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 Definition of merger and acquisitions in this study In this study I use the phrasing mergers and acquisitions or M&A where appropriate
 in accordance with the interpretation of the abbreviation.
 As most literature on mergers and acquisitions I do not distinguish the meaning of the
 two words.
 Mergers and acquisitions in this study simply mean a consolidation of two
 companies.
 Though, it must be noticed, that some of the sources contributing to this research
 does distinguish between mergers and acquisitions and therefore in the analysis part
 of this study there will be minor passages where sources refer to a merger in favour
 of an acquisition.
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 Executive summary
 The aim of this research is an exploration of the behaviour of executives from Danish
 banks who have merged with or acquired another Danish bank, and to evaluate how
 they manage culture integration.
 Mergers and acquisitions in the Danish bank sector is not a new phenomenon and
 have been common since the eighties. By investigating twelve recent mergers I have
 been given an insight in how executives handle cultural integration during mergers
 and acquisitions.
 My purpose is to clarify how executives manage the merger or acquisition process,
 how they perceive the value of culture integration and how they employ it in their
 organizations. In my findings I use present literature to decode patterns the manners
 of executives and to give recommendations for improvement.
 Through my findings it appeared through the literature review that culture integration
 in mergers and acquisitions is complicated and the outcome of it depends on
 numerous variables as relative size on merger partners, acculturation modes and the
 ability of the manager to show visionary leadership and adaptability.
 Based on a preliminary analysis I made a subdivision of the twelve banks into four
 groups. The selection criteria were based on a preliminary assessment of the motive
 of the merger and how the process was handled by the executives.
 In the analysis I examined the level of culture change and in what way culture
 integration processes had been induced in the banks.
 Through the analysis I found a division between banks that had changed culture with
 the larger merger partner and a group of banks that did not change culture.
 Among the group of banks that did not change culture there were several levels of
 integration effort and adaptability with the executives.
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 My findings showed that most banks involved in merger or acquisitions do employ
 cultural integration activities and that the nature of the activities depends on the
 motive for the merger or acquisition and also the relative size of the two merger
 partners have an effect on culture integration.
 Through my research I found that there is congruence between acculturation modes
 and the propensity to change working culture.
 I found that the group of banks who reported a change in organisational culture also
 reported a change in working culture and described their mode of acculturation to be
 integration, which is characterized by a change in culture with both merger partners.
 Banks that reported no changes, neither in organisational culture nor working culture,
 described the acculturation modes in their banks as assimilation, which is
 characterized  by  a  process  where  the  acquired  culture  adapts  to  the  acquirer’s  
 culture.
 In  examining  the  executives’  identification  of  promoting and resisting forces on
 cultural integration I once again concluded that there was division between the banks
 who had a culture change and those who did not.
 Executives in banks that does make a culture change after a merger seems to
 involve employees in the process to a much higher degree than executives in banks
 where only the acquired employees go through a culture change.
 These banks employ communication as the most important promoter for change.
 When it comes to resisting forces an interesting finding is, that executives from banks
 that did make a change in culture mention employee resistance, whereas executives
 from banks that did not make a culture change agree that the manager (themselves)
 are responsible for making the changes go smooth.
 With the purpose of increasing the success of cultural integration in mergers and
 acquisitions, I have defined on two recommendations and also conducted a figure
 illustrating my recommendation for attention areas and process stages, which will
 ease the culture integration process during and after a merger or acquisition.
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 The recommendations are simple but important. The focus is to make a thoroughly
 plan and then show consistency with it. As to culture change and change in general
 the recommendation is to continuously prepare employees and managers for
 changes as changes will never go away and, as people will never learn to like it.

Page 9
						

9
 Master Dissertation Executive MBA Maiken Langvold
 1 Background The understanding of organizational culture and identity consolidation in merger
 processes has shown to be critical for me in my professional life. I have recently
 been involved in a merger process as my place of employment was acquired by a
 larger company. The result was that I lost my job. After over a year of culture
 struggling between the top management of the two companies the acquirer finally
 decided to lay of the main representatives of acquired culture in order to get back to
 business. The post merger process was not supported by cultural integration, which
 could have created a network of social ties and hence increased the probability of
 success in merging the two cultures (Van den Bosch et al. 1999, and Jansen et al.
 2005).
 When posing the subjectivism aspect of ontology with the social constructionist
 approach viewing reality as a social construction (Saunders et al. 2012: 131), the
 missing link from the top management created an environment with two culture
 teams opposing each other.
 Research within the change field suggests that management ability to exert
 transformational and charismatic leadership improves the success of change
 processes (Cornelly et al. 2002, Herold et al. 2008, and Oreg and Bernson 2011).
 During  post  acquisition  processes  the  managements’  sense  of  urgency  toward  
 cultural integration is crucial for the ability to promote organizational change and
 thereby determining the cultural rigidity among two subcultures against identity
 consolidation.
 According to present theory, a  cultural  change  process  needs  ‘reshaping  capabilities’  
 and a clear sense of purpose. The purpose can be activated through cultural
 integration  as  it:  “..reduces  disruptive  political  behaviour  through  the  creation  of  a  
 shared  culture  and  identity” (Junni et al. 2012: 129).
 A  study,  focusing  on  the  leaders’  role  in  shaping  employees’  intentions  to  resist  
 organizational changes shows that a leader’s openness to change will increase the
 propensity of employee readiness to accept changes (Oreg and Berson 2011).
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 Furthermore, other  studies  show  the  impact  of  leaders’  behaviour on organizational
 culture (Bass and Avolio 1994, and Berson et al. 2008).
 Hence, the success of cultural integration in post-merger processes depends on
 executives’  behaviour  and  attitude  towards  change.  Improved  knowledge  about  
 executives’  incentives  and  focus  on  change  drivers  in  post-mergers processes will
 open a new discussion area on the importance of culture and its huge impact on
 business performance.
 1.1 Research aim I wish to study the degree to which executives in general attend focus to culture
 integration in mergers and acquisitions1.
 As reference group I have chosen to investigate Danish banks, which have recently
 (within the last 4 years) gone through a merger or acquisition process.
 Since the financial crisis in 2008 a consolidation of the Danish bank market has been
 in progress which has resulted in a reduction from 138 Danish banking institutes in
 2008 (Finansrådet 2013) to approximately 80 in 2014 (ritzau/FINANS 2014).
 According to a report published by Finansrådet (Horwitz 2013) the consolidation is
 caused by:
 1) Market changes due to the financial crisis
 2) Changes in  customers’  habits  turning  to  internet  banking  in  favour  of  
 psychical presence in the banks
 The reduction in banking institutes is realised by closings, mergers and acquisitions.
 Mergers and acquisitions driven by a marked with reduced customer activity and
 consequences of failed investments due to risky lending (Horwitz 2013).
 As a group, the numerous acquisitions of companies within the same profession
 within a short period of time makes it a relevant reference when investigating to
 which degree acculturation factors influence the post merger process. (Sarala 2010)
 1 Hereafter called M&A where appropriate in accord with the interpretation of the
 abbreviation
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 Being a former employee in a target company of an acquirer where culture
 differences and culture integration was not supported by social integration
 mechanisms, I seek to expand my knowledge about how top management in
 acquiring companies support cultural integration. In this work, I wish to identify
 behavioural patterns in order to analyse and be able to advice on how to better
 support and handle organisational culture differences in M&A.
 Hence, I wish to study the propensity of executives to address attention and time to
 improve the post-merger performance through cultural integration. The study is
 conducted as both a personal interest, and also because more research is needed in
 the field (Stahl and Voight 2008, Sarala 2010, Dauber 2012, Dunbar 2013).
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 1.2 Research Questions and Objectives
 Research question 1: How do executives involved in mergers/acquisitions in Danish banks employ cultural integration in M&A processes?
 Research objective 1.1: To examine and evaluate the focus on cultural integration in M&A processes in Danish banks and critically evaluate how executives employ cultural integration.
 Research question 2: How  do  executives’  actions  and  interventions  contribute  to  cultural  
 integration in M&A processes?
 Research objective 2.1: To examine executives’  identification  of  present  resisting  versus promotion forces for change in change processes.
 Research question 3: How  can  knowledge  about  executives’  focus  on cultural integration be applied to improve culture integration in M&A processes.
 Research objective 3.1: This research objective is to give recommendations on which drivers for cultural integration can be employed to improve cultural integration in M&A processes.
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 2 Literature Review
 Secondary data, on which this study is based, mainly consists of books and peer
 reviewed articles found by searching databases, mainly EBSCO Business Source
 Complete and Coventry Locate. I also searched databases of Danish libraries and
 various web pages related to the Danish banking industry.
 The theory most relevant for this study is sorted into different headlines starting with
 a theoretical platform for the definition of organizational culture in M&A, followed by
 the important factors to identify and put into practice in culture integration processes.
