  
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Before the interviews with all case firm respondents were conducted, an interview guide was, 

on request, sent by e-mail to all case firms. As information on the interviews was supplied to 

the respondents beforehand, it does promote credibility. Furthermore, a list of guiding 

themes, provided to the informants, strengthens both validity and reliability, as the 

interviewees are able to carefully consider the requested information and support it with 

exemplification (Saunders et al., 2009: 328).  

  

All respondents have been assured anonymity in order for them to speak more freely and thus 

be able to generate more honest answers. Saunders et al., (2009: 331) argue that anonymity 

has a positive effect on the trustworthiness of the interviewers and thus it increases 

respondent confidence, which reduces the possibility of response bias. However, anonymity 

can result in decreased transparency in the thesis as the authors are not able to reference the 

empirical data. All interviews were also recorded in agreement with the interviewees with the 

purpose of being able to fully comprehend the conversation afterwards. This strengthens the 

possibility of generating reliable data for the following analysis. 

 

3.5.2 Operationalization 

The interview themes for the interviews with the employees of the case firms, and the Atlas 

Copco representatives at the case firms have been derived from the employed theoretical 

literature of this thesis. Please see Appendix I for a complete interview guide with the 

employees of the case firms.  

 

Questions 1-8 are background questions aiming to provide employee information on position, 

lengths at the company, and acquisition expectations among others, which may have an effect 

on the initial perception on the acquisition and thus the attitude towards it. Questions 9-13 

regard the organizational structure. More specifically, question 9 concerns the employee 

perception of changes in hierarchical arrangement, authority, responsibility and patterns of 

relationships in the organization. These characteristics are based on academic literature on 

organizational structure with the essential standpoint of referring to these aspects of structure 

as crucial for organizational and employee performance (Naoum, 2001; Smith, 1998). 

Therefore the integration of the structure is vital, and the intention is to seek the respondent’s 

perception of changes being implemented. Question 10-12 aim to go in-depth by adding the 

perspectives of the importance of management communication during the integration process 
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of the structural aspect (Chakravorty, 2012; Schuler & Jackson, 2001; Vazirani & Mohapatra, 

2013), and integration speed and depth. Speed is argued to be vital for minimizing 

uncertainty (Haspelagh & Jemison, 1991; Schweizer & Patzelt, 2012) and level of depth is 

argued to be of principal importance in order to gain positive outcomes (Cording et al., 2008; 

Larsson & Finkelstein 1999). The objective is thus to examine how Atlas Copco chooses an 

appropriate integration depth and speed, and the reasons behind the decisions. Questions 14-

18 consider the organizational culture and the values, social interactions and the way of 

practicing business as a foundation for the unique environment of the organization. Cultural 

theories are distinctly clear of stressing the importance of cultural integration during post-

acquisitions as it influences employee behavior and consequently productivity and 

effectiveness (Cartwright & Cooper, 1996; Marks & Mirvis, 2011; Vazirani & Mohapatra, 

2013). The purpose of question 14 is therefore to seek the employee’s perception of changes 

and influences on the organizational behavior and its individuals as a result of the integration 

process. Equally to the structural theme and for identical reasons, question 15-17 aim to go 

in-depth in the cultural aspect by adding the perspectives of the importance of management 

communication during the integration process as well as integration speed and depth. 

Questions 19-23 address the personnel management and its administrative disciplines of 

managing employees in order to create productivity and success in the organization. People 

in an organization are a key strategic challenge and employees influence organizational 

success. As human resource management has direct effect on employees it is of high 

importance to manage this aspect in the integration process (Schweiger & Weber, 1989; 

Schuler et al., 2004; Smith, 1998). Question 19 pursues to uncover the employee perception 

of any changes in this matter in order to see any possible individual effects and hence also on 

the organization as a result of the integration process. Questions 20-22 do once again aim to 

add a profound perspective through the employee perception of management communication 

and integration speed and depth. Questions 24-25 are ending questions aiming to seek the 

perception of management prioritization and communication in the integration process in 

order to possibly be able to determine if any of the studied aspects are perceived to be more 

important than any others.  

 

The interviews with the general managers of Company A and Company C, and the 

integration manager of Company B, who all originate from Atlas Copco, can be found in 

Appendix II. Questions 1-4 are background questions with the aim to provide employee 
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information on position, lengths at the company, and acquisition experience, which may have 

effect on the involvement in the integration process and the perception of it. Question 5 was 

asked to gain an understanding of why Atlas Copco acquired each company. Questions 6-7 

were asked to find out what the employee reactions were to the acquisition and how many 

people that left the company due to the acquisition, and how Atlas Copco handled these 

issues. These questions were considered relevant since it is stated in theory that the employee 

reaction to the integration strategy and the acquisition as a whole, e.g. uncertainty about the 

future of the company, resistance to change, and loss of key personnel which affect the 

continuance and performance of the integration process (Schweizer & Patzelt, 2012). 

Questions 8-11 were asked to find out how the integration process was managed, since it is it 

is stated in theory that it is important that managers make decisions on how deep and how 

fast the integration process will unfold before the process begins (Child et al., 2001; Cording 

et al., 2008; Pablo, 1994). Furthermore in theory it is concluded that it is easier to implement 

changes when there is resemblance between the merging firms (Bauer & Matzler, 2014; 

Homburg & Bocerius, 2006), that is why we asked whether there was a resemblance between 

the acquired company and Atlas Copco before the acquisition. It is also stated in theory that 

many managers lack understanding for the challenge in creating a positive atmosphere for the 

employee during the integration process (Birkinshaw et al., 2001; Cording et al, 2008; Weber 

& Drori, 2012: 81). Therefore, the intent was also to see how the management acted during 

the process in terms of communication including presence from Atlas Copco personnel, as 

well as clarity, consistency, and proactivity of the communication. 

 

The supplementary telephone interview with a representative from Atlas Copco, responsible 

for business development in the business area in which the acquisitions took place, was 

conducted to further support the information received in the interviews with the Atlas Copco 

representatives at the case firms. Therefore, during this interview, the questions only 

concerned Atlas Copco’s integration strategy of the three elements of the human integration; 

culture, structure and human resource management. Please see Appendix III for full interview 

guide. 

	  

3.6 Data analysis   

All conducted case interviews were recorded and thereafter transcribed in order to allow a 

complete overview of the assembled data. The transcriptions of the case interviews also 
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facilitated the elimination of potential personal judgments or feelings from the interviewers 

towards the interviewees. The 22 transcriptions have all been thoroughly reviewed in order to 

categorize the compiled data in to relevant and useful sections, which facilitates the following 

data presentation. According to Bryman & Bell (2013: 575), processing data by searching for 

themes and categorize them, is one of the most commonly applied and useful methods of 

analyzing qualitative data. Transcribing the interviews has thus enabled the empirical data 

presentation to be more comprehensive, structured and relevant and it has also facilitated the 

discovering of important findings.  

 

3.7 Data presentation  

The empirical findings were structured and presented in line with the categories in the 

interview guide. The set of pre-defined categories facilitated the detection of detailed 

occurrences, and allowed findings of all aspects of the post-acquisition integration process. 

The data is presented in running text, as sub-categories may be intertwined and some answers 

may cover several aspects. The data is also categorized based on similarities in the 

respondents’ opinions in order to illuminate the most relevant findings.  

 

3.8 Methodological and Source Limitations  

Conducting a case study always involves the challenge of being able to statistically 

generalize the results of the study for a full population (Yin, 2009: 15) and the lack of 

standardization may cause reliability concerns (Saunders et al., 2009: 326). However, a non-

standardized research method reflects the reality of the time of the data collection, which 

necessarily cannot be repeated. The intention has been to eliminate as many factors for 

statistical generalization issues as possible. The case selection was thoroughly discussed with 

Atlas Copco from this point of view, which resulted in a narrow range when choosing case 

firms. All case firms operated within the same business area and division of Atlas Copco, 

within the same industry, and they are all located in the same country. Furthermore, company 

B and C are similar. This allows the researchers and Atlas Copco to see indications and 

trends even though these are not statistically grounded (Saunders et al., 2009). Nonetheless, 

the results may only be applicable for acquisitions within this specific context and not 

generalizable to all Atlas Copco acquisitions. However, there are possibilities for analytical 

generalization, as this study’s conceptual framework might be applicable in other situations. 

