[image: ]



Business Management Report: 
Discussion of the management issues in the merger of     T-Mobile US Inc. and Sprint Corporation


Presented to:	Dr. Leo Ho
Lecturer of DBA Program,
University of Wales Trinity Saint David

Topic:	HKBM7002 Managing in Complex environments: Strategies, Insights and Solutions

Prepared by:	Lam Chong Hang (Student Number: 2031103)

Date:			28 February, 2022



Table of Contents


	Assessment Cover Page ………………………………………………1
Business Management Cover Page …………………………………. 2
Table of Content ………………………………………………………3
Executive Summary …………………………………………………..4 – 5
1 Introduction
1.1 Development of telecommunications industry in United States …..6 - 7
1.2 Background of T-Mobile and Sprint..................................................8 - 10
1.3 Merger of T-Mobile and Sprint …………………………………….10 - 12
2 Findings and discussion
2.1 Leadership and cultures making T-Mobile a success ………………13 - 16
2.2 Challenges from announcement to completion of the merger ……..16 - 18
2.3 Post-merger performance …………………………………………..18 - 20
2.4 What make a M&A failure …………………………………………21 - 22
3 Recommendations …………………………………………………...23 - 24
4 Conclusions ......................................................................................... 25
References ...............................................................................................26 - 35






Executive summary

Purposes
Mergers and acquisitions are common strategies in business growth. However, a significant proportion of transactions were failed. This report uses the merger of T-Mobile US Inc. and Sprint Corporation as a case to study the people management issues that arose in the organization because of the re-structuring exercise. Through the evaluation, recommendations will be proposed to improve the future of the new combined organization.

Findings and Conclusion
The merger was announced in April 2018 and completed in April 2020. During the process, current employees were worried so much about their future job security and reduction in income. Resignation of CEO, John Legere, also led all stakeholders to hesitate about the future development of the new combined company, people questioned that whether the company could maintain the strong business growth, keep the commitments to employees and provide high quality customer services as before. Indeed, after the merger was completed, some surveys indicated that the scores on customer satisfactions of the new company were dropped. ‘Great Resignation’ also a key issue to the workforce stability especially for technology industry. To tackle all these challenges, leaders need to step out from the past successful history to adopt new leadership style and people strategies.




Recommendations
According to the situations of T-Mobiles, several recommendations are suggested.
Firstly, the company should prioritize employees’ initiatives so as to retain qualified employees, six employee-focused strategies for companies under transformation are discussed.
Secondly, team-centric leadership style is suggested for CEO in order to reduce the direct comparisons between ex-CEO and current CEO. Besides, this style can increase the engagement level of employees, it is critical for improving company productivity and employee retention, as well as promoting innovation and creativity culture.
Thirdly, some useful management and leadership skills are suggested, such as personal coaching and trust building skills, to equip leaders to be more human- and team-centric.
Finally, ‘Great Resignation’ is highlighted as a challenge for organizations in the coming few years. Four steps are suggested to support the company to transform resignation to retention.