 This involves change management, resistance towards change, acculturation, trust
 and the impact of relative size.
 Also, I have studied theory about bank M&A to see if literature reveals any significant
 difference between bank M&A and M&A in other industries. Knowledge about the
 Danish bank marked has also been studied in order to find market groupings and
 competitive drivers.
 2.1 Culture defined Culture in literature has a number of explanations and definitions. Most researchers
 agree that culture is very complex. Some are considering culture as a determinant of
 human behaviour being a multi-layered phenomenon having a deep impact on the
 ability of external forces to impact this specific behaviour (Schein 2010). Others claim
 that the interpretation of culture holds multi perspectives (Martin 1993).
 One definition of culture is the social constructivist statement by Bajaj (2009: 229)
 “..Culture is the total sum of ways of living built up by a group of human beings
 and transmitted from one generation to another. In other words it is the totality
 of socially transmitted behaviour patterns, arts, beliefs, institutions and all
 other products of human work and thought. These patterns, traits and
 products are considered as the expression of a particular period, class,
 community,  or  population”
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 Applying the social constructivist lenses, viewing culture as a concept characterized
 by the human strive for consistency, order and predictability by creating organized
 societies is commonly accepted (Weick 1995, Trice and Beyer 1993, Hatch and
 Schultz 2002, and Schein 2010). Human attempt of fostering cultural societies can
 also be explained as a strive for avoiding cognitive dissonance (Burnes and James
 1995).
 Following Schein (2010) culture is defined by three layers:
 1) Artefacts, what you can se. signs, symbols and behavioural actions
 2) Exposed values, beliefs and attitudes
 3) Basic assumptions
 The third and deeper level of culture, the basic underlying assumptions, is the
 cultural force in humans trying to resist change in order to maintain order and
 structure. This phenomenon is researched and demonstrated under different
 headings: ‘Taken  for  granted  assumptions’  (Cartwright & Cooper 1996, Schein 2010,
 and McDonald and Foster 2013), and as a social constructionist perspective
 emphasized on sense giving and sense making processes (Ravasi and Schultz
 2006). These theoretical findings suggest that culture as behaviour and personal
 philosophy is an identity frame which is complicated to shift or displace.
 2.2 Organisational culture and culture change. Buono et al. (2005) suggest organizational culture defined as a combination of
 subjective and objective culture. Objective culture characterized as artefacts, dress
 code, physical locations and subjective culture corresponding to  Schein’s  basic  
 assumptions which are difficult to detect and define.
 According to Schein (2010) the beliefs and convictions that make up the
 organizational culture function as a filter through which organizational members sees
 the reality.
 Geertz (1973) describes organizational culture as controlled by an invisible web in
 which field behaviours and ways of thinking are held and shaped.
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 A recent study by Ortega-Parra and Sastre–Castillo, a questionnaire survey among
 216 business leaders, finds that commitment is positively related to better coherence
 between perceived and stated values e.g. company webpage information. This
 finding  is  conducted  through  a  purist  interpretation  of  culture  in  operation  being:  “..  a  
 tool to encourage commitment and achieve  the  goals  of  an  organization”  (2013:
 1072). This view is supported by several culture scientists (Schwartz & Davis 1981,
 and Dauber 2012).
 Martin (2002) argues for three perspectives of organizational culture: Integration,
 Differentiation and Fragmentation. The three perspectives are, according to Martin,
 often seen concurrently as they are expressions of different views on organisational
 culture analysis: organisational, sub cultural and individual level. This theory
 expresses the need for disclosing cultural abstruseness and inconsistencies in
 culture comprehension and suggests that culture is a composite of common
 agreements, division into subcultures and fragmentation.
 Working culture Cartwright and Cooper (1996) list four main types of organizational working culture:
 1) Power Culture: employees work and accomplish tasks according to
 instructions from the manager
 2) Role Culture: employees work and accomplish tasks according to the job
 description
 3) Task/Goal: employees work and accomplish tasks in order to best comply with
 organisational needs and goals
 4) Person/Support: employees work and accomplish tasks by own initiative and
 perception of what is important
 The scale moves from high degree of managerial constraint in Power Cultures to
 high degree of employee autonomy in Person/Support Cultures.
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 These four classifications of working culture are generally accepted and have been
 applied by other researchers (Ashkanasy et al. 2000, and Kavanagh and Ashkanasy
 2006 and 2012).
 Kavanagh and Ashkanasy (2012) concludes that change in organisational culture will
 reflect increased autonomy and that the culture of the major partner will win through.
 Culture change The success of applying cultural change is difficult to predict but the issue has been
 discussed and different tools has been suggested.
 Schein (1993) recognises dialogue as a breaker of cultural barriers and stresses the
 meaning of mental forces as unconscious actions impeding common understanding
 among cultures.
 “..different cultures or subcultures have difficulty communicating with each other,
 even if they speak the same native language, and even if they are motivated to try to
 understand  each  other.”  (Schein 1993: 49).
 Others suggest that a  culture  change  demands  the  appearance  of  an  “in-group”  
 feeling and sense of belongingness to the new group (Lewin and Grabbe 1945). This
 cognitive sense of belongingness or organizational identity is suggested to arise from
 identification  of  ‘sense  giving  and  sense  making’  (Ravasi and Schultz 2006) as the
 cultural identity serves as a provider of self-esteem (Hatch and Schultz 2002).
 Also reviewed as a determinant of successful change implementation is the presence
 and  synthesis  of  ‘reshaping  capabilities’  expressed  as  a  feeling and perception
 among employees that there is a high level of information about planned changes
 (Miller and Chen 1994), a perception among employees that there is a high degree of
 change readiness in their own business division (Jones et al. 2005), or as a complex
 of engagement development and performance management capabilities (Turner and
 Crawford 1998).  The  ‘reshaping  capabilities’  entail the skills of the organisation
 through motivation and involvement to engage its employees to change readiness
 (Jones et al. 2005).
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 2.3 Culture integration in mergers and acquisitions The identification of cultural integration as a substantial challenge in M&A processes
 is shared (Chatterjee, et al. 1992, Cartwright & Cooper 1993, Olie 1994, Weber 1996,
 Larson and Lubatkin 1999, Child, et al. 2001, Teerikangas and Very 2006, Dauber
 2012, and Kavanagh and Ashkanasy 2012).
 Culture and cultural differences are important to account for in the prefaces of M&A
 as organisational culture has a deep impact on the chance of success in M&A
 (Weber and Tarba 2012).
 Some studies show relationship between poor integration and management culture
 differences, and that failure of the integration process leads to loss of knowledge
 personnel and managers from the acquired company (Hambrick and Cannella 1993,
 Weber 1996, and Lubatkin et al. 1999). In literature poor integration is also referred
 to as “cultural incompatibility” or  “culture  clash”  (Buono et al. 1985, Nahavandi and
 Malekzadeh 1988, and Chatterjee et al. 1992).
 Cultural fit Some argue that the fact of being a good strategic partner does not lead to success if
 cultural fit is not possible. Based on a study which showed high sensitivity towards
 cultural differences in M&A, Catterje et al. (1992) concluded that cultural issues
 should be considered with high importance when viewing opportunities for acquiring
 or merging with another organization.
 According to Salim (2011) the difference between the two merging companies are
 reflected in the complexity and magnitude of the integration process and thereby
 expenditure of time and money for the process. It is suggested that the integration
 process can be eased either by the adaptation of one merger partner to the other by
 accept or by adapting both initial cultures according to best practices. He is also
 suggesting that the best integration mode is trough a balance between human and
 task integration.
 Another argument for integration complexity and difficulty is that cultures, and in
 particular strong cultures, are not meant to change at all. Therefore pre-merger
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 performance and a strong culture in the acquiring firm do not by sure bring an easy
 integration process (Salim 2011).
 2.4 Managerial traits and change readiness. The existence and level of change readiness in an organization is an important
 determinant for the ability to implement changes (Jansen 2000, Lehman et al. 2002,
 and Cinite et al. 2009).
 According to Sathe and Davidson (2000) a change in culture demands both change
 in behaviour and mind of the people who are to change.
 Culture must be understood before it can be changed (Michaela and Burke 2000),
 and both leaders and followers have roles and parts to make a culture change (Hatch
 2000).
 In M&A where the acquirer or larger merging partner is unwilling to change and to
 some extend adapt to the opposing culture, the integration process may induce
 conflicts and it may negatively affect the foundation of a new shared organizational
 culture (Marks and Mirvis 1992, and Sarala 2010).
 Change management Managers who are involved in M&A processes will show better success if possessing
 the right managerial traits (Cinite et al. 2009, and Dunbar 2013) by being managers
 of change (Kitching 1967) or by being  “transformational  leaders” (Bass and Avolio
 1994, and Oreg and Berson 2011).
