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1. [bookmark: _Toc210069311]Executive Summary
This study investigates the post-merger people challenges faced by AFI following its acquisition of Volac Whey Nutrition (VWN), with a particular focus on the evolving role of line managers. The research is grounded in the recognition that while mergers are often justified on strategic and financial grounds, their success is frequently undermined by cultural misalignment and insufficient support for the people charged with delivering change.
Line managers at AFI, historically focused on operational delivery, were suddenly required to act as the conduit between strategic HR initiatives and everyday practice. The study aimed to examine their confidence, capability, and support needs, and to evaluate potential HR solutions to strengthen organisational change outcomes.
A qualitative case study methodology was adopted, underpinned by an interpretivist philosophy to capture lived managerial experiences. Data was collected through semi-structured interviews with six-line managers, supplemented by secondary organisational data and benchmarking literature. Thematic analysis identified six key themes: emotional readiness, confidence and capability, training and development, communication and support structures, cultural integration, and opportunities for improvement.
Findings revealed that while managers demonstrated high levels of intrinsic confidence, their effectiveness was undermined by unclear expectations, inadequate training, and inconsistent communication. Training programmes were often generic and poorly timed, limiting their impact. Communication, though frequent, lacked clarity and practical relevance, while cultural misalignment between UK and Danish teams created barriers to collaboration and decision-making. Despite these challenges, managers offered constructive suggestions, including clearer role definitions, modular and tailored training, cross-site mentoring, and enhanced leadership visibility.
The study highlights the enduring value of classic frameworks such as Kotter’s (1996) Eight-Step Model, Herzberg’s (1959) Two-Factor Theory, and Bandura’s (1977) Self-Efficacy Theory, while emphasising the need to complement these with contemporary perspectives such as Edmondson’s (2019) psychological safety and CIPD’s (2023) digital HR models. The research concludes that AFI must invest in clearer role clarity, context-specific training, and strengthened communication to unlock the full potential of its line managers as agents of change.
The findings provide transferable insights for HR professionals managing post-merger integration. By embedding people-centred strategies alongside structured change frameworks, organisations can build resilience, sustain engagement, and ensure that strategic ambitions are realised in practice. The analysis therefore contributes directly to AFI’s business case for change, ensuring HR recommendations are evidence-based, actionable, and aligned with strategic goals

2. [bookmark: _Toc210069312]Poster
[bookmark: _Toc210069313]2.1 Post-Merger People Challenges: A Line Managers’ Evaluation at AFI
[bookmark: _Toc210069314]2.1.a About AFI
AFI is a UK–Danish organisation that acquired Volac Whey Nutrition (VWN) in November 2024. The integration aimed to streamline operations, reduce duplication, and build a unified culture across sites. A major change was the shift from an HR-led to a management-led model, with line managers assuming responsibility for staff performance, development, and wellbeing. This created opportunities for agile leadership but also heavier workloads, inconsistent guidance, and cultural frictions between UK and Danish teams. Understanding these dynamics is critical for sustaining long-term post-merger success.
[bookmark: _Toc210069315]2.1.b Literature Review
Organisational change is commonly framed through Lewin’s (1951) three-step model and Kotter’s (1996) eight-step framework. While widely used, both face criticism for being simplistic or rigid in fast-changing contexts (Burnes, 2017; Appelbaum et al., 2012). Contemporary perspectives emphasise agility, communication, and psychological safety (Combe, 2014; Edmondson, 2019).
Line managers are pivotal to HR delivery, but their effectiveness relies on capability, clarity, and support (Purcell and Hutchinson, 2007; Torrington et al., 2017). Bandura’s (1977) self-efficacy theory highlights the role of confidence, while Herzberg’s (1959) two-factor theory shows how relevant training and recognition motivate managers.
Evidence-based HR, Barends et al., (2014) and benchmarking provide useful tools, but over-reliance risks imitation without cultural fit (Marchington andWilkinson, 2016). Overall, the literature indicates that post-merger success depends on both structural change and equipping line managers with tailored support.

[bookmark: _Toc210069316]2.1.c Research Methodology
A qualitative case study approach was adopted (Walker and Solvason, 2014). Six mid-level line managers directly involved in AFI’s post-merger transition participated in semi-structured interviews (Appendix 1). A purposive sampling strategy ensured participants were well placed at the intersection of operational and strategic responsibilities.
To enhance the credibility and depth of the analysis, data triangulation was employed (Flick, 2018). In addition to primary qualitative data, secondary sources such as HR policies, training logs, and external benchmarks were reviewed. Triangulation allowed for cross-verification of themes, ensuring that findings were not reliant on a single data source. This process strengthened the validity of interpretations by confirming consistencies and highlighting discrepancies between documented policies and participant perceptions. It also provided a richer, more contextualised understanding of the organisational environment, thereby increasing the overall trustworthiness and rigour of the study.
Ethical approval was obtained. Participants were provided with clear information, gave informed consent, and were assured of confidentiality and anonymity (BERA, 2024). Reflexivity was maintained, with the researcher acknowledging potential bias as an insider/outsider.