This case study can therefore be generalizable from a theoretical point of view (Yin, 2009: 

15). 



OXALARYD	  &	  SANDSTRÖM	  

	   31	  

 

Regarding validity issues, which refer to the credibility of the findings (Bryman & Bell, 

2013), the number of respondents may increase validity. In this study, interviews have been 

conducted with 6-8 respondents on different levels of the organization in two of the three 

case firms, which is a way of enhancing validity. The interview guide has also been anchored 

in academic literature in order to further increase validity.  

 

As can be seen in section 2.5.1 and 2.5.2, depth and speed are two integration strategies 

where researchers have reached diverse conclusions (Angwin, 2004; Bauer & Matzler, 2014; 

Haspelagh & Jemison, 1991; Homburg & Bocerius, 2006; Pablo, 1994; Schweizer & Patzelt, 

2012; Weber et al, 2011; Zollo and Singh, 2004). The authors are aware of the difficulties of 

measuring these aspects, thus there lies no intention to specify neither depth nor speed in the 

integration process in any of the three case firms. Instead, in this study, these aspects will 

regard how culture, structure and HRM are prioritized by the acquirer, and how much each of 

these elements is emphasized by the acquirer in the integration process.   

 

In two of the acquired companies it will also be difficult to see full effects of the integration 

process, as some processes are still ongoing. However, the intention is to seek employee 

perceptions of how the human elements of the integration process has been managed, 

prioritized and communicated so far in each acquisition.  

 

Lastly, the authors are aware of potential source limitations. There are disadvantages of 

providing the respondents with information on the interviews in advance, as interviewees can 

be chosen to best portray a preferred image of the organization, rather than the real one. In 

addition, answers can be prepared and memorized instead of being impulsive and reactive as 

the questions are being asked. Saunders et al. (2009: 328) suggest a solution for this by just 

providing themes and not specific questions, a strategy used by the researchers to prevent this 

potential limitation. Lastly, there were obvious language barriers for a few respondents, 

which may have hindered them to express all of their perceptions, due to inability to translate 

it into English. Here, the number of informants in each case firm helps to overcome this 

obstacle and to prevent it from impacting the findings in any serious matter. 	    
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4.	  EMPIRICAL	  FINDINGS	  	  
	  
In this section the collected data will be presented. First, a short description of Atlas Copco 

is presented. Thereafter, each company will be presented individually, including how the 

integration process was executed concerning the three elements; culture, structure and 

human resource management.  

	  
4.1 Atlas Copco 

Atlas Copco is a world-leading supplier of sustainable production solutions within the areas 

of compressor technique, industrial technique, mining and rock excavation technique, and 

construction technique. The organization reaches more than 170 markets and has a turnover 

of MSEK 84 000 with approximately 40 000 employees (Atlas Copco, 2014a). Atlas Copco 

uses acquisitions as a growth strategy and during the last two years the company has acquired 

22 businesses with approximately 5500 employees. Their acquisitions are mainly based on 

potential economic value added, and they usually acquire companies that are within or close 

to their core business (Atlas Copco, 2014b).  

	  

4.2 Company A  

Atlas Copco acquired Company A since Atlas Copco wanted to explore opportunities outside 

of their regular business. At the time of the acquisition Company A was a market leading and 

very profitable organization with rapid growth. Atlas Copco did not possess the specific 

knowledge needed to run this type of business, therefore Atlas Copco had to be very careful 

not to destroy the success of it. To avoid this risk, Atlas Copco did not make any big changes 

in the beginning of the integration phase, especially not regarding the employees, since losing 

a couple of key employees could have resulted in devastating consequences. In that sense, the 

intention was not to create fast synergies, but instead to ensure stable growth and 

profitability. However, the culture received high priority in the beginning of the integration 

process, since it became evident that it would be difficult to realize changes in the old culture, 

which was very different from Atlas Copco’s culture. It was also necessary to implement the 

new culture in order to facilitate the change process of the organizational structure and the 

HRM. The former general manager and owner of Company A left the company as soon as the 

acquisition was finalized. The integration team from Atlas Copco consisted of the new 

general manager and a business controller. It can be concluded from the interviews that more 

consistent, proactive and clear communication, trainings and presence of Atlas Copco people 
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in the company would have facilitated the integration process of all three areas, but especially 

regarding culture. The integration also demanded that employees became more flexible and 

adaptable, which was seen as a challenge.  

 

4.2.1 Culture 

The culture of Company A is characterized by openness, friendliness and tolerance. 

Moreover, the employees are encouraged to give their feedback on how things can be done 

better, are encouraged to help each other and cooperate, speak openly about problems, and 

employees on lower levels of the organization are asked to be a part of the decision making. 

According to most respondents, the former culture of Company A was a culture of fear, or as 

some respondents put it: “a culture of hire and fire”. The respondents all argue that there was 

no open communication between employees or departments, and people were afraid to 

express their opinions or speak openly about problems before the acquisition. Therefore, 

employees did not trust each other or help each other in difficult situations. Some respondents 

claim that the hierarchical culture that existed before has changed completely, since in the 

new culture, employees are encouraged to address concerns and give feedback to their 

superiors.  

 

The respondents all agree that the speed of the cultural integration was appropriate, and that it 

could not have been done faster since it takes time for employees to understand and adopt a 

new culture. However, most respondents claim that process is not yet completed. The change 

of the culture was highly prioritized in the integration process, according to most 

respondents, since it was difficult to make changes when working under the old 

organizational culture or as one respondent put it: “it was necessary because in the culture we 

had before, it was not possible to make any changes”.  

 

According to all respondents, the new culture of Company A is an improved organizational 

culture and one respondent says that. Some interviewees even claim that the cultural changes 

are considered natural and therefore easy to accept. However, many employees resisted the 

cultural changes in the beginning and still have problems adopting the new culture. Some 

argue that the reason for this resistance lies in the lack of understanding for the new culture 

and a lack of understanding for why it is necessary for the culture to change. In that sense 

many claim that it is necessary for the employees to see and feel the new culture in order to 

start practice it. One respondent claims that “Atlas Copco is very far away, so only a few 
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people really know what Atlas Copco does and what they feel”. Many of the respondents also 

argue that more emphasis should be put on communicating what the new culture will be like 

and that it is not adequate to give the employees a book or a presentation about the new 

culture. Instead the interviewees would prefer that Atlas Copco communicate the benefits of 

changing the culture, both verbally and visibly, and conduct managerial trainings of the new 

culture to facilitate the transfer of it downwards in the organization.  

 

4.2.2 Structure 

Regarding the structure, the majority of the respondents perceive the structure to be clearer 

than before, especially regarding departments and the roles and responsibilities within them. 

Some respondents argue that, in the former structure, everyone did everything and there was 

inefficient cooperation and inadequate communication between divisions. Whereas now, 

there is much more communication and cooperation between departments. The majority also 

claims that the organizational structure of Company A is more flat than before the 

acquisition. Before the general manager decided everything and had complete control over 

the company, and only three people in the company had knowledge about the figures and the 

profitability of the company. Since there were few people in the management there were few 

discussions when decisions were to be made, hence decisions were made fast and were 

sometimes spontaneous. After the acquisition more departments were added, and the number 

of manager increased. Moreover, more people were given the authority to make decisions; 

hence more people became involved in shaping the future of the organization. Some 

respondents feel that this change resulted in slower and less spontaneous decision-making 

though.  

 

Most respondents believe that the new organizational structure is a positive development for 

the company. All respondents agree that the changes of the organizational structure have 

been made step-by-step and that it is an ongoing process. However, most respondents are not 

completely aware of how much the structure will change in the future. Moreover, some 

respondents state that they do not know if the current structure resembles the way Atlas 

Copco is structured, since they do not have sufficient knowledge about the way Atlas Copco 

is structured.  When the integration process started the employees were afraid of changes and 

insecure about their future within the company.  
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The changes of the structure were communicated to the employees in official, company-wide 

meetings as well as on internal meetings in each department. Most respondents agree that the 

speed of changing the structure was adequate, whilst some argue that was a little bit too fast 

and that employees were not always able to follow or predict the changes of the structure. 