 Also  the  leaders’  decisions  and  actions  which  are  influenced  by  his/her  personal  
 attributes have an influence on the attitude and beliefs of followers (Berson et al.
 2008, and Oreg and Berson 2011).
 In a study by Oreg and Berson (2011) exploring data from a multilevel analysis of
 data  from  school  principals  and  teachers  it  is  found  that  the  teacher’s  (leader’s)  
 approach  to  changes  was  directly  related  to  the  principals’’  openness  to  change.
 They found that leaders showing a high emphasis on openness values, and
 stimulation in general, impacted followers to not resist change and opposite: leaders
 who were not stimulating changes, effected followers to be resistant to changes.
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 It was found that transformational leaders were more likely to avoid resistance
 compared with non-transformational leaders which more frequently reported
 resistance among employees (Oregand Bernson 2011). These findings are
 supported by (Nemanich and Keller 2007), who have found that transformational
 leadership is positively related to change acceptance in acquisitions.
 In a 360 degree exploratory study of 94 managers involved in M&A processes
 Dunbar (2013) identified the most critical managerial personal traits of both acquirer
 and target company managers to achieve M&A success.
 According to Dunbar (2013) managers of the acquirer have the best chances for
 success if they have talent and possess personal traits for:
 x focusing on customer needs
 x motivating others
 x influencing others
 x developing others
 x building partnerships
 x act with integrity
 x show adaptability.
 Findings by Cinte et al. (2009) indicate that change readiness in organizations is
 directly  related  to  the  leaders’  ability  to  communicate vision and reason for the
 change and recommend that all managers are prepared to deliver such visionary
 communication to organizational members, to make them understand the purpose.
 The role of the leader in successful implementation of change processes is
 supported by Oreg and Bernson (2011) who in their exploratory research find a
 negative relation between employees’  resistance  intentions and: 1) the leaders’
 openness,  2)  the  leader’s  resistance  to  change,  3)  the  leader’s  ability  to  perform
 transformational leadership.
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 Employee readiness
 In their study Oreg and Berson (2011) also addresses attention to personality as an
 important explanation  for  individuals’  resistance  to  change. Kavanagh and
 Ashkanasy (2012) address attention to employees’  individual values as they do not
 seem to change in merger processes and moreover, this can be an obstacle for the
 acculturation process if not recognized in the start of the merger process.
 Jansen (2000) finds that change resistance is related to the organizational members
 and this view is supported by Smith concluding that;
 “The  People  in  organisations can be either the key to achieving effective
 change or the biggest  obstacles  to  success”  (2005: 411).
 and Marks and Mirvis stating:
 “Employees  who  got  the job they wanted or expected in the merged
 organization  are  usually  ready  for  change.  They  may  even  be  “charged  up”  by  
 new  challenges  and  opportunities”  (1992: 23).
 2.5 Acculturation There is an inconsistency in literature pointing to either culture as being a reason for
 success (Chatterjee et al. 1992, Datta and Puia 1995 and Harrison et al. 2001) or
 that it leads to failure (Harris and Ravenscraft 1991, Weber and Pliskin 1996).
 Dauber (2012) has researched this inconsistency by studying 58 reviewed articles on
 mergers or acquisitions and integration of culture and furthermore criticises the use
 of  the  term  “integration”  as  a  so-called umbrella term not distinguishing between
 different acculturation strategies.
 Acculturation is a term for the process of integrating organizational cultures on
 employees and can be applied in the process of helping employees to adapt in
 merger or acquisition processes (Schraeder and Self 2003) and help preventing
 cultural conflicts in post merger integration (Bajaj 2009, and Sarala 2010).
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 Sarala defines acculturation factors as a collective term of multiculturalism, cultural
 preservation and partner attractiveness (2010: 43) and it is found that partner
 attractiveness between merger partners or acquirer and acquired in M&A can
 decrease conflict (Olie 1994, and Sarala 2010).
 In a study collecting data from 100 acquisition companies, Sarala (2010) found that
 post acquisition conflicts were strongly reduced in cases of mutual partner
 attractiveness. Actually from his findings, he states that partner attractiveness has a
 more positive impact than just counterbalancing organisational culture differences,
 indicating that partner attractiveness is more important than cultural similarity in M&A
 success.
 Sarala (2010) also found that acquisitions with a larger acquired company resulted in
 increased conflicts and suggest that larger organisations have stronger and more
 embedded cultures which are less receptive to changes.
 Nahavandi and Malekzadeh (1988) inspired by Berry (1980) define four acculturation
 strategies:
 1) Integration: a cultural adjustment of acquirer and the target company
 forming a new common culture
 2) Assimilation: only the target company adjust to acquirer culture which
 remains
 3) Separation: two distinct cultures continue unchanged
 4) Marginalisation: the acquirer is only interested in the financial/business
 assets and the target company is often shut down
 Nahavandi and Malekzadeh (1988) state that acculturation in M&A happens when
 two cultures of different origin meet.
 In this meeting two possible approaches are suggested: either the wish to sustain the
 old culture resulting in assimilation and marginalisation modes of acculturation or the
 wish  to  make  a  move  in  culture  as  the  new  partner’s  values  seems  attractive  enough,
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 which is characterized by an integration or assimilation acculturation process
 (Kavanagh & Ashkanasy 2012).
 Also, Nahavandi and Malekzadeh (1988: 87) suggest that a successful acculturation
 process demands congruence between preferred acculturation modes of the acquirer
 and acquired. Incongruence will lead to stress and disturb the implementation
 process in a negative manner.
 Building Trust The issue and influence of trust I merger and acquisition processes is widely
 discussed in literature. Several researchers have found a relation between employee
 trust and premerger success (Shirley 1973, Kouzes and Posner 1993, Marks and
 Mirvis 1992, and Chua et al. 2005).
 Kavanagh and Ashkanasy (2006) defines credibility as a blend of inspiration, vision
 and competence and suggest that credibility is the most important mangement
 attribute. An other argument is that the trust issue is important as merger processes
 are often faciliators of distrust due to dismissals and new organisation which break
 down social networks (Olie 1994, and Chua et al. 2005).
 Marks and Mirvis (1992: 31) suggest three steps to generate trust in merged
 organisations:
 x 1) Model New Behaviours: the manager and line managers must act as arole
 model  and  demonstrate  desired  behaviour  as  in  ”show  dont  tell”
 x 2) Manage Performance: introduce reward systems to motivate desired
 behaviour among employees
 x 3) Lead with Vision and values: the manager must share a clear vision and
 purpose with achievable goals and values to commit employees
 Marks and Mirvis concludes that in post merger processes systematic processes of
 teambuliding are the only way to make a sucessfull practice and results and avoid
 loosing key talent in the procedure.
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 2.6 Relative size The relative size of the acquiring firm compared with the acquired firm may have an
 influence on the M&A success. Though, evidence for the influence of relative size on
 the success of acquisitions is split. Some empirical studies show no significant
 relationship between relative size and performance in mergers and acquisitions
 (Bergh 1997, and Fowler and Schmidt 1989) while others (Asquith et al. 1983) have
 found a positive relation between performance of acquirer and relative size. Also
 Walsh (1989) have found a positive relationship between relative size and top
 management turnover in the acquiring company, i.e. a merger or acquisition with one
 dominant partner leads to increased management turnover in acquiring companies
 compared with M&As with more equal size partners.
 Oh et al. (2014) have found that a relative size with a dominant structure will be more
 prone to culture conflicts than firms with a more equal structure. Also, they have
 found that culture conflicts in post-merger processes are only temporary and claim
 that  these  conflicts  can  be  neutralized  by  employees’  collaborative  learning.
 2.7 Mergers and acquisitions in Banks Several studies have been made on mergers and acquisitions in banks. Many have
 involved issues of culture, some by investigating several banks (Weber and Pliskin
 1996) and some by studying one bank merger process (Epstein 2005, Bajaj 2009,
 and Salim 2011).
 The work by Salim (2011) involved a case study of one bank merger investigating
 company background, vision and mission, human integration, task integration and
 rebranding, operational or task integration, stakeholder management, leadership
 involvement in change, duplicity of process and work and engagement. From the
 study it was found that the most important activity in a merger is to have a
 management plan for change. It is suggested that all human integration issues must
 be solved and cleared as soon as possible, and that the process after the merger
 must be supported by several face to face dialogues and communication with
 employees in order to minimize stress and feelings of insecurity. Also, involvement
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 and engagement is important in order to create a common mission and vision. This
 finding is quite similar to findings from others (Oreg and Berson 2011, Dunbar 2013).
 Salim (2011) also stresses the importance of not affecting customers and their
 relation to the bank.