1 Introduction

1.1 Development of telecommunications industry in the United States
Telecommunication industry in most of the countries was a natural monopoly throughout the twentieth century (Trubnikov & Trubnikova, 2018; Yoo, C. S.,2011). 
In a natural monopoly, economies of scale exist over the entire range of market demand, which are attributed to high fixed costs. Therefore, in this case, it is more efficient to have one single company to provide service to the market instead of several that would serve only a part of it. (Numa, G., 2012)
Black (2002) further elaborated that natural monopoly exists because massive outlay of capital was required to provide the service and the average cost of the service could be reduced with concentration of customers. However, developments of technology have been forcing the industry to change from monopoly to a platform-based oligopoly where different services platforms have been created including telephone, cable, satellite, and wireless carrier etc (Hausman & Taylor, 2013). With new technologies, competitions are also increased in telecommunication industry. According to Kind (2013), all major telephone companies in 1980s in the United States lost more than 50% of their wireline customers in the past 6 years due to technological improvement.
In addition to technological advance, government deregulation policies also enhance competition. Dieli, O. J. (2020) argued that change in wireless mobile phone technology together with deregulation of the telecommunication industry can help improve the economic welfare of a country. During the process, domestic and international private investors bought new capital to the industry. When the number of carriers went up, the production cost of production went down. The reduction in production cost resulted in drop in prices of products and services. As investors could see the profits, more new investors joined the industry, finally increase in competitions further reduced the prices.
In order to increase the competitions in telecommunication industry, the United States implemented new telecommunication law “The Telecommunications Act of 1996” in 1996 to replace the one launched in 1934. The aim of the new law is to encourage any investor to enter any communications business if interested and to let any communications business compete in any market against any other. It will affect local and long-distance telephone services, cable programming and other video services, broadcast services and services provided to schools. (The Federal Communications Commission, 2022).
The objectives are clearly stated by the regulator, but it needs time to prove whether the expectation can be met. Indeed, Mosco, V. (2006) reveals that only large industry players can benefit from deregulation. For example, after a period of three decades, when telephone price regulation was eliminated, actually only one carrier is dominant in the local telephone services market in Canada; for the wireless telecommunications business, three carriers have divided the markets.
Many studies were also focused on evaluating the success of the implementation of “The Telecommunications Act of 1996” in the United States in bring competitions to the carriers and benefits to the customers. Hausman, J. and Taylor, W. (2013) argued that the deregulatory trend was indeed reversed when the Act was implemented even though regulator believed opening the local and long-distance markets to competition but with strict cost-of-service regulation on the prices can benefit new competitors. Brotman (2016) declared that the Act did not achieve immediate success in the first five years, however in the telecommunications environment in 2016, twenty years after the enactment, both local telephone and cable companies to offer broadband and video services had been a powerful driver for new investment to facilities upgrades or new construction. Brotman (2016) quoted the figures to support the argument. The United States Telecom Association announced that the broadband providers have made $1.4 trillion in capital investments from 1996 through 2014. The National Broadband Map indicated that all 50 states of United States had broadband service, as the law targeted. In addition, Googles, as one of the new competitors, had provided competitive incentives for upgrading the speed of fixed broadband even further. In 2016, 65% of Americans could use fixed broadband at 100 megabits per second download or greater. Comparing with only 11% in 2010, the increase was fivefold. All these are evidence that the law can provide economic and consumer benefits.
From the above findings, consumers and the economy are benefited by deregulation in telecommunication industry. However, for existing carriers in the industry, they have to face the challenges from existing and new competitors, and some less competitive carriers may be forced to leave the market.
Okoeguale and Loveland (2018) found that deregulation of the telecommunications industry initiated by the Telecommunications Act 1996 increased the initial public offerings activity and industry competition, but decreased the survival possibility of the companies. In order to survive, telecommunication companies had to increase investment in technology and therefore larger companies are more advantageous in the competition as they have better resources. Finally, a significant increase in merger and acquisition activity in the telecommunications industry following deregulation in 1996.

1.2 Background of T-Mobile and Sprint
Sprint Corporation
On July 10, 2013, SoftBank Group Corporation (“SoftBank”) completed the merger with Sprint Nextel Corporation (“Sprint Nextel”). As a result, Starburst II, Inc. became the parent company of Sprint Nextel, which thereafter changed its name to Sprint Corporation (“Sprint”). SoftBank was the major shareholder of Sprint Corporation with about 85% ownership of the outstanding common stock of the company as of March 31, 2019 (Sprint Corporation, 2019).
Sprint and its consolidated subsidiaries, together was a communications company offering a comprehensive range of wireless and wireline communications products and services that are designed to meet the needs of individual consumers, businesses, government subscribers and distributors. The company offered wireless and wireline services to subscribers in all 50 states in the United States, Puerto Rico, and the U.S. Virgin Islands under the Sprint corporate brand. The wireless networks of the company were utilizing various technologies including third generation (3G), code division multiple access (CDMA), and fourth generation (4G) services utilizing Long Term Evolution (LTE) (Sprint Corporation, 2019).
The business strategy of Sprint before merging with another market leader was to be responsive to changing customer mobility demands of existing and potential customers, and to expand the business into new areas of customer value and economic opportunity through innovation and differentiation. In order to increase the success rate of these strategies, Sprint put greatest efforts and priorities in some key areas, they were developing comprehensive coverage, faster and higher capacity next generation network plan; creating a compelling unlimited value proposition; providing the best customer experience; and engaging employees and partners by making Sprint a great place to work.