Moreover, there are diversified opinions on how well the changes were communicated. Some 

argue that the communication was clear and proactive, while some argue that the changes 

were announced too late, which created uncertainty amongst the employees. According to 

some respondents, the changes would make more sense if the communication was more 

proactive and clear.  

 

4.2.3 Human resource management 

At Company A, the HRM was not emphasized at all before the acquisition. There was not a 

particular HR-department, and there were no trainings or work-shops, no performance 

appraisals and no discussions about the opportunities to advance professionally within the 

company. After the acquisition Atlas Copco introduced trainings and workshops to improve 

technical- and managerial skills, English skills, cooperation skills, communication skills etc. 

These trainings were established according to initiatives from both Atlas Copco and 

employees at Company A. Another change in the HRM is that performance appraisals with 

all employees are conducted in a structured way every year. In these appraisals employees are 

asked to evaluate their own performance, give feedback to their managers, and discuss how 

they can improve their work. A third change in HRM is that there are more formal ways of 

applying for new positions within the company and more discussions on how people can 

progress professionally within the company. Lastly, the compensation and benefit policies 

have not changed significantly. 

 

All respondents agree that the HRM changed dramatically after the acquisition. An HR-

department was also formed, which worked closely with the HR-department at Atlas Copco. 

This strategy facilitated the integration process of the HRM according to the respondents. 

Furthermore, the HR-manager received more influence and authority after the acquisition, 

which is seen as a positive development amongst all interviewees.  

 

All respondents feel that the changes of the HRM occurred at a proper speed. However, these 

changes were not of foremost priority, since it was necessary to acknowledge what changes 

that were important to implement before the process started. The changes in HRM have been 
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positively received by most employees, and there is a feeling that Company A invests more 

in the people than before, which is considered to be a change in the right direction. The 

interviewees also argue that it is easier to accept changes that are understandable and that are 

considered as an improvement for the company. In this matter Atlas Copco was clear and 

proactive in the communication regarding the changes, as well as cooperative when 

implementing them, which made the employees uphold a more positive attitude towards the 

changes. However, one respondent says: “the management should have been trained better 

and faster”. All respondents agree with this statement by emphasizing the concern that 

trainings in leadership should have been implemented earlier, since some employees received 

more responsibility and people management after the acquisition, but did not have enough 

knowledge on how to act in such a position.  

 

4.3 Company B 

The acquisition of Company B was based on the potential to add value to Atlas Copco’s 

customer base as well as the potential to create a greater customer dependency. Company B 

was identified as very flexible and thus rapid growth was predicted through the use of Atlas 

Copco’s sales channels. The General Manager and Business controller were kept in the 

organization as they were assessed to be able to continue to perform a good job under the 

new cooperation. Instead an integration manager from Atlas Copco was assigned with the 

overall integration responsibility. An underdeveloped structure, particularly of the 

management, was immediately identified and thus prioritized to solve, in order to for 

Company B to be able to handle the predicted increased business volume and stabilize the 

organization. However, Atlas Copco applied a careful approach when changing it due to the 

organizational instability and heavy workload. The entrepreneurial culture of Company B 

was valued, which has resulted in few cultural changes in the integration process. Moreover, 

the retention of key employees was of great concern for Atlas Copco in order to maintain the 

profitability of the company. Although the communication is clear and visible to a point the 

employees are in agreement of much more being needed, as uncertainty still exists. 

Especially presence and visibility from Atlas Copco is desirable as the intentions with the 

integration thus become more evident and tangible, in comparison to the existing inadequate 

way of communicating future changes. 
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4.3.1 Culture 

The view of the existing organizational culture at Company B is conforming among the 

respondents. Characteristics such as openness, friendliness and an overall informal, 

cooperative and family-like office environment are described in positive terms primarily. 

Furthermore, there is a shared view of autonomy, accessibility and flexibility within the 

organization and the working relationship among the employees is portrayed to be close. On 

the other hand, there are different opinions among the interviewees regarding cultural 

changes as a result of the acquisition and the integration process. A majority claims the 

culture of Company B to be relatively unconverted and expresses that there is no particular 

difference regarding organizational goals, values, beliefs, employee interaction or the way 

business at Company B is practiced in general. Additionally, no major differences in 

comparison to their acquirer Atlas Copco are perceived to exist. Contra wise, there are 

employees witnessing of evident cultural changes as a result of the acquisition, such as a 

more problem-solving and customer-oriented business approach. Yet, there is a conveyed 

view of no major cultural changes impacting many of the informants individually in any 

explicit way.  

 

Regarding the speed of the cultural adjustments, there is first and foremost a shared view 

among a majority, that cultural changes takes time and should not be implemented too fast. 

However, despite an overall acceptable speed, few employees express a desire for faster 

cultural integration, as the modifications are perceived to be for the better.  

 

The communication from Atlas Copco concerning the intended cultural alteration is, among 

almost all, perceived to be positive. There is a cohesive view of the management being 

relatively informative and communicative through meetings, trainings and personal 

communication. In addition, an Atlas Copco handbook of how things are done in the 

organization has been provided. Furthermore, presence of Atlas Copco personnel, including 

the integration manager, and a visit by the CEO Ronnie Leten has made the new culture more 

visible. When asking about the Atlas Copco culture, there are discrepancies in the knowledge 

of what the Atlas Copco culture is like since a few employees couldn’t tell. At a lower levels 

of the organization there are also different opinions regarding the provided amount of 

information from the top-management and Atlas Copco, as there are respondents perceiving 

the communication regarding the culture to be neither detailed nor clear enough. One 
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employee also point to difficulties on applying cultural information and means: “it is 

ineffective to just enlighten employees as previous behavior influence the office environment 

and working procedures regardless”.  

 

4.3.2 Structure 

The structure of Company B was the first matter of prioritization after the acquisition, since 

all respondents agree on that Company B was an organization with an underdeveloped 

management structure. Respondents explained the absence of structure also regarded 

employee roles, responsibilities and processes as neither were especially clear. One employee 

described the old organization as “a house of cards”. One of the first implemented changes, 

of the integration process, concerned flattening the organization as the management team 

increased. Clear departments with well-defined roles and responsibilities were also 

implemented early.  

 

When asking about structural changes there are divergences in the perception of these from 

the interviewees. Most recognize a few organizational differences; such as new positions and 

a flatter hierarchy, but far from everybody see alterations in this matter. A few employees 

desire clearer definition of individual roles and also fewer assignments. One respondent says 

that: “I wished there were clearer descriptions of the role everybody has. I for instance am 

doing too many and too different tasks”.  Some even express that the organizational structure 

has become less clear for them personally. On the other hand, there is a shared view among 

the informants with regards to the necessity of structure in the company, especially as the 

organization is growing rapidly. Furthermore, they all agree on the workload becoming more 

demanding as well as additional requirements for more detailed and diverse reporting. Other 

perceived effects of the structural integration are: more complex decision-making and less 

authority, as more employees are involved in each decision now.  

 

The structural changes are still an ongoing process but the initial groundwork has been done, 

where setting the organization, roles and responsibilities have been prioritized. The 

interviewees’ opinions on the speed of the structural implementations are however diverse. 

Atlas Copco informed the employees of intended structural changes, such as new positions 

and flatter hierarchy, in an early stage of the integration process. The objective from Atlas 

Copco has been for the employees to associate changes with positivism. The communication 

from the management and Atlas Copco is, from the employee’s point of view, perceived to be 
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clear and informative in general. Some argue it is very clear, proactive and informative while 

some wish for more and consistent information to reduce the uncertainty of future changes. 

One respondent state that “the managers of Company B need to be more prepared and 

trained to answer questions regarding the integration”.	   Furthermore, additional presence, 

visibility and personal communication from Atlas Copco representatives are desired to make 

the future more predictable to the employees of Company B.       

 

4.3.3 Human Resource Management 

Concerning the HRM, many new opportunities have developed for the employees. 

Contrasting the situation before the acquisition, the employees are now able to receive 

trainings, apply for substantially more positions abroad and leadership roles are more 

available. Networking opportunities is an additional advantage as a result of the acquisition. 

The personnel management structure is different in comparison to Atlas Copco though, as 

Company B lack both resources and experienced personnel to manage and create an adequate 

HR-department, which all respondents agree on.  