 In a survey questioning 69 companies (of which 40 were banks) Weber and Pliskin
 (1996) find that success in mergers and acquisitions of integrating information
 systems (IS) in IT intensive firms (banks) is related to the degree of organizational
 differences between the two firms. It is found that cases with high cultural difference
 are sensitive to negative merger effectiveness. Also it is found that in cases with high
 expectations for synergy the risk of culture clash is enhanced, as the attention to
 culture may be missing. It is suggested that the synergy potential is determined by
 the management’s ability to address attention to cultural fit.
 As the reviewed literature on bank M&A poses recommendations similar to other
 research on M&A, I consider all the reviewed literature universal and find no
 evidence  for  distinguishing  bank  M&A’s  from  other  M&A’s.  
 2.8 Grouping and competitive drivers As a help to characterise Danish banks as a group and to hopefully find
 characteristics allowing me to subdivide the banks in this study, I have studied how
 Danish banks organise and how they approach the market and competitive situation.
 Lokale Pengeinstitutter is an association for local banks, saving banks and co-
 operative saving banks in Denmark and has 70 members. Only two banks in this
 research (B1 and B2) are not members of Lokale Pengeinstitutter.
 The association’s mission statement is to strengthening its members by operating as
 a union through which the voices and common interests of members can be heard by
 means of a strengthened influence on the general development in the sector and the
 society in general (Lokale Pengeinstitutter 2007).
 According to a report about the competitive situation on the Danish bank market for
 private customers made by Konkurrence- og Forbrugerstyrelsen (2013), private bank
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 customers are not pushing the market in a direction for price competition. The report
 states that private consumers in general assess the bank according to the
 relationship to their personal advisor in the bank.
 This finding indicates a huge customer loyalty. Also, Konkurrence- og
 Forbrugerstyrelsen (2013) finds that the most frequent reason why customers
 change bank is dissatisfaction with the bank advisor.
 Therefore, an important competition parameter for the banks is the focus on the
 personal relation between the bank and the customer. When asking the banks they
 conform that the relation between customer and counsellor is an important
 kompetitive parameter. Also the banks mention brand/image, service, physical
 presence and local knowledge as important competitive parameters.
 Konkurrence- og Forbrugerstyrelsen (2013) organise Danish banks in three overall
 groups:
 1) Banks with market shares between 15% and 35%, counting 2 banks
 2) Banks with market shares between 2% and 10%, counting 5 banks and
 including to sources from this study ( B1, B2)
 3) Banks with market shares less than 2% counting the remaining 10 sources
 from this study (B3, B4, B5, B6, B7, B8, B9, B10, B11, B12)
 Also the report states that only 8 Danish banks has a national distribution of branch
 offices, in this group B1, B2 is found. Others, realtive smaller banks are more or less
 local organized and branched in one, a few or several branch offices in local or
 regional areas of Denmark.
 B1 and B1 differs from the other banks in this research. They both have a market
 share over 2%, both have a national distribution of branch offices and also, they do
 not hold a membership with Lokale Pengeinstitutter.
 2.9 Summary literature review When it comes to literature findings and discussions about what conditions and
 behaviours are most prosperous for smooth and successful M&A processes the
 voices are divided.
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 Literature provides several different checklists and to do lists of what to have hold on
 and be aware of in M&A processes.
 Though, in spite of some consistency it seems that findings are very dependent on
 the specific research it is based. This provides an indication that there is yet much
 undiscovered about culture processes and drivers for success in M&A processes.
 Based on my literature review I find that culture processes are complicated and that
 results presumably are based on several interdependent variables such as individual
 personalities, relative size, management change strategies, acculturation processes,
 pace of the merger process, managerial attention to culture and level of employee
 involvement.
 In my explanatory analysis I will demonstrate patterns which can be examined by
 employing existing theories on culture integration. I will mainly focus on cultural
 integration theory, theory on managerial behaviour and acculturation theory, but also
 relevant to this study are theories of relative size and findings about grouping and
 competitive drivers on the market for Danish banks.
 As the nature of my research is based on qualitative subjective finding I find it
 important to compare many different variables in order to assess if there are any
 connections between variables when answering my research questions.
 3 Research plan 3.1 Perspective As previously described this work is a case study deductively evaluating managerial
 traits and behaviours according to present theory.
 The project will pose:
 1) Exploratory research identifying how executives in M&A processes assess
 culture differences and how they work with culture integration.
 2) A case study on what to do and how to comply with the cultural rigidity
 towards change in a situation where culture changes are forced by internal
 pressure.

Page 27
						

27
 Master Dissertation Executive MBA Maiken Langvold
 The research objectives are both descriptive and exploratory as presenting findings
 (Question 2-3) as well as recognizing explanations through data analysis.
 The research philosophy carries an interpretivistic approach with regards to both
 ontology, epistemology and axiology as the nature of my research and relation to the
 situation carry an impact of subjectivity (Saunders et al. 2012: 140).
 Data collection will though include qualitative investigation, and data will be examined
 deductively as testing reality by use of present theory.
 3.2 Design The motivation for my choice of research is based on a general need for exploration
 in the field as present findings are inconsistent and several researchers suggest
 more research2.
 To recognize the tools and stimulus employed by managers who want to induce
 changes in culture, I could have examined a single merger or acquisition process.
 However, this approach has been used by several researchers who found that the
 propensity of success in M&A was related to the managerial traits, behaviour and
 attention to employees throughout the process e.g. (Weber and Pliskin 1996,
 Nemanich and Keller 2007, and Oreg and Berson 2011). In this research I collect
 qualitative data by multiple methods research design. I am conducting non-
 standardised one to one telephone interviews and afterwards asking interviewees to
 fill in a small questionnaire.
 The qualitative research approach is both inductive and deductive as applying and
 testing present theory and also adding new theories and findings based on data
 observation.
 The study will be both exploratory and explanatory in nature as I will analyse and
 debate relations between different variables and also assess findings and seek new
 insight in the field.
 2 See section 1.1 page 10
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 3.3 Limitations Research limitations must be accounted for when presenting results. Limitation of
 time enables options for a short term development analysis but does not allow
 analysis of long term results.
 The research approach entails that collected data from respondents to a certain
 extent is reflecting experienced reality according to which stage in the culture
 integration phase respondents are experiencing at the time of the interview.
 Therefore, results may be biased according to subjective observations and situations
 expressed in responses.
 3.4 Validity Validity of the qualitative data collection depends on my ability as a researcher to
 design the right questions and make sure that respondents have decoded the
 questions properly before answering.
 The interviews conducted for this study are mainly reporting subjective statements
 which must be accounted for in the data analysis. In addition, the fact that the M&A
 cases in this study have a time lag concerning the actual time of the merger may
 have an impact on responses. The interviewees’  emotional  involvement  in  the  
 process may reflect a tense situation or executives may be sentimental in recalling
 the process.
 Though, the use of open ended interviews increases validity as I during the interview
 can ask clarifying questions and add extra explanations. This was done both to avoid
 misunderstandings in the interviewee comprehension of the questions posed, and to
 avoid my own misunderstanding of the answers.
 The questions in the small questionnaire were followed by explaining text to make
 sure that the respondents would understand the meaning and thereby answer
 correctly. I also requested that the respondents would ask me for further explanation
 if they did not fully understand the meaning of my questions.
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 3.5 Reliability Reliability of findings from the primary data is concerned with whether other
 researchers could attain similar data (Silverman 2007, and Easterby-Smith et al.
 2008). Though, when making research through semi structured interviews it is exactly
 to review a complex and dynamic reality which by nature is unique at a given time,
 and therefore cannot be identically replicated at another time (Marshall and
 Rossmann 2006).
 Risk of participation bias must be considered when making the interviews. In the
 initial phase of the interview the semi-structured form may cause interviewee
 sensitivity and disturb interviewee willingness to answer all questions as the
 conversation may lead to questions that the interviewee does not wish to answer
 (Saunders et al. 2012). To prove my credibility and gain the interviewees’ confidence
 in me and the nature of my intentions I made the first contact by e-mailing all
 members of my target group. In the first contact form I clarified my name, place of
 study, and the purpose of my research. Also, I informed about confidentiality and
 anonymity.
 During the actual interviews reliability was secured by use of the right questioning
 technique in order to avoid answers to be biased, as I was careful not to present my
 own views, and also to be an attentive listener leaving time for the interviewee to
 think and formulate answers.
 Though, when conducting these interviews the reality is social constructed by the
 interviewee. Therefore, as the interviewer it is important for me to prepare and
 practice having an appropriate approach and use of questions.
 Other errors and biases to avoid, in order to keep reliability high, is to secure being
 well prepared, transcribing all interviews and placing interviews at times where the
 interviewees are mentally prepared e.g. planed ahead to avoid having their minds
 elsewhere during the interview completion.