[bookmark: _Toc210069317]2.1.d Key Findings
Managers expressed a range of emotions, from optimism to frustration, reflecting both resilience and strain in adapting to new responsibilities. All six rated their confidence highly (4–5/5), consistent with Bandura’s (1977) self-efficacy theory, yet uncertainty grew due to unclear expectations and lack of structured feedback. Five of six criticised training as generic and poorly timed, echoing Herzberg’s (1959) view that the absence of relevant development demotivates, while one manager acknowledged condensed but useful provision.
Communication was frequent but inconsistent; four managers described leadership updates as unclear or poorly timed, reinforcing Kotter’s (1996) emphasis that messaging must be continuous, clear, and practical to sustain change. Three managers highlighted cultural tensions between UK and Danish teams, citing differences in decision-making styles, while others described integration as generally supportive.
All six managers proposed improvements, including clearer role definitions, cross-site mentoring, and agile implementation teams. These recommendations align with contemporary HR perspectives that stress the value of agile leadership, psychological safety (Edmondson, 2019), and tailored support structures in complex, post-merger environments.
[bookmark: _Toc210069318]2.1.e Conclusion
The shift to a management-led HR model created new challenges for line managers, despite their demonstrated resilience and adaptability. Training gaps, inconsistent communication, and cultural frictions emerged as the most pressing barriers. Drawing on Kotter’s (1996) change management model, Bandura’s (1977) self-efficacy theory, and Herzberg’s (1959) motivation-hygiene theory, the findings indicate that confidence alone is insufficient without robust organisational support. Evidence-based recommendations include modular training programmes, mentoring schemes, clearer role definitions, and enhanced leadership visibility. Addressing these areas will not only facilitate AFI’s immediate post-merger integration but also strengthen its long-term strategy to develop agile and resilient leadership across sites. These insights contribute directly to AFI’s business case by demonstrating how effective people practices can be aligned with strategic organisational outcomes.
[bookmark: _Toc210069319]Supplementary Notes
[bookmark: _Toc210069320]3. Introduction
This research is situated within AFI’s post-merger restructuring following its acquisition of Volac Whey Nutrition (VWN). The change redefined line managers’ roles: once operationally focused, they are now responsible for delivering HR initiatives at team level. As Torrington et al. (2017) and Purcell and Hutchinson (2007) argue, line managers are critical to HR implementation, but their effectiveness depends on clear expectations, support, and resources.
AFI acquired VWN to expand in the whey sports nutrition market, gaining a high-performing site with £100m of prior investment. Yet the merger created challenges of aligning two systems and cultures. Research shows that most mergers fail not for financial reasons but because of people and cultural factors (McKinsey, 2016; SHRM, 2017). Within AFI, these pressures were most visible in the demands placed on line managers. This study therefore examined experiences, confidence, and capability in navigating these responsibilities, aiming to generate evidence-based HR insights to support sustainable post-merger success. 
[bookmark: _Toc210069321]4. Literature Review
[bookmark: _Toc210069322]4.1 Change Management Frameworks and Human Responses
Change management has long been studied through models such as Lewin’s (1951) three-step process and Kotter’s (1996) eight-step framework. While Lewin provides a useful foundation, it has been criticised as simplistic in dynamic settings (Burnes, 2017). Kotter’s structured model remains widely used in large-scale change and was explicitly applied in AFI’s integration of VWN, creating urgency, guiding coalitions, and cascading vision. However, gaps emerged in sustaining change, particularly in equipping line managers for their new HR roles.
Contemporary perspectives, such as Agile Change (Appelo, 2011) and Combe’s (2014) “change agility,” emphasise flexibility and iterative learning. The Kübler-Ross Change Curve (1969) highlights emotional responses, though its deterministic stages are limited in capturing variation. Weiner’s (2009) readiness for change theory adds insight into shared commitment but is less applicable to AFI’s stepwise integration. Overall, Kotter’s framework best reflects AFI’s organisational approach, though modern perspectives highlight the importance of adaptability and emotional support.
[bookmark: _Toc210069323]4.2 Line Managers and Devolved HR Responsibilities
Line managers are increasingly viewed as central agents in delivering HR practices (Purcell and Hutchinson, 2007; Torrington et al., 2017). Their success depends on capability, clarity, and organisational support. Bandura’s (1977) self-efficacy theory explains how belief in ability influences performance, while Herzberg’s (1959) two-factor model shows how development opportunities motivate and poor communication demotivates.
Prosci’s ADKAR model (2003) highlights the need for awareness, desire, knowledge, ability, and reinforcement, offering a lens for evaluating whether AFI’s managers had the capability and motivation to embed change. Ulrich’s (1997) HR Business Partner model reinforces HR’s role in supporting and coaching managers, while recent CIPD (2023) guidance stresses digital tools and real-time feedback as enablers of ongoing support.
[bookmark: _Toc210069324]4.3 Evidence-Based HR and Benchmarking
Evidence-based HR (Barends et al., 2014) promotes decisions grounded in data, research, and stakeholder perspectives. Benchmarking is one mechanism for this, enabling comparisons with external standards to identify gaps (AIHR, no date.). In mergers, benchmarking can highlight integration priorities, but over-reliance risks imitation without context (Marchington and Wilkinson, 2016). For AFI, benchmarking against peers was useful, yet the unique challenge of equipping line managers required tailored rather than off-the-shelf solutions.