 

The interviewees all agree on the fact that there have been no changes in compensation or 

benefit policies so far. Some respondents recognize the new opportunities in terms of access 

to Atlas Copco’s job application site, more trainings and job assignments abroad. But not 

many have identified any changes in appraising performances though. There is also an 

explicit wish for more employee incentives among a few informants, not only financial 

related ones, but also in terms of personal growth and increased responsibility.  

 

Many of the interviewed are of the same opinion concerning the wish for more prioritization 

regarding human resource management as well as faster implementation regarding, for 

instance, compensation, trainings and access to Atlas Copco systems. One employee sees 

benefits of employing individual Atlas Copco contracts, as “it would be personally beneficial 

and appreciated”. However, from Atlas Copco’s point of view there is awareness of the time 

it takes to get employees onboard regarding the desired changes.  

 

The general perception among the interviewees is that there hasn’t been much 

communication or information regarding personnel management changes, where greater 

transparency of intentions and ongoing alterations is desired. Some respondents also agree 

that applying more emphasis on the human resource management would be beneficial and 
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appreciated among employees. Additionally, more visibility and presence from Atlas Copco 

is, once again, desired.  

	  

4.4 Company C  

The reason why Atlas Copco acquired Company C was mainly to expand the product range. 

Neither the former owner nor the former general manager stayed within the company after 

the acquisition. Instead a new general manager from Atlas Copco was assigned. When Atlas 

Copco acquired Company C it became noticeable that many changes were needed in order to 

create growth, increase revenues and transform the company from a local production 

company, specialized on the domestic market, to an international organization integrated in 

the global operations and sales channels of Atlas Copco. Atlas Copco acted fast in the 

integration process, especially regarding cultural aspects. Creating an open and a positive 

mindset towards the integration and the new organizational environment was seen as critical 

in the integration process. Therefore, communication and information on the integration 

process was initiated immediately. Generally the communication was perceived to be clear, 

proactive and informative, although many employees required more frequent and transparent 

information. All key personnel was kept in the company, but more Atlas Copco personnel on 

various levels of the organization is desired in order to educate the management and to better 

portray the Atlas Copco’s way of doing things.  

 

4.4.1 Culture 

The culture at Company C was highly influenced by the previous general manager. As he 

delivered return on investments and kept the owners satisfied, he was free to run the business 

as he preferred. The new general manager from Atlas Copco implemented several cultural 

changes and it is agreed among all respondents that the cultural aspect was prioritized in the 

integration process. The interviewees agreed on the initial and most apparent alterations, 

which regarded valuing the employees more, transparent and more informative 

communication as wells as improved interaction among the employees. The latter is now 

considerably more open, informal and personal, e.g. addressing colleagues with the less 

formal “you” and the ability to express opinions without reprisals. Furthermore, there is a 

shared view on enhanced cooperation and the mutual responsibility among employees for 

organizational growth and development. The culture is also perceived to be clearer although 

it is in need of more time in order for everybody to understand and practice it. Managers are 

now also trusted and empowered with more autonomy and open discussions are promoted. 
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Although, there is a generally positive view on the cultural adjustments, the initial changes 

was seen upon with some resistance among some employees as it was considered too 

informal. Some respondents also express the need and desire for integrating more Atlas 

Copco personnel to further portray the new culture, and particularly to demonstrate it to some 

managers and employees at Company C, who are more conservative and stuck in old habits.  

 

The speed of the cultural changes is perceived to be appropriate amongst the majority of the 

interviewees and the awareness of the culture progressing over time is evident. Two 

respondents uttered it could have been accelerated, although they think the present pace is 

most suitable for the organization as whole.  

 

Atlas Copco initiated the communication on future cultural changes immediately after the 

acquisition. The general perception from all employees is that communication has been clear, 

proactive and informative from the start. The general manager is perceived, by all 

respondents, to be able to live, enlighten and transfer the Atlas Copco culture into the 

organization. In addition, there are several informative meetings on upcoming changes. 

Nevertheless, there are many employees who desire more frequent and informative 

communication regarding approaching changes. They also express a need for more Atlas 

Copco personnel in various levels of the organization in order to better portray and 

communicate the culture and to accelerate the process. One respondent says that “we need 

more integration people from Atlas Copco who can work at different levels of the company at 

the same time and show the new culture to the people”. It is also stated by some respondents 

that some managers are perceived to lack understanding for the Atlas Copco culture and most 

employees were not able to describe it.  

	  

4.4.2 Structure 

All of the interviewees recognize changes in the organizational structure as a result of the 

acquisition and it is agreed that the process is still ongoing. Nevertheless, there are separated 

views of how much that has been changed so far. A majority identifies that the organization 

has become more flat, as more team leaders have been assigned, whereas a few do not 

recognize any hierarchical adjustments at all. Most agree on the improvement regarding 

communication, cooperation, roles and responsibilities, concerning both employees and 

departments, as these are now clearer and the decision-making has developed as well. For 
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instance managers are now more generally involved in decisions and they do also have more 

freedom to decide for themselves, in comparison to before when the general manager made 

most decisions. Previously, staff input were not always valued or appreciated as the former 

general manager was very conservative and the distinction between top management and 

remaining employees was very clear. Nowadays, the management environment is perceived 

to be much more professional and planned. The reporting is expressed by most to have 

changed for the better as well. Cooperation and communication among employees, and 

between departments, has also changed for the better, as they are more transparent with more 

open discussions. On the other hand, there are also respondents saying the working 

relationships have become more complex and time-consuming, since there are more people 

involved in every decision. One employee even considers the present organization to be “less 

flexible”.  

 

The structural organizational changes at Company C started after approximately two months 

and there are different opinions among the interviewees on the speed of the process so far. A 

minority of the respondents argue the speed is satisfactory and it takes time to get all 

employees onboard. Conversely, some informants believe the structural integration process to 

be too fast for them personally. Even so the speed is, by a few respondents, recognized to be 

crucial due to a competitive market and since Company C was previously perceived to be 

immobile and inflexible. What all respondents do agree on, is the increased workload as a 

result of the acquisition and that more people are needed in the organization. One respondent 

expresses that “with the same amount of people we have to do the same work, but 

additionally we have to be a part of the integration team”. 

 

The communication on plans and progresses of Atlas Copco’s changes of the structure started 

from day one. The communication on the changes of the structure is not perceived with a 

corresponding perspective. The majority is positive when asked about the communication 

from Atlas Copco. Several interviewees exemplify with informative employee meetings with 

clear and proactive information on planned objectives, and how the organization will get 

there. There is also a shared positive view on the general manager’s intention to get 

everybody onboard, by understanding the ongoing changes. From Atlas Copco’s perspective 

it is seen as a key factor to create an open and positive mindset regarding the integration and 

the new organizational environment. However, most respondents agree on that more people 

from Atlas Copco is needed, and one interviewee says that “we need an integration team 
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since the only integration manager today is the general manager from Atlas Copco, and that 

is not enough”.	  	  

	  

4.4.3 Human Resource Management 

The interviewed employees portray a conformed view on most matters regarding human 

resource management. Almost all respondents agree on the fact that there have not been any 

changes regarding compensations or benefits. After the acquisition a management 

development program, incorporating leadership and general management training, was 

initiated. Although management training has been introduced there are several opinions 

expressing the need for further management training or the need for management 

replacement. The learning processes for some managers are by a few respondents perceived 

to be long and slow and the desire for more presence of Atlas Copco people is expressed.  

Not only to facilitate the integration process, but also due to the increased workload. All 

interviewees share a positive view of significantly more trainings being provided e.g. 

regarding language, SAP etc. and Atlas Copco portrays a more long-term philosophy on the 

matter. Moreover, there are no changes regarding appraisals, although all respondents have 

been informed that it will be implemented in the near future. Additionally, all are of the same 

positive opinion regarding the increased provided opportunities for professional development 

at Company C as well as within the Atlas Copco group.  

 

The speed of the human resource integration is by most employees perceived to be satisfying 

and there is a trust in the general manager’s way of handling the organization and its 

workforce. Atlas Copco has been careful and reviewed major HR-changes before 

implementing them. In general, all respondents are pleased with the current integration speed, 

however they all see room for improvement on significant aspects, such as the 

implementation of an HR-department.  