 3.6 Generalisability The generalisability of my results may be increased as I in my study have included
 M&A cases from all geographical areas of Denmark and also, as I have not assorted
 according to organizational size of either of the merger or acquisition partners.
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 As this study is examining executives’ behaviour with regards to culture in M&A
 cases the general findings will be applicable to M&A cases in other industries. This
 statement is based on present research on culture implementation in bank M&A
 (Weber and Pliskin, 1996, and Salim 2011) which poses the similar
 recommendations and findings as studies on M&A in other industries (Oreg & Berson
 2011, and Dunbar 2013).
 The qualitative data will be very subjective in nature and responses depend on the
 personal interpretations and perceptions of the interviewee. Therefore, data
 generalisability can be discussed and will depend on my success with relating the
 findings to existing theory and demonstrate a broader theoretical significance
 (Saunders et al. 2012: 383).
 3.7 Ethical Considerations
 Securing ethics in science is a versatile discipline and covers concern for handling of
 personal data, for providing sufficient information to research participants, and in use
 of other research as well as securing the validity of stated results in produced work
 (Berry 2003, and Birkler 2005).
 In Denmark scientific work involving personal identity information must comply with
 the law of handling personal data (Datatilsynet 2008).
 Though, the nature of this research does not involve personal data defined as
 “sensitive  personal  data”  (Saunders et al. 2012) and therefore request for an entry to
 Datatilsynet is not relevant.
 The BES Faculty Requirements will be fully applied in all aspects of this work
 regarding collection of and handling data. I have sent to all interviewees a
 participation leaflet for ethical approval (Appendix 8: Participation leaflet).
 As questions and interviews are conducted, information about voluntariness,
 confidentiality, data handling and anonymity will be given to all questioned and
 interviewees.

Page 31
						

31
 Master Dissertation Executive MBA Maiken Langvold
 The dissertation will be posted to Urkund to avoid suspicion of plagiarism.
 3.8 Data collection methods
 Access and sampling strategy In this study I have chosen to focus on one industry which is Danish Banks. The
 reason for is to avoid dissimilarities in responses which can be explained by industry
 specific characteristics.
 Primary qualitative data is collected by interviewing senior managers of Danish banks
 who have merged with or acquired another Danish bank in the period 2011-2014.
 Also, the interviewees have answered a few questions through a small questionnaire.
 The Danish interest group Finansrådet3 (Finansrådet 2013) holds a list of all Danish
 bank mergers since 1973.
 I chose participants by the following selection criteria
 x Time of merger or acquisition must be within the time frame 1/1-2011-1/6-2014
 x The merged bank must still be operating
 I did not select according to size or geographical location.
 The interviewees were selected from the target group, a sampling of 16.
 I wrote and called the CEO of all banks of which 12 accepted to participate giving a
 success rate of 75%.
 The remaining 4 banks did not wish to participate.
 The sample size of 12 is within the recommended sample size for non- probability
 semi structured interviews, which is 5-25 (Saunders et al. 2012: 283).
 3 Finansrådet manage bank interests mainly within law, economy and infrastructure.
 The organization holds 85 members and all banks included in this study are
 members.
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 Access to qualitative data depends on my ability to argue for the relevance of the
 interview for the executives and their work. According to Saunders et al. (2012: 378)
 managers in general are more willing to make interviews than participating in
 questionnaire surveys as this gives them an opportunity for reflection on their work
 without a need for making notes.
 The interviews are explanatory and conducted as semi structured one to one non-
 standardised telephone interviews posing open ended questions.
 Interviews are semi-structured to secure comparability while posing open-ended
 questions in order for the interviewee to think broader and hopefully recall and add
 extra information as they speak.
 Also, a small questionnaire is sent to the interviewees after the interview. This
 method has been chosen to make sure that the respondents have understood the
 questions before answering, as the respondents are asked to choose answers
 among several long descriptions about culture and culture integration method.
 Also, I described how to comprehend on the questions and requested that the
 respondents would ask me for further instruction if in doubt.
 3.9 Data analysis Collected qualitative data will be analysed deductively and different approaches will
 be analysed related to the statements from managers.
 Qualitative data represent statements and intentions from individuals positioning
 power to set the agenda, and therefore this research material is interesting when
 applied analytically to identify in which direction these individuals lead the company.
 The findings will be presented analytically related to the applied theory and the
 results from the questionnaire surveys.
 Based on secondary data and qualitative primary data conducted from the interviews
 and the small questionnaire I have conducted a classification of key themes to
 investigate and include in my research.
 x Relative size
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 x Value  statements  found  on  the  Banks’  website
 x Reason for merger or acquisition
 x Preparation for the merger or acquisition
 x Employee dismissal including CEO
 x Organisational changes
 x Cultural changes
 x CEO  review  of  employees’  ability  to  adapt  quickly
 x Identified promoters for change
 x Identified inhibitors for change
 x CEO propensity to seek guidance during the process as an attempt to reveal
 the level of openness
 Figure 1 shows the most important processes towards cultural integration. In the
 analysis section I will examine the relation between variables to answer the questions
 which have arisen in my research.
 Figure 1: Linked processes in M&A culture integration (own creation)
 Preparations
 Acculturation
 Inhibitors and
 promoters
 Cultural integration
 Culture change
 Cultural integration activities
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 4 Analysis In the following section I will analyze findings which will lead to answering my
 research question 1 and 2 based on my research objectives 1.1 and 2.1.
 I will start with research question 1 and then continue with research question 2.
 All references to bank ID in the analysis are referred from appendix 2.
 Before I move on to answering the research questions I will divide the 12 banks into
 groups and follow with looking at parameters that does not necessarily have an
 impact on culture
 4.1 Grouping From my preliminary analysis (Appendix 5: Preliminary analysis) I have divided the
 12 M&A cases into 4 groups. The division criteria are statements from executives
 about the merger process and how it was handled. I also looked at the size of the
 banks and relative size of the merger partners as it seemed to have a possible
 relevance for the merger process.
 The reason for this division is that I already in the interview phase discovered very
 different motives and visions among the executives which led to very different
 behaviours.
 Two banks in this research differ from the rest by size and also they both report, that
 the merger did not induce any culture changes. Their mission was to align the new
 employees as soon as possible to get back to business. Also these two banks differ
 in market share, branch distribution and union membership4 (B1 and B2).
 Other three banks stand out as they make an effort of describing the merger process
 as a common interest from both parties and that they have made a new bank with a
 new shared culture (B3, B4 and B5).
 4 Finding from chapter 2.8 Grouping and competitive drivers
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 Another group of banks act similar to the first group by not making culture changes in
 the merger process. These banks are smaller and less professional as they seem to
 handle culture issues by the day in the process (B7, B8, B9, B10 and B12).
 The remaining group report no changes in culture but still they make a huge effort of
 attracting the new employees and make them feel welcome. This combination makes
 them stand out from the other groups (B6 and B11).
 The four groups have been named and are listed below:
 Professionals Strictly business
 Take over by a strong professional acquirer. Induces a quick rationalization among
 staff employee e.g. managers, HR, business controllers. The most skilled employees
 are spotted, others dismissed. The acquirer continues business as usual shortly after
 the takeover.
 B1 and B2
 Entrepreneurs Foundation of new bank
 Two equal banks make a new, shared business foundation based on best practices.
 Most employees are kept in the organization and the process of cultural alignment
 and getting to know each other is highly valued in the process.
 B3, B4 and B5
 Optimisers Take over with mutual interests
 Merger of two banks with one partner being significantly larger (employees) than the
 other. In the merger process a lot of effort and attention is drawn to attract the
 smaller partner to accept and adapt to the larger  partner’s  culture.
 B6 and B11
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 Absorbers Takeover of small banks with very little or no interest in skills / knowledge in target
 bank. As with Professionals, the acquirer continues unchanged after the merger.
 B7, B8, B9, B10 and B12
 4.2 Parameters that might influence results In the following I will analyze findings about web page value statement, relative size,
 reason  for  the  merger  or  acquisition  and  the  executive’s  use  of  guidance  from  others  
 to search for specific patterns or behaviours that will lead me closer to answering my
 research questions.
 Webpage value statement5 In line with the findings from Konkurrence- og Forbrugerstyrrelsen (2013) the frame
 local or local proximity is widely used (B3, B4, B5, B7, B8 and B11).
 Also, most banks mention customers and customer relations (B2, B3, B4, B6, B7, B8,
 B11 and B12)6 and add phrases as: competent (B2, B3, B6, B8 and B10),
 responsibility (B11 and B12), credibility (B4, B11 and B12) and simplicity (B9 and
 B10).  Only  two  banks  involve  statements  addressed  to  the  customers’  economy  as  
 god bargaining (B8 and B11).
 Employees are also to some extent involved in value statements.