	
	


T-Mobile US, Inc.
T-Mobile USA, Inc. (“T-Mobile USA”), was formed in 1994 as VoiceStream Wireless Personal Communications Services (PCS) company, a subsidiary of Western Wireless Corporation (“Western Wireless”). In 1999, it was spun off from Western Wireless, and acquired by Deutsche Telekom AG (“DT”) in 2001, afterwards, the company was renamed T-Mobile USA, Inc. in 2002. In 2013, T-Mobile US, Inc. (“T-Mobile US”) was formed through the business combination of T-Mobile USA and MetroPCS Communications, Inc. In 2018, T-Mobile US provided wireless services to 79.7 million postpaid, prepaid and wholesale customers and generated revenue by providing affordable wireless communication services to these customers, as well as a wide selection of wireless devices and accessories. In the same year, the company completed the acquisition of a television innovator so as to advance to the video market. (T-Mobile, 2019).
T-Mobile US provided diversified services and products. The company provided wireless communication services through a variety of service plan options and offered a wide selection of wireless devices, including smartphones, tablets and other mobile communication devices, which were manufactured by various suppliers. In 2018, T-Mobile US was the third largest provider of postpaid service plans and the largest provider of prepaid service plans in the U.S. as measured by customers. AT&T and Verizon were significantly larger than T-Mobile US at that time, they could enjoy greater resources and scale advantages. In addition to these two giant competitors, the company also faced competitions from numerous smaller regional carriers (T-Mobile, 2019).

1.3 Merger of T-Mobile US and Sprint
Private companies use different strategies to secure their own market shares and get bigger when opportunities came. For example, some wireless carriers used aggressive pricing as a source of differentiation, some carriers sought to add ancillary services to enhance their attractiveness, like mobile video. T-Mobile US identified several competitive factors in the wireless telecommunications industry include pricing, market saturation, service and product offerings, customer experience, network investment and quality, development and deployment of technologies, availability of additional spectrum licenses and regulatory changes (T-Mobile, 2019). Besides, T-Mobile US also wanted to increase market share through merging with Sprint.
On April 29, 2018, T-Mobile US entered into a Business Combination Agreement to merge with Sprint in an all-stock transaction. The combined company was named “T-Mobile USA, Inc.” (“T-Mobile”). As a result of the merger, it was expected the new company could be able to rapidly launch a nationwide 5G network, accelerate innovation and increase competition in the U.S. wireless, video and broadband industries. Both companies believed that neither T-Mobile US nor Sprint on its own could generate comparable benefits to consumers and therefore they agreed to merge (T-Mobile, 2019).
Immediately following the merger transactions, DT and SoftBank were expected to hold approximately 42% and 27% of ownership of the combined company respectively. The board of directors consisted of fourteen directors, of which nine were nominated by DT, four were nominated by SoftBank, and the final director was the CEO of the combined company (Sprint Corporation, 2019). 

T-Mobile (2019) estimated that the new combined company will be an aggressive competitor in wireless, broadband and beyond, providing quality services to consumers at more affordable and lower prices, and hiring more people starting from the first day of operation of the new company. It also forecasted that by 2024, the new T-Mobile network will have approximately two times the total capacity and three times the total 5G capacity of the total capacity provided by the original T-Mobile and Sprint together, also it will have 5G speeds four to six times what they could achieve on their own alone. Together with Sprint’s expansive 2.5 GHz spectrum, T‑Mobile’s nationwide 600 MHz spectrum and other combined assets, the new T-Mobile is aiming to create the highest-capacity network in the United States history.
Due to regulatory challenges, the merger transaction was finally completed on April 1, 2020, two years from the first announcement in April 2018. During the period, the financials of Sprint was declined, so the final agreed price of the merger was adjusted to reflect the changes (Klebnikov, 2020). 
Although the completion date was lagged behind the original expectation, both companies in the merger were excited when the merger transaction finished. Klebnikov (2020) quoted that in an occasion conducted in February 2020, John Legere, the Chief Executive Officer (‘CEO’) of T-Mobile US, told the public that the new combined company would focus on offering U.S. consumers a broad and deep nationwide 5G network, more choices and greater competition, he was confident that the goals would be achieved very soon. 
Indeed, not only the senior executives of T-Mobile US and Sprint were looking forward to getting benefits from the merger. According to Hanna (2018), there were two reasons that the merger could bring benefits to the customers. Firstly, before the merger, there were existing four major carriers, namely Verizon, AT&T, T-Mobile and Sprint. But the first two largest market players each had about one-third of all clients using their wireless services, T-Mobile and Sprint each had roughly one-sixth. Implementing new technology in telecommunication industry, like 5G technology, needs huge capital costs, so having greater client base means more capital inflows. Without the merger, the third and fourth largest carriers alone would be constrained by capital and had the chance to be lagged behind in launching advanced technology, and loss of customers may result. Therefore, if they could combine, it would enable them together to become a competitor with similar scale to the largest two carriers and was definitely advantageous to their future development. Hanna (2018) argued that, no matter in what industry, two competitors could easily become oligopoly, but three competitors with similar scale may introduce more vigorous competitions. So real competitions in telecommunication industry would happen after the T-Mobile US and Sprint merged.
Secondly, if capital were constrained, it is reasonable to concentrate capital on markets with potentially higher profits. Therefore, if both T-Mobile US and Sprint developed their own 5G technology, it can be expected both would focus on same areas, like major cities with high populations as they had higher opportunities to use their services and consume more. Consequently, some people in rural areas and middle America would be suffered. Therefore, provided the new combined company could agree to support the unserved and under-served areas in 5G technology from the public interest perspective, the regulator should also support three competitors of roughly equal scale in the telecommunication industry.