 

All respondents agree on Atlas Copco being clear, proactive and consistent in the 

communication on human resource related changes at Company C. A majority of the 

interviewees are of the opinion that Company C is aligned with Atlas Copco’s way of 

managing their employees; however no one is able to describe Atlas Copco’s HRM. In 

addition, there is a clear desire for a more present, visible and more modern HR-department. 

There has already been improvements in this area since the acquisition, as the organization 

now have a temporary human resource representative for approximately two days a week. 
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However, all employees argue that a full time HR-management is needed to handle increased 

employee demands regarding training, evaluation, professional development etc.	    
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5.	  ANALYSIS	  
	  
This	   section	   will	   include	   the	   analysis	   drawn	   from	   the	   theoretical	   framework	   and	   the	  

empirical	   findings.	   Each	   of	   the	   case	   firms	   will	   be	   analyzed	   separately	   on	   the	   basis	   of	  

integration	   execution,	   and	   change	   management	   and	   communication.	   Finally,	   a	  

comparison	   between	   the	   case	   firms	   will	   be	   presented	   to	   allow	   final	   conclusions	   to	   be	  

drawn.	  The	  analytical	  findings	  will	  be	  summarized	  in	  Table	  3.	  	  

	  

5.1 Company A  

5.1.1 Integration Execution  

In the integration process of Company A, Atlas Copco made step-by-step changes to create a 

smooth transition for the employees (Tangen, 2013). The reason behind this initial strategy 

could be that the cultures of Atlas Copco and Company A were different, which is supported 

by Homburg and Bocerius (2006: 448) who claim that when two merging firms lack 

resemblance, more time is needed in the integration process, especially regarding culture. 

However, when the integration process began, Atlas Copco had to put focus on the culture at 

an early stage and change it completely since the old culture made it difficult to implement 

changes. This is in line with the conclusions of Zollo and Singh (2004) who claim that deep 

integration enables realization of positive synergies and Bauer & Matzler (2014) who claim 

that high degree of integration creates more efficient operation. Moreover, Kavanagh & 

Ashkanasy (2004) and Vazirani & Mohapatra (2012) conclude that the organizational 

cultures of two merging firms determine the ability to realize synergies in the integration 

process, and that similar cultures can facilitate the progression. This shows that it was 

important for Atlas Copco to start with the culture in the integration process to be able to 

realize synergies in the future. Furthermore, the organizational culture determines how 

employees respond to changes (Cartwright & Cooper, 1996: 61; Lohrum, 1996: 43; Smith, 

1998: 54), therefore changing the culture of Company A and making it similar to the culture 

of Atlas Copco can be seen as a prerequisite to successfully integrate the structure and HRM 

later on in the process.  

 

The structure of Company A was of second priority in the integration process, but was seen 

as necessary since Company A became a part of a much bigger international organization. 

Atlas Copco replaced the general manager of Company A, which is a strategy supported by 
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Vazirani  (2013: 83), who claim that it is easier to implement changes when the management 

is replaced. It is also evident that the structure has changed to the better in terms of clearer 

roles, departments and areas of responsibility, which has improved the internal 

communication and cooperation.  Furthermore, some researchers argue that changes in the 

organizational structure should be made early and fast in the integration process in order to 

avoid uncertainty (Schuler & Jackson, 2001).  This conclusion contradicts the findings at 

Company A since the structure was not of first priority in the integration process. 

Nevertheless, Atlas Copco realized that they could not make too many changes in the 

beginning because the culture did not allow it. Therefore, they chose the level of integration 

regarding structure according to the circumstances, which is considered to be an important 

strategy in any integration process according to Pablo (1994: 806) and Zollo & Singh (2004). 

Additionally, it is said in the literature that cooperation and communication difficulties arise 

when more elaborate structures are formed (Smith, 1998: 39), which was also the case at 

Company A since the employees argue that decision making and the internal communication 

became slower after the structure changed and more people became involved in decision 

making. Even so, elaborate structures are essential for organizational performance (Naoum, 

2001); therefore changing the structure was necessary, despite the negative consequences, in 

order to meet the goal of increasing economic value for Atlas Copco.   

 

Since Company A neither had an HR-department nor any structures for trainings, appraisals 

or professional development, changes were considered to be profound. However, they were 

all considered positive and easy to accept, which is in accordance with the conclusion of 

Schweiger & Weber (1989) saying that changes in HRM are usually considered positive if 

they are more attractive than the previous HR structures. Moreover, literature in this area put 

emphasis on the importance of learning about the previous HRM in an acquired company in 

order to make the new changes attractive (Schweiger & Weber, 1989). This could be an 

explanation to why Atlas Copco did not prioritize the HRM in the beginning of the 

integration process. Conversely, Lohrum (1996) claims that focusing on HRM in the 

beginning of the integration process can reduce uncertainty and according to Gomes et al. 

(2013), it can enhance synergy realization by making employees stay motivated during the 

integration process. These conclusions justify the opinions that more management trainings 

were needed in the beginning of the integration process since some employees received 

positions with more responsibility but lacked knowledge about how to handle such 
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responsibility. Even so, the culture and structure were seen as more critical to reform to 

ensure continuous profitability, therefore HRM was not as prioritized by Atlas Copco.  
 

5.1.2 Change management and communication 

Several employees in the interviews argued that there was some resistance during the 

integration process due to a lack of understanding of why the changes were necessary to 

implement. That is why it is reasoned in theory that it is important to have a clear change 

strategy while encouraging feedback during the process (Tangen, 2013). Furthermore, some 

argued that it is not adequate to simply provide a written presentation about changes, instead 

managers have to help employees to see and feel the changes in order to understand them and 

start practice them. Additionally, it was argued in the interviews that some changes were 

communicated too late, which resulted in negative reactions towards them. This is in line 

with the conclusions of several researchers who claim that changes need to be communicated 

both verbally and visibly and in a clear, proactive and consistent way by those who initiate 

them (Chakravorty, 2012; Schuler & Jackson, 2001; Tangen, 2013; Vazirani 2013). One way 

of doing that is by creating an integration team to facilitate this process (Epstein, 2004; 

Schweizer & Patzelt, 2012). At Company A, the general manager and the controller from 

Atlas Copco functioned as an integration team. Even so, some employees at Company A 

requested more presence from Atlas Copco people during the integration process to better 

communicate future changes and ensure that people understand them. The employees at 

Company A also stated that they were most involved in shaping the new HRM, which could 

be an explanation to why the majority was positive to the way the HRM was integrated and 

why employees should have been more involved in shaping the new culture and structure of 

Company A according to (Liedtka, 2000). On the other hand, involving people lower down in 

the organization can also be more time consuming and result in negative outcomes (Ibid.).   

 

5.2 Company B 

5.2.1 Integration Execution 

Company B was found to be in great need of structure, in order for the expectations of the 

acquisitions to be realized. Thus, the structure gained immediate attention in the integration 

process, which is in line with Naoum (2001: 83) who argues that “poor organizational 

structure makes good performance impossible”. Atlas Copco’s initial changes of new 

designation, staffing and increased reporting, was definitely essential as all employees 
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witnessed of the absence on these matters pre-acquisition. These adjustments are also directly 

consistent with the arguments of Vazirani (2013: 83) and Smith (1998: 34), as they argue for 

the significance of organizational structure, such as the importance of clear roles and 

responsibilities and decision-making and reporting. However, aligned with Smith’s argument 

on cooperation difficulties as a result of a more structured organization (1998: 39), less 

flexibility and more complex decision-making are perceived by the interviewees, due to 

increased involvement of employees in each decision. 

 

Atlas Copco had a cautious approach to the structural implementations, due to the heavy 

workload and organizational instability. This contradicts Schuler & Jackson (2001) who 

emphasis that fast implementation reduces uncertainty in the integration process. Atlas 

Copco’s strategy is however thoroughly considered with regards to the characteristics of 

Company B, which is coherent with the arguments of Pablo (1994: 806) and Zollo & Sing 

(2004) as they are saying the speed and depth of the integration needs to be considered with 

regards to the features of the acquired company. Furthermore, as there initially was no real 

structural resemblance with Atlas Copco, the changes required more time, which is supported 

by Holmburg & Bocerius (2006). However, it is also contradicting with Angwin (2004: 419) 

on the basis that the most important changes ought to be implemented fast, especially during 

the first 100 days. Nevertheless, the existing condition of Company B was the determining 

factor for the initial focus of the integration process. This does on the other hand contradict 

Vazirani & Mohapatra (2012: 32) who claims the culture is the most critical aspect. Still, the 

reason for Atlas Copco’s prioritization may also, beside from the urgent need for structure, be 

the cultural similarity of the two organizations (Cartwright & Cooper, 1996; Puranam et al., 

2009). Additionally, Atlas Copco intended to preserve the, valued, entrepreneurial aspect of 

Company B. Therefore, no major cultural changes were required nor recognized, which all 

respondents verify in almost all their statements. The urgent need for structure at Company B 

may also be the reason for why the human resource management was initially overlooked. 