 B1 is trying to appear as an interesting partner for the employees rather than the
 customers partly by inviting dynamic alternative thinkers, partly by describing a flat
 organization with career options. If B1 is an attractive work place, this may affect
 5 All value statements are found on the banks web pages. Due to confidentiality I
 cannot mention the webpage addresses as sources in my referencing. All statements
 found on the banks web pages has been neutralised and listed with the bank ID
 (Appendix 4: Value statements from web pages) 6 B5 and B9 do not have very extended value statements on their webpage and
 therefore it is difficult to evaluate statements from these two banks. B1 and B10 do
 not mention customers.
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 partner attractiveness from the acquired bank which can ease the integration process
 (Sarala 2010).
 Two  banks  proclaim  the  resent  merger  by  using  words  as  “our  new  bank”  and  “a  
 merger from common inclination” (B3 and B5).
 These statements may impact the employee commitment in a positive manner if the
 executives’  behaviour  is  consistent  with  the  statement  (Ortega-Parra & Sastre-
 Castillo 2013).
 Relative size As research suggests that relative size of M&A partners have an impact on results I
 have included this parameter in my study.
 Two banks have relative sizes of merger partners at or below 5:1 (B6 and B9) four
 have relative sizes between 5 and 10 (B7, B8, B10 and B11) whereas three have
 relative sizes above 10 (B1, B2 and B12).
 The Entrepreneurs have similar relative size to their merger partner7 (B3, B4, and
 B5). Following Oh et al. (2014) B3, B4 and B5 should be less prone to culture
 conflicts in the integration process than the other banks in this study.
 Reason for merger or acquisition In all cases except four (B3, B4, B5 and B6) it is expressed through the interviews
 that the smaller bank was forced to merge with a stronger partner by financial
 reasons.
 Four of the acquired banks were about to be acquired by Finansiel Stability8 which
 would have closed them down completely (B1, B2, B8 and B12).
 B3 and B4 report that it was an equal merger chosen by both partners, which indicate
 partner attractiveness form both merger partners and also indicate change readiness
 7 Relative size (larger: smaller) B3 (1.7:1), B4 (1.1:1), B5 (1.2:1) 8 Financiel Stabilitet (Stabilitet 2013) is an institute owned and established by the
 Danish state in 2008 with the purpose of undertaking and liquidate Danish banks
 which have shown insolvent pursuant to rules and regulations.
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 which in literature is positive related to employee willingness to change (Oreg &
 Berson 2011).
 Networking / externally guidance The Professionals did not seek external sources for experience and guidance in any
 of the merger stage processes. One had experience from other merger processes,
 and qualified staff was supporting the process (B1).
 Among Entrepreneurs  two  out  of  three  CEO’s  (B4  and  B5) asked for advice and
 guidance among CEO colleges in other Danish banks. B5 also sought assistance
 among employees and B4 hired consultancy support. The third entrepreneur, B3 set
 up an internal steering committee to help and support the merger process.
 Among optimisers B11 attended a networking group with CEO colleges from other
 Danish Banks.
 Also, he attended an “Executive Management Programme” to improve his own skills
 as a leader and also to get study time for absorption and seek advice among fellow
 attendees. The process in B6 was helped and guided with consultancy assistance
 from the HR and an associated in-house coach.
 None of the absorbers sought guidance for culture issues. In two instances the
 absorbers sought guidance among employees (B8 and B12), but this was regarding
 handling of customers. Three others did not find the need for guidance in the
 process, neither externally nor internally (B7, B9 and B10).
 Conclusion Several findings must be noticed.
 Two out of three Entrepreneurs uses their web site to celebrate the new bank.
 All entrepreneurs have significant similarities between sizes of the merger partners
 as no other banks in this study.
 Two out of three Entrepreneurs sought guidance with CEO colleagues from other
 Danish Banks.
 The findings will be included in the further analysis.
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 4.3 Questionnaire responses Working culture From the small questionnaire the respondents placed a working culture and culture
 integration process most similar to the practice in their organisation.
 Out of 10 respondents9 (Appendix 1: Questionnaire questions and answers) only B3
 and B4 changed the working culture after the merger10. B3 and B4 both changed to a
 different working culture than any of the merger partners had before the merger and
 both moved towards increased autonomy11. B1 and B12 reported a change in the
 working culture of the acquired bank and in both cases the working culture changed
 towards increased autonomy. This result is opposing findings from Kavanagh and
 Ashkanasy (2012) who have found that changes in working culture is increasing
 constraint on individuals after a merger.
 Culture integration The culture integration process is by most respondents described through B, which is
 assimilation, characterised by an adaption where the less strong culture accepts and
 adapts to the stronger culture.
 Again, B3 and B4 differ by assigning A, the integration process as describing the
 culture integration in their banks. B5 claims that the intention was an integration
 process but it ended as an assimilation process instead.
 B7 replied that the process was partly integration partly assimilation whereas B10
 replied partly assimilation partly deculturation.
 9 B2 and B6 did not reply the questionnaire. 10 Change of culture in major partner. 11 B3 changed from Role Culture with both merger partners to Task /Achievement in
 the shared working culture. B4 changed from Power Culture / Role Culture to a
 combined Role Culture/ Person/Support as new shared working culture (Appendix 1:
 Questionnaire questions and answers).
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 Conclusion The congruence between responses is indicating:
 Change in working culture combined with integration processes
 and
 No change in working culture combined with assimiliation process.
 This finding supports Nahavnadi and Malekzadeh (1988) who also say that both
 integration and assimilation processes require partner attractiveness.
 4.4 Specific preparations prior to the merger Among Professionals preparations strictly concerned legal, business and negotiation
 issues.
 Similar, none of the Absorbers were concerned with culture issues prior to the
 merger. Most processes involved negotiation and financial assessments. In one case
 a steering committee was settled (B8) and in another case management from the
 acquirer visited the target company to survey whether employee skills and working
 methods were in line with prerequisites (B12).
 Very different and common for both Entrepreneurs and Optimisers is that the culture
 discussion was to some extend part of the preparations before the actual merger.
 One bank, B5 started up social activities and introduced working related tasks that
 required employees to mix and cooperate 3-4 months prior to the actual merger.
 B11 prepared a merger agreement with the CEO of the acquired bank. This was
 done to have all guidelines and instructions aligned in order to avoid any
 disagreements after the merger.
 According to Nahavandi and Malekzadeh (1988) the actions of creating relationships,
 which in particular are present among Entrepreneurs, have a positive effect on
 integration outcome.
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 4.5 Workforce reduction CEO dismissal The CEO was in general deselected from the beginning of the process and terms
 and conditions were already agreed before the actual merger or acquisition took
 place. Only in four of the acquired banks the CEO was preceding (B3, B7, B8, and
 B11) (Appendix 5: Preliminary analysis) and in three of these cases he/she for some
 reason is no longer employed12.
 Employees The importance of retaining employees from the target company is varying a lot. In
 some instances the personal relation to the customers is valued with significant
 importance. Others sought for skills and potential.
 Common for the Professionals is that they have a plan, make branch reductions and
 rationalize the staff functions in cases with redundant positions. Line managers were
 individually evaluated according to the traditional screening policy in the bank. They
 could  be  selected  in  a  managerial  positions  if  “(...) considered in total accordance
 with  our  way  to  work”  (B1.9.2), and if the bank did not have another candidate who
 was better suited for the position: “Here we evaluate who is best suited to manage
 the new united branch” (B 2.6.6),  “It was an open race looking at who is candidate
 and  then  the  best  was  chosen  on  that  basis”  (B 1.6.8).
 Entrepreneurs had a slightly divergent approach to the issue of staff and how to
 organize after the merger. One bank though (B3) had a rationalization plan ready
 already in the planning period. Another, B5, closed down four branches but made a
 huge effort of offering good and fair resignation agreements to secure: “..that the
 good atmosphere were kept intact” (B 5.5.5).
 Another approach is to let employees evolve and be offered increased development
 and increased challenges according to individual interests and ambitions (B11).
 In two cases (B4 and B11) it was emphasized to retain all employees and B11 even 12 Only B11 still have the former CEO of the smaller partner employed.

Page 42
						

42
 Master Dissertation Executive MBA Maiken Langvold
 included the CEO as part of the initial plan.
 In six cases it is stated that the process was characterized by the principle of always
 choosing the best man for the position (B1, B2, B3, B4, B5 and B6). This view is
 supported by Salim (2011) who claims that accept and adapting according to best
 practices is easing the integration process.
 4.6 Changes after the merger or acquisition Organisational changes Only in four of the twelve cases the merger or acquisition process involved
 organisational changes in the acquiring bank (B3, B4, B5 and B6).
 The Entrepreneurs all changed organisational structure in some way. In two cases
 there was a name change so that none of the original bank names were continued
 (B3 and B4). Some had a new extended board of directors (B4 and B5). One bank
 made small changes (B6) by implementing divisional managers.