2 Findings and discussion

Before the merger of T-Mobile US and Sprint, T-Mobile US had achieved good records in business performance, customer and employees’ satisfaction. Everything happened when the company was led by John Legere. This part will discuss the changes of T-Mobile after the merger.

2.1	Leadership and cultures making T-Mobile a success
John Legere, the CEO of T-Mobile US, joined the company in 2012. At that time, the company was in poor condition and customer were leaving, no one was confident that it could compete with the top three carriers, that is Verizon, AT&T and Sprint (Lachapelle, 2019). However, just a few years, the company changed completely, no matter in profits, market share, branding and culture. Palenchar (2015) stated that in the quarter ending September 2015, the company reached 10 consecutive quarters of more than 1 million net increase in customers. At the same time, it was also the second quarter that the company achieved net income, one year ago the company was still in loss. He also overtook the position of Sprint to become the third place in the industry in the same year. In 2016, after John joined T-Mobile for 4 years, the number of customers was increased from 33 million in 2012 to more than 67 million in 2016, increase by more than 100% (Feloni, 2016a).
John Legere started to rebuild the brand and image of T-Mobile US from himself when he joined the company. Figure 1 compares the appearances of John Legere in 2009 versus 2019 (Legere, 2019). By keeping long hair and wearing bright magenta T-Mobile T-shirt with accessories like leather jacket, sneakers, sports coats or chef’s hat etc., he wanted to convey the message to people that he is energetic and friendly, and this is also the characters of T-Mobile US. He wanted customers and employees to visualize the image of T-Mobile US.