HRM is clearly lacking resources and attention in general, even though more trainings and 

opportunities are recognized post-acquisition. Nevertheless, an improved HRM is highly 

requested and needed, which could reduce uncertainty and create stability in the integration 

process, in line with the arguments of Schweizer & Patzelt (2012: 300), Smith (1998: 21) and 

Vazirani (2013: 84). Due to the major differences, in comparison to Atlas Copco’s personnel 

management structure, implementations will take time though, which the management is 
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aware of. This is also supported by Homburg and Bocerius (2006: 348), who claim that low 

resemblance between merging firms result in a more time-consuming integration.   
 

5.2.2 Change Management and Communication 

During the integration process at Company B, communication and transparency are seen as a 

key success factors from a managerial point of view, which is in line with the conclusion of 

Vazirani & Mohapatra (2012), saying that good communication is fundamental in any 

integration strategy. Furthermore, the management objective to reduce uncertainty by being 

visible, informative and associate the changes with positivism, directly corresponds to 

Tangen, (2013: 97), who emphasizes the importance of positive and clear associations from 

those initiating the changes, both verbally and visibly. The employee perception of the 

received communication and information supports the management intentions to some extent, 

mostly regarding the structural changes. However, it is evident that the communication and 

information is neither sufficient nor satisfactory, since not all employees recognize the many 

and prioritized organizational differences nor do they fully understand or have knowledge 

about the Atlas Copco culture. It is also evident that written information, such as presenting a 

manual to the Atlas Copco culture is inadequate in the case of Company B. This is in line 

with the conclusions of Tangen (2013: 84), who claims non-verbal (visual) communication is 

more meaningful and easier to understand compared to written and spoken communication. 

However, Atlas Copco has, in line with Tangen’s (2013) argumentation, also been present 

and visible through the assigned integration manager and visits from the CEO, which makes 

the communication more explicit and tangible. Furthermore, the strategy of implementing an 

integration manager, is supported by Epstein (2004: 177), who argues this is a way of 

overcoming obstacles and facilitating the implementation of changes. Not replacing the 

general manager does, however, conflict with Vazirani (2013: 83), as he claims that 

replacement of management usually facilitates the integration process. Nevertheless, it is 

evident that more Atlas Copco personnel are needed in the integration process, which is 

accordance to what Schweizer & Patzelt (2012: 302) argue, as they say that the understanding 

and adoption of changes is facilitated by supportive leadership.  



OXALARYD	  &	  SANDSTRÖM	  

	   50	  

 

5.3 Company C  

5.3.1 Integration Execution 

Since Atlas Copco acted fast regarding the cultural changes at Company C it is agreed among 

all employees that culture was the most prioritized aspect of the integration. The most 

noticeable cultural change was a more informal way of interacting internally, which made the 

new culture seem more friendly and open than before. Since the culture determines the way 

employees behave within an organization (Cartwright & Cooper, 1996: 60), e.g. how people 

react to change (Cartwright & Cooper, 1996: 61; Smith, 1998: 54), the cultural change at 

Company C could be seen as a prerequisite for making future changes. Moreover, since the 

former culture of Company C and the culture of Atlas Copco differed, it can be concluded 

that realizing synergies would have been difficult if these dissimilarities continued to exist 

(Kavanagh & Ashkanasy, 2004: 3; Vazirani, 2013: 33). In theory it is also concluded that the 

speed of integration depends on the similarities between the merging firms (Homburg & 

Bocerius, 2006: 348). Even though the cultures of Company C and Atlas Copco differed, 

where the old culture was the culture of the former general manager and was not appreciated 

by the employees, it was still integrated fast. Therefore, it is not only the similarities that 

determine speed of integration, but also whether the changes are seen as an improvement or 

not. Consequently, it is important that the management studies the former culture of an 

organization before changing it, in order to be able to promote the positive aspects of the 

changes (Vazirani & Mohapatra, 2012: 33). However, some resistance regarding the cultural 

changes occurred because of the perceived uncertainty of the future changes in the company. 

Therefore it is of great concern that the management develops an efficient strategy of cultural 

change in order to help the employees understand how and why the culture will change 

(Kavanagh & Ashkanasy, 2004: 28). 
 

The process of changing the structure of Company C is still ongoing. There are separate 

opinions on how much the structure has changed, which indicates that many employees have 

not been involved in the process of shaping the new structure. According to Jasinski (2010), 

to involve people in the process of shaping the organizational structure is an inefficient 

strategy when trying to make employees support structural changes. Most employees argue 

that the structure is clearer than before, especially regarding roles and responsibility, which 

has facilitated the communication and cooperation between employees and departments. This 
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could be seen as an improvement since Smith (1998) argues that a clear structure facilitates 

the implementation of strategies and the achievement of objectives, as well as, creating a 

framework for how people should behave. However, some argue that more people have 

received authority to make decisions, which has made the operations and communication 

more complex and less rapid, which according to Smith (1998) is a common consequence 

when more elaborate structures are formed. In theory it is argued that it is important to set the 

new structure early and fast in the integration process (Schuler & Jackson, 2001). This was 

the intention of Atlas Copco and some employees agree that the pace of changing the 

structure was satisfactory. However, all employees did as previously mentioned, not 

recognize these changes, and some argue that the process of changing the structure is too 

slow, which created uncertainty. It can therefore be concluded that slow integration does 

indeed cause uncertainty in this case (Schweizer & Patzelt, 2012). However, if all employees 

at Company C would have been properly informed and involved in the process of changing 

the structure, they would have been more aware of the future changes, which would have 

lessened the uncertainty. In that sense it is not simply the speed that affects the level of 

uncertainty, it is also affected by the level of involvement of the employees and the 

communication from the acquirer.  
 

At Company C, there is an agreement on more focus being directed towards professional 

opportunities and employee trainings on various aspects, which is important since the 

organizational success is reliant on the people in the organization, as their behavior affect e.g. 

organizational productivity and effectiveness (Smith, 1998: 17). Furthermore, respondents 

agree concerning a satisfactory speed of the changes in HRM and the positive aspects of 

them. The general manager’s ability to understand the organization and its workforce may be 

the reason why the changes are considered positive. This is supported by Schweiger & Weber 

(1989: 73) who claim that it is important to gain an understanding of what the previous HR 

policies looked like in order to make the new policies seem appealing. Atlas Copco has, in 

general, employed a more careful approach in the human resource management aspect 

though, especially since they have not yet created a fully functioning HR-department. All 

employees see room for improvement here since few changes in this area have been 

recognized in general. Moreover, the employees desire a clear and more visible HR-

department and express that the implementation needs to be accelerated. Lastly, there is a 

desire to replace slow-learning managers to facilitate the integration process, which Vazirani 

(2013: 83) suggests is an advantageous strategy.  
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5.3.2 Change Management and Communication 

At Company C the focus of the integration process was to create an open and positive 

mindset among the employees towards the integration process and the new organizational 

environment, which several researchers, such as Birkinshaw et al. (2001), Cording et al. 

(2008), Tangen (2013: 97), and Weber & Drori (2012: 81) claim to be of paramount 

importance. The employees also support Atlas Copco’s intentions on this matter. In general, 

there is a positive perception on a clear, proactive and informative communication on the 

upcoming changes from the management, both verbal and nonverbal, which is in line with 

the arguments of Chakravorty (2012), Schuler & Jackson (2001), and Vazirani (2013), who 

claim that communication on changes inevitably needs to be proactive, honest, clear and 

consistent.  
 