 No others have changed the original organization or way of doing things during the
 merger/acquisition process13.
 Entrepreneurs show a high degree of attractiveness and also they show change
 willingness and adaptability.
 Culture change When comparing culture statements the general picture is a division in two groups.
 Some changed culture and some did not.
 All Professionals and all Absorbers clearly state that the present and existing culture
 is the culture of the acquiring bank.
 Optimisers add comments  to  the  statement  as:  “We are uniting two cultures and start
 afresh”  (B6.7.1)  and:  “a  joint  foundation”  (B11.7.1).  
 13 This finding does not include evaluation of change in working culture in B2 and B5
 as they did not reply the questionnaire (Appendix 1: Questionnaire questions and
 answers),

Page 43
						

43
 Master Dissertation Executive MBA Maiken Langvold
 Entrepreneurs stand out by stating that the new culture after the merger is a common
 culture which according to Salim (2011) will ease the integration process.
 The organisational culture is though only changed among Entrepreneurs whereas
 Optimisers underline openness to change and to the making of small adjustments.
 All others have a clear message and agenda of integrating newcomers and get back
 to normal.
 Conclusion Entrepreneurs make both organisational changes and culture changes after the
 merger.
 All others make none or only very limited changes.
 Though, the change readiness does not necessarily require changes with the
 acquirer. Showing adaptability, among other important managerial traits, will improve
 chances of success (Dunbar 2013) and according to Oreg and Berson (2011) the
 leader can induce change acceptance by stimulating changes.
 4.7 Organisational activities to promote culture integration The Professionals have a clear agenda and the message is to speed up processes in
 order to get back to work. They did arrange activities to align culture but all with the
 purpose  of  telling  and  showing  the  new  group  “how  we  do  things  around  here”.  
 “(...) and there were presentations of meeting activities in order for everyone to get a
 chance to identify themselves with our culture” (B1.7.2)
 “(...)  working  with  our  values  and  introduce:  how  is  it  XX  is  thinking” (B2.7.2).
 Culture alignment activities combined with a high degree of openness of ‘what is
 going to happen’ may be promoting for integration. This is supported by Oreg and
 Berson (2011) who have found a relation between openness and stimulation from
 leaders  and  employees’  willingness  to  change.  
 The Entrepreneurs paid great emphasis on aligning the culture in a friendly and
 involving manner. This was done by arranging social activities in order for everyone
 to get to know each other, a shared strategy process involving all managers (B3),
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 establishing of ambassador teams among employees (B5) and a culture project and
 a friendship project (B4). Optimisers also made an extra effort to align culture and
 integrate employees from the acquired company. This was practiced through a
 friendship project where all new employees got a personal friend to help them (B11),
 and also social activities at the sectional level was arranged (B5).
 The use of ambassadors and personal friends may have a very positive impact on
 change. As Marks and Mirvis state (1992), the employees who got the job they
 wanted  may  be  “charged  up”  with  energy  and  positivism, and this positive energy can
 be employed to change others.
 In general Entrepreneurs and Optimisers attempt to motivate, build partnerships and
 also show adaptability. Also they influence and develop others through workshops
 and ambassador teams. According to Dunbar (2013) these traits are among the most
 important managerial personal traits when making successful changes.
 Among Absorbers there were no particular activities to align or integrate culture. The
 most common way to integrate employees from the acquired bank was involvement
 through scheduled information and dialogue meetings. It seems that new employees
 were simply participating according to an ongoing structure of meetings. Any issues
 regarding culture and culture differences were then, if needed or requested, raised
 and handled at these meetings (B7, B8 and B12).
 Conclusion All banks except from the Absorbers arranged activities to promote culture
 integration.
 Professionals with the motive of adapting employees as soon as possible, Optimizers
 with the motive of integrating employees in a positive manner and Entrepreneurs with
 the motive of making a new shared culture.
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 5 Research Question 1 In the following I will examine and evaluate the focus on cultural integration in M&A
 processes in Danish banks and critically evaluate how executives employ cultural
 integration according to my Research Objective 1.1.
 This will lead me to answer my Research Question 1
 Research Question 1: How do executives involved in mergers/acquisitions in Danish banks employ cultural integration in M&A processes?
 5.1 Answer to Research Question 1 According to my findings the focus on cultural integration depends in general on the
 relative size of the acquirer and on the motive of the merger or acquisition. Also, I
 found a relation showing that a change in working culture leads to cultural integration,
 whereas a cultural assimiliaton follows in cases where the working culture of the
 acquirer is not changed.
 All does to some degree consider cultural differences and focus on cultural
 integration. This can be by meetings, workshops, social activities or teambuilding
 activities.
 Though, the stage of the merger process where culture becomes relevant and the
 time spent on culture integration vary a lot.
 In situations where the major merger partner is willing to make a culture change
 towards a new shared culture, the activities seem the most intensive and concerns
 getting to know each other.
 Through the analysis I found that one group, the Entrepreneurs, was different on the
 subject of the motive of the merger and the way the implementation was handled. As
 no others, banks in this group changed cultures and made organisational changes.
 Two banks in this group even changed the original bank names to a new shared
 name. They also changed the original working culture with both merger partners and
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 made a whole new shared working culture. Also, two banks in this group use their
 webpage to share the joy of being a new bank and announce that the merger was
 shared interest.
 Professionals have a clear agenda when arranging culture integration activities: new
 employees must adapt as soon as possible.
 They do not change the original culture and the agenda is very clear: to adapt and
 integrate employees from the acquired bank as soon as possible and get back to
 business.
 Optimisers do allocate time to cultural integration activities in order to help
 employees from the acquired bank to fit in and adapt, and even though they do not
 make culture changes they make an effort of welcoming new employees and help
 them adapt.
 Among the four groups, Absorbers pay the least attention to cultural integration. No
 culture changes are made with the acquirer, and culture integration activities are
 limited to meetings where culture is not the main issue.
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 6 Research Question 2 In the following I will examine executives’  identification  of  present  resisting  versus  
 promotion forces for change in change processes according to my Research
 Objective 2.1.
 This will lead me to answer my Research Question 2
 Research question 2: How  do  executives’  actions  and  interventions  contribute  to  cultural  
 integration in M&A processes?
 As a conclusion to research question 1 the findings are:
 1. Most executives in Danish banks involved in mergers or acquisitions employ cultural integration through culture integrating activities.
 2. The nature of the cultural integration activities depends on the merger or acquisition motive and the relative size between merger partners.
 3. The congruence between working culture and culture integration is indicating:
 x Change in working culture is combined with integration processes
 x No change in working culture is combined with assimiliation processes.
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 6.1 Employee adaptability Most executives in this study agree that it has not been a fast going process to
 change employees and adapt them to changes. Some claim that it takes long time
 (B1, B2, B3, B5, B10, B11 and B12). Others refer to discussions or adjustments in
 the process (B2, B3, B4, B5, B7, B8 and B9).
 Only one, (B6) replies that employees have been quick adapters.
 Some commend employees’  effort  by  saying  that  they  have  had  the  will  to  change  
 (B5, B6, B11 and B12) and expresses that they understand that the process of
 adapting is difficult (B2, B3, B7, B11 and B12).
 As all except from one bank claimed that employees were not easy adapters this
 leaves me with nothing to conclude except that change processes are not easy.
 6.2 Promoters for change In this question the answers are more dispersed and there is no particular pattern
 within the four groupings.
 Though, common for the Entrepreneurs is their way to look upon changes and how to
 make culture change a success. This is expressed in the mentioning of either
 involvement (B3 and B5) or active listening (B4). These answers indicate that
 entrepreneurs pay attention to employees’ opinions and are willing to allocate extra
 time to the process in order to make everyone feel that they have been heard and
 involved in the process.
 Especially B3 and B5:
 “The most important is involvement of all employees when something new happens”
 (B3.10.1).
 “It is important that everyone follows” (B3.11.4).
 “It is not sufficient that management have fun” (B3.11.5).
 “Here it is very important to make sure to have a high degree of employee
 involvement” (B 5.10.1).
 “We worked on creating ambassadors and it was a very democratic process which
 also  took  too  much  time”  (B5.10.2)
 “(...)  but we kept our focus on making the employees follow and involve them
 (B5.10.3)”.
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 Otherwise most agree that communication (B2, B4, B7 and B8) and dialogue (B4,
 B6, and B10) are key tools. This view is supported by Kavanagh and Ashkanasy
 (2006) who in their research find that information at a high level at all levels of the
 organization is crucial to avoid a feeling of not being heard.
 Also managerial persistency is mentioned as a change promoter (B7 and B11).