Figure 1 John Legere compares his appearances in 2009 versus 2019. 
[image: Image]
For a senior executive aged near 60, it is not easy to break the traditions, but it is important for John Legere to take this step because wireless telecommunication is a young and consumer-driven business, the average age of customers of T-Mobile US was just around 27 (Feloni, 2016b). 
He also had other breaking ideas by leveraging on the influencing power of social media to promote himself and also the company. He opened a personal Twitter account to interact directly with the everyone. Since he joined Twitter in 2013, he had accumulated 2.26 million followers and had 12 million "engagements" with others (Reisinger, 2016). His strategy was successful, he increased T-Mobile US’s reputation and customer size (Chang, 2014).
Impressive image and branding can draw attention from potential customers who may be interested to pay for the services. However, if the service commitment cannot be delivered, customers will finally leave. This is one of the critical elements making a company to sustain the success. John Legere also knew about this and therefore he had done several things to motivate the employees to make them work for the company with heart. Feloni (2016a) quoted CEO’s words that T-Mobile gave company shares to the employees. Furthermore, every time when John Legere told the employees about the company’s development and performance, he emphasized that they were the owners and partners of the company, so what he was doing is to respect them. This made the employees feel that the company respected them and they were important, it motivated the employees to work harder.
John Legere would do something that other CEOs did not prefer to do. Feloni (2016a) mentioned he visited call centers and retail stores as a regular practice. In the visits, he took pictures with the employees, told them about how things were going in the company, most importantly, CEO said thank you to them and helped them see how their behaviours and efforts contributed to the successful culture of the company, and they changed the industry. The behaviours of John Legere reflected that he was a human-centric leader. Human-centric leaders put their employees first. The leaders can influence, motivate and bring people together to encourage growth, enhance innovations and respond to challenges proactively. These leaders can empower employees willingly to improve their ability, attention and attitude to work such that optimal performance and productivity can be achieved (Kummamuru and Murthy, 2014).
Nowadays technology provides opportunities for organizations, but at the same time employees are losing identity in the workplace. T-Mobile understood the importance of highly-skilled employees in their business operations, therefore they emphasized the needs to retain or motivate key personnel, hire qualified people and maintain corporate culture (T-Mobile, 2019). If organizations can have more interactions, motivations and experience personalization with the employees, they will find meaning from the jobs, which can help improve the business productivity (Human-centric superjobs, 2019). 
‘T-Mobile U.S. reports record growth in 2014’ (2015) reported that T-Mobile US had the best year of growth in 2014 in the history, the major reason was the launch of Un-carrier in 2013, which transformed the wireless industry with innovations.
T-Mobile US understood that using traditional business strategies or just following the rules set by the two biggest wireless carriers, Verizon and AT&T, could not win the game, so John Legere stated that T-Mobile US must have bold moves (Shaer, 2013). When the fourth largest wireless carrier at that time decided to make changes, the first question that they needed to answer themselves was “What are the major pain points for consumers?”. They concluded that the traditional 2-year contract data plan model was the topmost pain point to the consumers, therefore T-Mobile US decided to launch the “Un-carrier” marketing campaign (Munson, 2013).
Smart phones were expensive, consumers did not want to pay the full purchase price, then they could buy at a discounted price by joining the 2-year contract of the wireless carriers. However, under the contracts, the customers might need to tolerate low wi-fi speed, poor customer services and wastage of unused data. In “Un-carrier” plan, the customers not only did not have 2-year contract, but also could enjoy more added services and unlimited data at a lower monthly fee. The campaign was very successful in T-Mobile US leading the company to new annual profit and record-high number of customers. After two years, Verizon, the largest wireless carrier in the United States was forced to follow the “Un-carrier” approach by removing the contracts (Rash, 2015). Verizon’s change in business strategy by offering no-contract plan indicated that T-Mobile US had finally won the battle with innovations. Consumers also won because they paid less but had more flexibility.
In the “Un-carrier” movements campaign, there were 12 numbered elements, all elements were related to consumers’ benefits. For example, the first element was ‘Un-carrier 1.0: Elimination of service contracts’, the twelfth element was ‘Un-carrier 12.0: Moved to T-Mobile One, a single unlimited data/call/text plan.’ (Feloni, 2016a). All new features would be categorized in these 12 elements. After a few years development, “Un-carrier” was not just about marketing campaign or customer services, it was also about a culture in T-Mobile US. (T-Mobile) mentioned business performance, company developments, employee spotlight, community services, and next generation care etc. When employees had aligning culture and values, they would be more passionate, engaged and committed to their roles and the company.

2.2	Challenges from announcement to completion of the merger
John Legere announced to the public passionately that there would be many plans to be implemented after the merger transaction completed, however, he was no longer the CEO of T-Mobile after the merger. New T-Mobile CEO Mike Sievert reported to new role on April 2, 2020.  He joined T-Mobile in 2012 as Chief Marketing Officer, before that, he was a senior marketing executive at AT&T Wireless and Microsoft. In 2015, he became T-Mobile's Chief Operating Officer and then the President two years ago (Pressman, 2020).