Atlas Copco replaced the general manager of Company C, which gains theoretical support 

from Vazirani (2013: 83). The new manager is described to live and enact the Atlas Copco 

way of doing things and his strong and appreciated leadership can be seen as crucial for 

continuous positivism towards the changes within Company C, which Tangen (2013) argues 

to be essential for achieving a successful implementation of changes. In spite of the much 

appreciated leadership strategy of the general manager, the employees of Company C argue 

that the key to understanding and endorsing the changes is more Atlas Copco presence and 

visibility. Epstein (2004: 177) has reached an equal conclusion by arguing that the 

implementation of changes is facilitated through assigning a strong integration team, which 

thus enhances management communication on upcoming changes and the reasons behind 

them. Unquestionably, more integration personnel need to be assigned in the integration 

process of Company C, especially on various levels in the organization, in order to align the 

entire workforce with the adjustments. An example concerning the communication and 

presence issues is that employees express separated views on structural changes in general, 

hence they are not fully aware of what changes that have been made or will be made in the 

future. Therefore, there is room for improvement in this area.   
 

5.4 Relating to the Conceptual Framework 

The conceptual framework in this study highlights the important aspects to consider in the 

human integration process and how depth and speed affect the integration performance. In 



OXALARYD	  &	  SANDSTRÖM	  

	   53	  

this study, however, depth and speed is referred to how the acquirer prioritizes between 

culture, structure and human resource management, and how much the acquirer emphasizes 

each of these elements in the integration process. Furthermore, it puts emphasis on the 

concepts of change management and communication as they are considered to be vital for 

any post-acquisition integration.  

 

The human integration processes, discussed in this analysis, were managed in different ways 

by Atlas Copco, depending on the company they acquired. In theory, it is stated that speed 

and depth is determined by the similarities between the merging organizations. From the 

empirical findings, it is noticeable that the chosen speed and depth were not determined by 

the similarities of the organizations, they were chosen for two other reasons. First, Atlas 

Copco prioritized and acted quickly in areas that were seen as critical to change in order to 

proceed with other integration aspects, e.g. culture in Company A and Company C, and 

structure in Company B. Secondly, the perception is that previously perceived negative 

aspects of the organization were prioritized in order to portray them as part of a positive 

development. At Company A and Company C, the culture was not in favor of the employees 

and at Company B the employees saw a lack of structure that affected the operations 

negatively. Therefore, by prioritizing and emphasizing these aspects in the integration 

process Atlas Copco were able to create positive employee attitudes towards the integration 

as a whole and the new organizational environment. Thus, future implementations are 

perceived to be easier to implement. Moreover, it appears that the element of the human 

integration that is most prioritized is also the most emphasized element.  

 

On the other hand, there might be a difference between Atlas Copco’s intended integration 

strategy regarding culture, structure and HRM, and the employee perception of it. If so, there 

is a lack of communication and supportive leadership to help employees understand, see and 

feel the integration changes. Regardless, there are evident indications of communication 

issues in the existing integration processes, as there are diverse employee perceptions of the 

implemented changes. To overcome communication issues and facilitate the integration 

process, theory suggests management replacement. Company A and Company C employed 

this strategy, since reorganization would have been difficult under the former leadership of 

theses companies. However, in the case of Company B, this strategy was not applied, since 

keeping the general manager was not seen as an obstacle in the realization of changes in the 

company. This indicates that it is not always necessary to replace the top management after 
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an acquisition; instead it depends on the former general manager’s leadership style and 

his/her influence on culture, structure and HRM. Regardless, it is evident that further 

integration support on various levels of the organizations is needed in all three case firms, 

functioning as a resource to support both top-managers and middle managers to better enact 

and communicate the changes to all employees. Additionally, more management training 

needs to be conducted to ensure that managers fully understand and embody the new 

practices, since they are the mediators between Atlas Copco and employees lower down in 

the hierarchy (Kavanagh & Ashkanasy, 2004).  
 

Researchers discuss that slow integration cause more uncertainty. However, in the integration 

process of the case firms, communication and information are seen as more critical in the 

integration process, than speed. Making employees aware of what changes that will come and 

involve them in future plans is of paramount importance. As stated by Schweizer and Pazelt 

(2012), employees prefer a stable environment where the future is predictable and 

manageable. If they perceive to be involved, see and feel the changes in the integration 

process, the situation could appear more stable and manageable to them, since they then can 

affect the decision-making and see the process behind every decision. Even though it is stated 

in theory that involving people lower down in the hierarchy is more time-consuming, it could 

make the integration process easier in these cases since “people support what they help 

create” (Jasinski, 2010:16).   

 

For a full overview of the findings from the analysis please see table 3.  
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Table 3. Summary of analytical findings  
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6.	  CONCLUSION	  
	  
The purpose of this study was to see how an acquiring company should balance depth and 

speed in the human integration, or more specifically in changes regarding structure, culture 

and human resource management. Previous research in this area have made several 

conclusions on why acquiring companies apply different levels of depth and speed in 

different acquisitions, but they have not gone in depth on how acquiring companies find the 

appropriate balance. Furthermore, researchers have not applied a particular focus on the 

human aspects of the integration process concerning this matter. In addition, the intent was to 

see how change management and communication affect the integration process and provide 

managers with an insight on how to handle the human integration process while avoiding 

uncertainty and resistance to change.   
 

By studying the human integration in three of Atlas Copco’s acquired companies, it became 

noticeable that the human integration strategy varied depending on the characteristics of the 

organization they acquired, especially concerning how they prioritized between culture, 

structure and human resource management when the integration process began. In the study it 

became apparent how Atlas Copco made this prioritization. First, Atlas Copco prioritized and 

acted quickly in areas that were seen as critical to change in order to proceed with other 

integration aspects. Secondly, previously perceived negative aspects of the organization were 

prioritized in order to portray them as part of a positive development.  
 

Another key finding is that the acquirer and the acquiring firm have different perceptions on 

the aspect of quality and sufficiency in communication, as well as how much presence and 

support that is needed from the acquiring firm. This study shows that it is very important for 

the acquiring firm to put a lot of emphasis on communication, training and supporting 

leadership, regarding the new practices, to achieve a smoother implementation and avoid 

uncertainty.  
 

To conclude, in this study, the balance between depth and speed is not dependent on the 

resemblance between the acquiring and the acquired firms, nor are these dimensions 

considered to be the most critical issue during the integration process, as stated in theory. 

Instead it is important that the acquiring firm prioritizes between culture, structure and human 

resource management, in an order that facilitates the implementation of future changes in the 
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integration process. Furthermore, in the interviews with the employees, it was indicated that 

it does not matter how fast of how deep the changes are implemented as long as the acquirer 

portrays that the acquisition will result in a positive development for the acquired 

organization. This further supports the conclusion that it is important that the acquirer 

prioritizes and put emphasis on the aspect that is seen as most critical to fix to improve the 

working environment for the employees. This strategy appears to result in mutual trust and a 

positive attitude towards the acquisition as a whole, which can facilitate the continuance of 

the human integration process. However, to create such a perception, the acquirer needs to 

invest in communication, trainings and leadership support to make the employees understand 

why the changes are necessary and beneficial. The acquirer also need help top-managers and 

middle-managers of the acquired organization to transfer the new practices downwards in the 

organization, and make every employee feel involved in the process to ensure that they stay 

committed to the company. 

 

6.1 Managerial Implications 

In this thesis we have examined the complexity when deciding the human integration strategy 

in post-acquisitions. The study can provide firms with a better understanding of how to 

manage changes in culture, structure and human resource management in the post-acquisition 

phase. Furthermore, the study sheds light on the determining factors for the acquirer to 

consider with regards to how fast and how deep the integration of these aspects should 

proceed. From a managerial perspective, it is, first of all, of paramount importance to 

understand the significance of clear, proactive and continuous communication and 

information to the acquired firm’s employees during the integration process. Secondly, 

written information is inadequate to avoid employee uncertainty or resistance. Instead, 

personnel from the acquiring firm must be present and visible during the entire integration 

process. This can be managed through assigning a strong integration team, preferably with 

responsibility in various levels of the organization, in order to support the entire workforce 

through the whole process.  
 

6.2 Limitations  

The analysis of the human integration strategy in this thesis is limited to the context of Atlas 

Copco and the post-acquisition integration in the three acquired case firms. These case firms 

differ from each other, regarding company size and the duration of the integration process. 