 I is stated that management must continue to do the same things again and again,
 and deliver the same message again and again (B7.10.2) in all units of the
 organization and by managers at all levels as a way of promoting change, and if
 lacking as a hinder for change (B1.11.1). Persistency must be supported by
 transparency and an environment fostering trust in change processes (Kavanagh and
 Ashkanasy 2006).
 Conclusion Entrepreneurs have the primary focus on involvement and active listening, whereas
 others mention communication and dialogue as the primary promoters for change.
 Involvement according to Jones et al. (2005) is engaging employees to change
 readiness, whereas a high level of information is a determinant of successful change
 Miller and Chen (1994).
 To conclude on this: both involvement and communication are promoters for change.
 The difference of the two is more the way of promoting change rather than a question
 of if.
 The answers can be linked directly to the conclusion that acquirers who make a
 culture change employ involvement of employees to a much higher degree than
 acquirers who do not make a culture change.
 6.3 Inhibitors for change: There is a common agreement on two aspects.
 The first agreed inhibitor is the propensity of employees to be resistant to changes
 and lack of willingness to be part of the changing process (B3, B4 and B5)
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 The other focus area, which is agreed on by several executives, is that the
 responsibility for resistance and change difficulties is placed with the manager (B1,
 B2, B6, B7, B8, B9 and B11).
 This meaning is expressed in different terms:
 “If managers are not aligned throughout the organisation” (B1.11.1).
 “If management does not pay sufficient attention where needed” (B2.11.1).
 “If  management  fails  to draw a line and be consistent with it” (B6.11.1).
 “If employees feel insecure and are uncertain about what is going to happen”
 (B9.11.4).
 “If the work pressure is too high” (B8.11.1).
 “Culture beats planning, therefore management persistence is needed” (B11.11.2).
 Conclusion Characteristic for the findings are that Entrepreneurs all mention employee behaviour
 as the main reason for integration frictions. All others14 placed the responsibility on
 themselves or structures they are responsible for. According to literature, employees
 can be obstacles to success (Jansen 2000) but following Oreg and Bernson (2011)
 the responsibility lies with the leader.
 6. 4 Answer to Research Question 2 In the research of executives’  identification  of  resisting  and  promoting  forces  for  
 change one group stands out.
 Entrepreneur executives seem personally involved in the project to an extent not
 seen in the other groups. All of them mention resistance among employees as an
 inhibitor for change, whereas executives from other groups focus more on
 management and management persistence throughout the process.
 14 Except B12 who answered the question with a hypothesis as he did not recognize
 any inhibitors in the change process (B12.11.2)
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 Also, the Entrepreneurs differ from the crowd when asked what they consider
 promoters for change.
 Involvement and active listening are keywords, whereas all others generally agreed
 on communication and dialog as key drivers for change.
 There is an indication that the eager from the Entrepreneurs of achieving a new
 shared culture, which from the beginning is not defined, complicates the culture
 integration process.
 The fact that the result is not transparent, even to the CEO, may make it difficult to
 navigate and set the right speed and target. This view is supported by Cinite et al.
 (2009) who claim that change readiness is directly related to change readiness in
 organizations. Literature also claims that the manager must show a clear vision to
 commit employees (Marks and Mirvis 1992).
 7 Research Question 3 In the following I will give recommendations on which drivers for cultural integration
 can be employed to improve cultural integration in M&A processes according to my
 research objective 3.1.
 This will lead me to answer my Research Question 3.
 As a conclusion to research question 2 the findings are:
 1. Executives in banks that make a cultures change after a merger or acquisition involve employees to a much higher degree than executives in banks that do not make a culture change
 2. Executives in banks that make a culture change after a merger or
 acquisition mention employees as the most resisting force against cultural integration whereas executives in banks that do not make a culture change after a merger or acquisition mention themselves as responsible for resting forces in cultural integration.
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 Research Question 3: How  can  knowledge  about  executives’  focus  on  cultural  integration  be  
 applied to improve culture integration in M&A processes. The size of merger partners varies a lot in M&A in Danish banks. Also, the way of
 doing things, the approach to the integration process and the willingness to change
 are very different.
 Common for all is that they hold similar challenges. These challenges can be
 extended or they can be smooth depending on how well the change process is
 handled.
 7.1 Answer to Research Question 3 From Research Question 1 it was found that there is a relation between the change
 in working culture and acculturation mode.
 Though, the findings do neither reveal how the acculturation mode was presented
 throughout the organization, nor whether it was consistent with the expectations and
 acceptance from employees from both merger partners which is important for
 acculturation success (Nahavandi and Malekzadeh 1988)
 Managerial capabilities to detect and resolve any inconsistencies in expectations
 require that the manager knows the plan and the goal.
 Visionary leadership is an important managerial trait which prospers the way to
 successful integration (Marks and Mirvis 1992, Cinite et al. 2009, Salim 2011, and
 Dunbar 2013).
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 7.1 Recommendation 1
 From Research Question 2 it was found that there is a correlation between employee
 involvement  and  the  executives’  propensity  to  see  employees  as  the  most  resisting  
 force on cultural integration.
 It was also found that executives in M&A where the acquirer does not change culture
 place the responsibility for change resistance with themselves.
 Managers holding themselves responsible for change resistance empower
 themselves to find solutions.
 Employee  resistance  can  be  incited  by  skepticism  about  the  management’s  
 commitment (Labianca et al. 2000) and therefore managers must show that they can
 follow the lead in the right direction.
 7.2 Recommendation 2
 Literature on change management offer different tools for successful change
 processes (Kotter 1996, and Cohen 2005).
 Recommendation 2: Stick with the plan and demonstrate consistency regardless of employee resistance Precondition: A thoroughly prepared plan which is easy to communicate and understand
 Recommendation 1: Make sure that all employees are aligned with the forthcoming changes Precondition: An achievable goal and a clear vision which is easy to communicate and understand
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 The 8 step change model by Kotter (1996) presents 8 steps through which
 successful change can be implemented and introduces consistency and
 institutionalization of changes in the culture as the 7th and 8th step.
 In  an  interview  Schein  declares  “(…)  that all learning is fundamentally coercive
 because you either have no other choice (...)”  “(...) or it is painful to replace
 something that is already there  with  some  new  learning.”  (Coutu 2002: 103). He also
 describes that for learning to happen the survival anxiety must be greater than the
 learning anxiety. It is underlined that a change in corporate culture is a painful and
 slow process of unlearning and learning. According to Schein managers must create
 a safe environment and show credibility if they want to induce culture changes. Also,
 he claims that social activity can be an obstacle and does not create bonds among
 individuals as intended by the organizer of the event (Coutu 2002).
 7.3 Recommendation 3 The final recommendation is expressed through figure 2.
 It seems that the most obstructing thing about change is that it is so difficult to induce
 and make permanent. The description of learning as being painful reveals some of
 the understanding and also explains that changes just take time.
 Figure 2 show two phases in the merger process being pre-merger and post-merger.
 Throughout the premerger process planning is made in order to comply with the
 preconditions for Recommendation 1 and Recommendation 2.
 In the post-merger process the task is to follow Recommendation 1 and
 Recommendation 2.
 In all phases of the process there must be a continuous focus on inducing change
 readiness.
 The process of communicating changes, implementing changes and being consistent
 about changes is an ongoing process for management. The work on making changes
 is a never ending process and therefore it must be introduced to any organization as
 a part of organizational life.
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 Figure 2: Change making in M&A (Own creation)
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 8 Further Perspectives As a further perspective on this research I must conclude, that several issues
 regarding cultural integration in merger and acquisition processes are still
 undiscovered.
 The statement from Schein (Coutu 2002) that social activities, which have a purpose
 of bonding employees, actually may have the opposite effect, is intersting.
 What if employees to a much higher extent prefer to work rather than attending a
 picnic? And what if this picnic actually is a stress factor as the participants are not
 mentally ready for the bonding activity which is expected from the superior that
 arranged the picnic?
 So what do social activities help for in cultural integraton?
 Another interesting thought that have come up during my study is how to measure
 succes. All executives interviewed stated that they had no regreats and would not
 make anything different in the process if they got the chance.
 So, is succes measured acoording to company goals and can financial succes be
 equaled organisational succes? What if employees are dissatisfied or what if the
 planned culture integration does not happen?
 I believe that succes demands more than achieving finacial coals, but who can make
 conclutions on an objective that reveals so much subjectivity?
 And if financial goals are achieved, which ececutive would then in any way admit to
 an unsuccesful merger or acquisition?
 More related to my findings in this study, I also see an interesting question in why
 executives in merger and acquisitions where there is no culture change with the
 acquirer, have a higher propensity to place responsibility for change diffucltues with
 themselves than executives from banks who have made a culture change. This
 though, will require a substantial amount of research time and also requires
 executives who are willing to participate.
 Even though there are so many unrevealed questions, I have at least through this
 study contributed to the already existing knowledge on mergers and acquisitions.
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