The cost of merging Sprint into T-Mobile US was $26 billion, Hale (2020) argued that the new T-Mobile could increase the fees for pre-paid and some low-cost mobile phone plans because extra cost was incurred and the market was dominated by three key carriers instead of four. Although the new T-Mobile has committed to maintain current fees for three years, many existing consumers of Sprint may have the worry that they are required to pay higher fees if they continue to use the telecommunication services from new T-Mobile after this transitional period and may consider changing to other carriers when the contracts expired. Then, some competitors may also take this opportunity to seize some market shares from the new combined company. From this perspective, the merger and acquisition in telecommunication industry in United States may be able to offer benefits to consumers, but also create new challenges to the companies in the transactions. The leaders in the new combined company have to bear this in mind and pay attention on the responses about the merger from all stakeholders and take necessary actions to tackle any potential challenges.
After the announcement of the merger agreement between T-Mobile US and Sprint in April 2018, concerns were aroused from different groups of stakeholders. One of them was the workers in T-Mobile, they were worried that their jobs would be lost after the merger. Communications Workers of America (CWA, 2019a) expresses concerns that significant number of employees in T-Mobile would lose their jobs or receive lesser wages or commissions, and subsequently a corresponding reduction in service quality to the customers. Analysis projected that after the merger of T-Mobile US and Sprint, 30,000 jobs out of 88,000 would be lost due to consolidation of duplicative stores and overlapped functional roles (CWA, 2019a).
Communications Workers of America (CWA, 2019b) further predicted that the merger was bad news not only to the employees of T-Mobile, but also to the United States and the customers due to three reasons. Firstly, when 30,000 workers lost their jobs, workers’ bargaining power would be reduced and therefore other workers would have the risk to be forced to cut their wages even they were still working. Secondly, the merger might increase concentration of some telecommunication services, including mobile voice and data services, and prepaid wireless services, which were already highly concentration, then competition was weakened, customers might be required to pay more due to reduced choices. It would affect the price-conscious customers more. Finally, Americans living in rural areas might not be able to access to affordable, reliable high-speed broadband service after the merger because significant increase in coverage required the new combined company to invest additional costs and this was not their focus.

2.3 	Post-merger performance
In a company undergoing restructure, it can be understood that workers were concerned about their future career and income. Can the management executives of the new combined company keep the commitments after the merger? May be only time can prove everything.
Fronciani (2021) suggested that the merger of T-Mobile US and Sprint in 2020 should be able to increase the market penetration of 5G network and the customer number. Besides, as both companies were doing similar businesses, significant reduction in operating costs and expenses should be achieved through the elimination of overlapped functional staff and stores. However, almost two years from the completion day of the merger passed, merger with Sprint was still the critical issue for investors to decide to invest in the stock of T-Mobile or not. They are still observing whether T-Mobile can cut costs while retaining customers (Krause, 2022).
Unluckily several hundreds of Sprint employees received bad news just two months after the completion of the merger. Best (2020) reported that nearly 400 employees from Sprint were told by a T-Mobile’s vice president in a six-minute phone call that their services were no longer needed. T-Mobile explained that the layoffs were part of their efforts to ensure their workforce could be transformed into a more effective and efficient team so as to serve customers in the best position. (T‑Mobile USA, Inc., TMU, 2020). TMU (2020) further said that, in order to meet their business objectives, they had to kick off a hiring initiative to increase 5,000 more positions in next year. The announcement from the corporate website was contradictory to the layoff action of the management. Telecommunication industry is a fast-changing industry requiring leading edge technological development and continuous innovations, if the telecommunication companies want to survive or perform even better, they have to invest in financial capitals and develop employees. When T-Mobile fired several hundred employees in Sprint with the reason that they were not suitable without further explanation, but at the same time announced to the public that the company needed to hire several thousand new employees for future development, these actions together would create confusions to the employees as well as the public the planning of the new T-Mobile, employees would feel unsecure which may result in reduction in workplace productivity. Therefore, management executives should understand well the impacts of each decision and the responses from different stakeholders, and at the same time, work out possible solutions or strategies to handle all these issues.
As time goes on, more comments about the performance of the new T-Mobile were reported. The rating on customer satisfaction of T-Mobile were slipped from above average to just average in a survey announced in October 2021 by Consumer Reports, an independent, nonprofit member organization aiming to create a fair and just marketplace for all to help promote the rights and interests of consumers (Moritz, 2021). Keys (2020) quoted in last year, the same report ranked T-Mobile the highest with an overall satisfaction score of 81 out of 100, the scores of other major carriers are 73 by Verizon, 70 by Sprint and 69 by AT&T. Another survey by American Consumer Satisfaction Index showed T-Mobile fell from best to worst among the three major carriers (Moritz, 2021). The scores reflect that consumers were less satisfied with the service standards of the new T-Mobile.
Moritz (2021) argued that there were several reasons for the decrease of consumers’ satisfaction of the new combined T-Mobile when compared with the old one. Firstly, United States has been experiencing the higher-than-normal resignation rate of workers starting from the spring of 2021. T-Mobile said that this social phenomenon had negative impacts on their staff retention and the situation was serious than anticipated. And for the remaining employees, the job got much tougher. Secondly, the management style and strategies of the CEO of the new combined T-Mobile, was different from the ex-CEO John Legere who successfully inspired the public that he was consumer-centric, and always put consumers in high priority. Mike Sievert, current CEO of T-Mobile, chose a straight forward plan, he squeezed out costs from the company to invest in 5G technological development to compete against Verizon and AT&T. When consumers could not connect with the new CEO, they would not support him. Finally, employees of old T-Mobile left the company after merger because they found that both benefits and working culture were changed in the direction that they did not treasure. Level of consumer satisfaction increases with employees’ performance and engagement. The scores reflected T-Mobile should work out strategies to improve the consumer satisfaction, it seems that improving staff retention, rebuilding the image of CEO to be more consumer-centric and reshaping cultures may be some areas to consider.