For that reason, the study may not be completely generalizable to all Atlas Copco 
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acquisitions or acquisitions in general. Instead, it should be emphasized that the findings 

provide indications on important factors to consider during the post-acquisition human 

integration.  

 

In addition, culture is not considered on a national level. The reason for this decision is that a 

meta-analytic study has found that divergences in culture on an organizational level have 

more impact, on e.g. sociocultural integration and synergy realization, than divergences in 

national culture (c.f. Bauer & Matzler, 2014: 273). Therefore, we will put emphasis on 

organizational culture as defined in chapter 2.4.1.  

 

Lastly, the concept of acquisition success is neither defined nor measured in this study as this 

study sought to investigate how the implementation of changes can be facilitated in the 

integration process through selecting an integration strategy suitable for the characteristics of 

the acquired firm. 

 

6.3 Suggestions for future research 

As there are a limited number of studies of the human aspect in the integration process 

regarding culture, structure and human resource management, further research is suggested in 

this area with the purpose of being able to generalize the findings. Furthermore, studies 

conducted on a greater number of organizations in diverse industries regarding the most 

critical factors to consider during the human integration, as well as the depth and speed of the 

human integration elements, would provide a more robust foundation for generalization. It 

would also be advantageous if the integration process is considered to be completely finalized 

to be able to measure and compare the success of the integration strategies.  
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APPENDIX	  I	  –	  INTERVIEWS	  WITH	  EMPLOYEES	  OF	  THE	  CASE	  FIRMS	  

Interview	  guide	  for	  the	  interviews	  with	  the	  employees	  at	  the	  three	  case	  firms	  
	  
Employee	  background	  
	  

1. Name?	  
	  

2. What	  is	  your	  current	  position?	  
	  

3. For	  how	  long	  have	  you	  worked	  here?	  
	  

4. How	  long	  before	  the	  integration	  process	  started	  were	  you	  informed	  about	  the	  
acquisition?	  	  
	  

5. What	  was	  your	  reaction	  to	  the	  news?	  
	  

6. What	  were	  your	  expectations	  on	  the	  acquisition	  and	  the	  future	  of	  the	  company	  after	  the	  
acquisition?	  
	  

7. In	  what	  way	  has	  your	  role	  changed	  after	  the	  acquisition?	  
	  

8. Thoughts	  on	  strategy	  to	  replacement	  General	  Manager/	  Assign	  Integration	  manager	  
	  
	  
Organizational	  structure	  	  

Hierarchical arrangement of lines of authority and responsibility and patterns of 

relationships in an organization 

 

9. Perception	  of	  change	  in	  the	  organizational	  structure	  after	  the	  post-‐acquisition	  
integration	  

o Division	  of	  authority	  and	  responsibility	  	  
o Relationships	  among	  individuals,	  groups	  and	  divisions	  	  
o Structure	  of	  actions	  and	  reporting	  	  
o Clearer	  structure	  as	  a	  result	  of	  the	  integration	  process	  

	  
10. Perception	  of	  communication	  from	  management	  during	  integration	  process	  

o Clarity	  
o Consistency	  
o Pro-‐activity	  
	  

11. Perception	  of	  integration	  depth	  
	  
12. Perception	  of	  integration	  speed	  

	  
13. Improvement	  of	  the	  integration	  process	  
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Organizational	  culture	  	  

The	  values	  and	  behaviors	  that	  contribute	  to	  the	  unique	  social	  and	  psychological	  

environment	  of	  an	  organization	  

	  
14. Perception	  of	  change	  in	  the	  organizational	  culture	  after	  the	  post-‐acquisition	  integration.	  	  

o Shared	  goals	  and	  visions	  
o Employee	  interactions	  
o Assumptions,	  values	  and	  beliefs	  of	  how	  business	  is	  practiced	  
o Clearer	  culture	  as	  a	  result	  of	  the	  integration	  process	  

	  
15. Perception	  of	  communication	  from	  management	  during	  the	  integration	  process	  

o Clarity	  
o Consistency	  
o Pro-‐activity	  
o Visibility	  

	  
16. Perception	  of	  integration	  depth	  

	  
17. Perception	  of	  integration	  speed	  
	  
18. Improvement	  of	  the	  integration	  process	  

	  
	  
Human	  Resource	  Management	  	  

Administrative	  discipline	  and	  managing	  employees	  in	  order	  to	  create	  productivity	  and	  

success	  in	  an	  organization	  

	  
19. Perception	  of	  change	  in	  the	  personnel	  management	  after	  the	  post-‐acquisition	  

integration.	  
o Compensation	  and	  benefit	  policies	  
o Employee	  training	  
o Routines	  for	  appraising	  performance	  
o Opportunities	  for	  professional	  development	  	  

	  
20. Perception	  of	  communication	  from	  management?	  

o Clarity	  
o Consistency	  
o Pro-‐activity	  

	  
21. Perception	  of	  integration	  depth	  

	  
22. Perception	  of	  integration	  speed	  
	  
23. Improvement	  of	  the	  integration	  process	  
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Ending	  Questions	  
	  

24. Atlas	  Copco’s	  prioritization	  regarding	  the	  three	  human	  integration	  elements	  	  
	  

25. Atlas	  Copco’s	  communication	  during	  the	  integration	  of	  the	  three	  human	  integration	  
elements	  	  
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APPENDIX	  II	  –	  INTERVIEWS	  WITH	  ATLAS	  COPCO	  REPRESENTATIVES	  AT	  THE	  CASE	  
FIRMS	  
	  
Interview	  guide	  for	  the	  interviews	  with	  the	  general	  managers	  of	  Company	  A	  and	  Company	  
C,	  and	  the	  integration	  manager	  of	  Company	  B,	  who	  all	  originate	  from	  Atlas	  Copco	  
	  
Professional	  Background	  

1. Name?	  
	  

2. What	  is	  your	  current	  position?	  
	  

3. For	  how	  long	  have	  you	  worked	  at	  Atlas	  Copco?	  
	  

4. Do	  you	  have	  any	  previous	  acquisition	  experience?	  	  
	  

	  
Acquisition	  Background	  
	  

5. Motives	  behind	  the	  acquisition	  
	  

6. Employee	  reactions	  and	  how	  it	  was	  handled	  by	  Atlas	  Copco	  	  
	  

7. Employee	  turnover	  and	  how	  it	  was	  handled	  by	  Atlas	  Copco	  	  
	  

Integration	  Process	  

	  

8. Strategy	  for	  integration,	  including	  speed	  and	  depth	  of	  the	  integration	  
o Culture	  
o Structure	  
o Human	  resource	  management	  	  

	  
9. Resemblance	  between	  company	  X	  and	  Atlas	  Copco	  

o Culture	  
o Structure	  
o Human	  resource	  management	  	  

	  
10. Communication	  during	  the	  integration	  process	  

o Clarity	  
o Consistency	  	  
o Proactivity	  
o Visibility	  

	  
11. Presence	  of	  supportive	  personnel	  from	  Atlas	  Copco	  
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APPENDIX	  III	  –	  INTERVIEW	  WITH	  A	  ATLAS	  COPCO	  REPRESENTATIVE	  

Interview	   guide	   for	   the	   telephone	   interview	   with	   a	   representative	   from	   Atlas	   Copco	  
responsible	  for	  business	  development	  in	  the	  business	  area	  in	  which	  the	  acquisitions	  took	  
place	  
 

Company A  

1. How fast did Atlas Copco integrate culture, structure and human resource management during 

the integration process? What was the reason behind this strategy? 

  

2. How much emphasis did Atlas Copco put in the respective aspects; culture, structure and 

human resource management during the integration process? What was the reason behind this 

strategy? 

Company B 
3. How fast did Atlas Copco integrate culture, structure and human resource management during 

the integration process? What was the reason behind this strategy?  

 

4. How much emphasis did Atlas Copco put in the respective aspects; culture, structure and 

human resource management during the integration process? What was the reason behind this 

strategy? 

Company C 

5. How fast did Atlas Copco integrate culture, structure and human resource management during 

the integration process? What was the reason behind this strategy?  

 

6. How much emphasis did Atlas Copco put in the respective aspects; culture, structure and 

human resource management during the integration process? What was the reason behind this 

strategy? 

 

	  
	  

	  