2.4	What make a merger or acquisition failure
When two companies decided to merge, senior executives of both companies should be keen to complete the deal as it should be beneficial to them. However, in reality, not all mergers and acquisitions could achieve the outcomes that they were expected. Even the merger or acquisition was finally completed, there were still many challenges to the combined company.
No matter how successful the companies were in the pre-merger stage, the merger of both companies would have the opportunity to become a disaster, the merger of Daimler and Chrysler in 1998 was a remarkable case (Steigenberger, 2017). Weber and Camerer (2003) suggested that cultural conflict and coordination failures contributed to many mergers and acquisitions, but these were easily underestimated. They also argued that cultural differences might also be one of the reasons for high employee turnover rate after mergers.
Gill (2012) noted that in successful mergers and acquisitions, leaders had to understand cultural differences and their impacts on the organizations’ performance. Besides, leadership style also needed to be considered whether it was suitable for the desired cultural values. 

On the other hand, leaders must also pay attention on the emotions of employees because they were experiencing job insecurity, changes in operating process and culture clashes during the integration, all these would trigger negative emotions which may affect their works and progress of integration (Steigenberger, 2017).
Zhang et al. (2015) discussed leaders with different styles may have different approaches to retain talented employees. Authoritative leaders emphasized communication; coaching style leaders used incentive structure to positively influence the employees’ retention; task-focused leaders used position and performance and relationship-focused leaders emphasized network, communication and incentive structure. It implies that by using suitable approaches, leaders of different styles can also make the merger and acquisition successful.
Dunbar (2014) identified the core competences that leaders in acquiring and targeted companies under merger and acquisition should have, these competences could predict the success of the business decision. For leaders in acquiring companies, they should be able to motivate and influence others, build relationships, develop colleagues, act with integrity, show adaptability and focus on customers’ needs. Similarly, leaders in targeted company should be able to motive and influence others, built relationships, in addition, they should also need to provide direction to the employees.


3 Recommendations

The findings in last session reflected that T-Mobile should work out strategies to improve the talent retention, rebuild the image of CEO to be more human-centric and reshape culture.
Argenti et al. (2021) found that companies with successful transformations commonly prioritized employees in initiatives. The most successful transformers had six attributes, they are attractive employee pay, availability of employee share ownership schemes, high employee satisfaction score, emphasis on Diversity, equity and inclusion (“DE&I”), more female managers and higher proportion of female employees (Argenti et al., 2021). High pay is an attractive factor, but clear assessment criteria should be provided to the employees to avoid unnecessary arguments and perception of bias and unfairness. Companies may want to increase the psychological ownership of employees through employee share ownership schemes, however, McConville, Arnold & Smith (2016) argued that there may be only little effect, employees expected to have more financial rewards through the schemes. On the other hand, Yoon and Sengupta (2019) suggested that investing in training and providing early promotional opportunities together may be able to maximize employees’ productivity effect of employee share ownership scheme. Suitable training should be tailor made to employees in different levels and functions to help improve their capabilities in their positions. Dixon-Fyle et al. (2020) stated that performance of employees was higher if diversity in terms of gender and ethnicity was greater. In addition, culture with diversity and inclusion is critical for an organization to succeed as it encourages employees to fully perform themselves and form a strong bonding in the teams.
John Legere was a very successful leader in T-Mobile US in the pre-merger years, his rock-star appearance, “Un-carrier” marketing campaigns and overwhelming social media exposures attracted high attention from both customers and employee. All he had done before put great pressure on Mike Sievert, current CEO of T-Mobile, because it is unavoidable that everyone including employees, customers and competitors would compare the CEOs. Indeed, current CEO is less aggressive. Sievert (2021) shared that he is still learning to be a CEO and continued to be proactive about learning and improving the successful ways to lead his company. However, accelerating technological change and industry disruption urge organizations to create innovation culture (Ishak, 2017). Leader in innovation culture could lead the employees to account for the corporate goals, focus on key areas and commitments to stakeholders (Ishak, 2017). T-Mobile indeed has pool of talents with good knowledge and experience, and CEO is also eager to learn the ways for himself and employees to continue to perform and innovate, it is recommended that CEO can adopt team-centric transformational leadership style.
Team-centric transformational leadership is positively related to team innovation and individuals’, contributions and cohesions of team members have unique and contrasting effects on company innovation (Klaic et al., 2020)
Miller et al., (2016) claimed that team-structure in organization can empower employees, increase communication effectiveness and improve information flow, this has been a trend in both private and government organizations.
To make the teams succeed, leaders need to practice different skills. Keith (2018) stated four areas in general management discipline that the leaders should develop, which are skills and ability, system and rules, training and proficiency, and supervision and correction. As discussed, strong cohesion within teams is critical for productive organizations, leaders can achieve by different ways, subject to the resources and constraints. Forbes Coaches Council (2018) summarized the most effective methods from leading business and career coaches to develop team spirit and also cohesiveness. There are fourteen ways, namely developing engagement rules; clearly defining commitments; showing trusts to the members; practicing openness, credibility and respect consistently; demonstrating respectful argumentation; identifying reasons leading to low trust within teams, if happened; creating suitable situations for the team members to share on a personal level for trust building reason; scheduling regular team meals, like lunch or happy hour; understanding styles of team members through suitable assessment tools such as DiSC and MBTI; creating ‘must do” tasks in a team to encourage the member to build trusts through collaborations; allowing members to know without hiding the strengths and weaknesses of the leader; admiring members openly but providing comments individually to ensure trust building; allowing members to share their own stories and leader is the first to share; building bonds outside the organization like doing voluntary services.
‘Great Resignation’ was a term proposed by an associate professor of the Texas A&M University to describe the trend that people thinking to quit or quitting their jobs in post-pandemic world (Mehta, 2021). In the United States, ‘Great Resignation’ is also a recent trend that employees have resigned from their jobs voluntarily since early 2020. If the trend continues, recruitment and retention of organizations will be deeply affected and consequently the organizational performance and productivity will also be adversely affected. Cook (2021) found that technological industry had the highest resignation rate. Therefore, T-Mobile should also have appropriate quick-fix strategies to reduce the negative impacts from this trend, if possible, take advantages from the change. Fan (2021) recommended that four basic but important steps to transform employees’ resignation to retention. Firstly, company needs to have diversified contact points to engage employees and align their experiences with the company’s cultures and values, company so that they can feel psychologically safe and sense of belonging. Secondly, leaders should apply human-centric leadership style to let the employees feel more inclusive, trustworthy and caring from the leaders. Thirdly, company has to demonstrate a culture of ‘Diversity, Equity &Inclusion’ to make employees feel company is in the setting of allyship and fairness, and everyone in the team has great opportunity for learning and development. Finally, company has to take care of the employees’ wellbeing in all perspectives, including but not restricted to physical, financial and mental, through different activities and events.





4 Conclusions

This report studied the people management issues in the organizations under re-structuring exercise by using the merger case of T-Mobile US Inc. and Sprint Corporation. It was found that negative emotional responses of employees, cultural change due to change of CEO, inconsistent corporate strategies in employees’ treatment and challenge from ‘Great Resignation’ caused deterioration in customer satisfaction.
Recommendations on different areas were made, including implementation of policies for employees’ retention, adoption of human- and team-centric leadership style for CEO and senior executives, development of innovative and creative culture, developing coaching skills for leaders and strategies to transform resignation to retention in ‘Great Resignation’.
Finally, becoming a human- and team-centric leader with innovation culture is a process, Hannum and McCollum (2020) emphasized four steps to succeed, which are inspiring to consolidate career goals, engaging with employees to contribute, innovating to breakthrough from status quo, achieving organizational and individual growth through daily tasks and ongoing communications.
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