[bookmark: _Toc210069325]4.4 Decision-Making, Opportunity Cost, and Strategic Choices
Adair (2016) describes decision-making as identifying problems, exploring options, and selecting action. For AFI, the challenge was how to support managers with their expanded HR responsibilities. Opportunity cost was significant: investment in training might delay efficiency but build long-term capability (Fernando, 2021). Capron and Mitchell (2012) emphasise balancing immediate integration with future capability, while Kew and Stredwick (2016) highlight HR’s role as a partner in embedding decisions collaboratively.
[bookmark: _Toc210069326]4.5 Critical Synthesis
Classic frameworks such as Lewin (1951), Kotter (1996), Herzberg (1959), and Bandura (1977) remain relevant but is insufficient alone in modern, hybrid contexts. Kotter explains AFI’s integration at the organisational level, but does not address line managers’ micro-level challenges. Herzberg and Bandura highlight motivation and confidence but lack practical strategies for capability building.
Contemporary perspectives add depth: Edmondson (2019) stresses psychological safety, CIPD (2023) points to digital HR tools, and Zipse et al., (2024) explore sustainability-driven transformation. A clear gap exists in how organisations integrate these perspectives into post-merger HR practice, particularly in rural contexts like west Wales where the talent pool is limited. This study therefore investigates the lived experiences of AFI’s line managers, benchmarking findings against theory to generate actionable insights into supporting managers post-change.
[bookmark: _Toc210069327]5. Methodology
[bookmark: _Toc210069328]5.1 Research Aim and Objectives
The study aimed to investigate a business issue from a HR perspective and evaluate potential solutions to drive organisational change and build a robust business case. Four objectives supported this: (1) review literature on HR challenges in post-merger contexts, (2) identify challenges faced at AFI, (3) capture managers’ perspectives on confidence, support, and capability, and (4) generate recommendations through evaluation of best practice.
[bookmark: _Toc210069329]5.2 Research Philosophy
The study adopted an interpretivist philosophy, appropriate for exploring lived experiences in complex organisational settings, as interpretivism assumes reality is socially constructed and best understood through participant meanings (Bryman, 2016). Positivism was rejected being too focused on objectivity and generalisation, while pragmatism was discounted as it prioritises practical solutions over deeper interpretive insight (Saunders et al., 2019; Creswell and Poth, 2018).
[bookmark: _Toc210069330]5.3 The Research Onion
The methodological choices in this study can be mapped against the Research Onion (Saunders et al., 2019), moving from philosophy and approach through to data collection and analysis. In this case, the outer layers reflect an interpretivist stance and inductive approach, with a qualitative case study strategy at the centre. A full diagram and explanation are provided in Appendix 2.
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[bookmark: _Toc210069331]Figure 1: 
[bookmark: _Toc210069332]The Research Onion (Adapted from: Saunders, Lewis and Thornhill, 2019) 

[bookmark: _Toc210069333]5.4 Research Design
A qualitative case study design was used, allowing in-depth exploration of context-specific issues (Walker and Solvason, 2014). Semi-structured interviews were the primary data collection method, offering consistency while enabling flexibility to probe emerging themes (Kallio et al., 2016). To strengthen validity, interviews were triangulated with secondary data, including HR policy documents, training logs, and benchmarking literature.
Six mid-level line managers were interviewed, all directly involved in the post-merger transition. Purposive sampling ensured participants were positioned at the intersection of strategic and operational duties, maximising the relevance and richness of the data (Tajik, Golzar and Noor, 2025).
Collectively, these managers oversee approximately 192 employees, representing around 72% of AFI’s total workforce (~265 employees). This broad coverage highlights the significant scale and strategic importance of their devolved HR responsibilities and demonstrates that their perspectives are highly representative of the post-merger people experience.
A detailed breakdown of participant roles, departmental functions, and the number of direct reports is provided in Appendix 3, evidencing the scope of their influence and reinforcing the validity of the sample in capturing organisation-wide change impacts.
[bookmark: _Toc210069334]5.6 Data Collection
Semi-structured interviews generated rich, contextualised accounts of managers’ evolving responsibilities (Creswell and Poth, 2018). While time-intensive and vulnerable to bias, risks were mitigated through a standardised interview guide and confidentiality assurances. Secondary data sources included HR records, policies, training logs, and external benchmarking, enhancing validity by situating accounts in organisational practice (Flick, 2018).
[bookmark: _Toc210069335]5.7 Data Analysis
Transcripts were analysed thematically using Braun and Clarke’s (2006) six-step process, supported by reflexivity (Braun and Clarke, 2021). Although AI-assisted analysis is emerging (Goyanes et al., 2025), manual coding was chosen to preserve nuance. Five-point Likert ratings on communication, confidence, and training added a limited quantitative dimension for structured comparisons (Joshi et al., 2015).
[bookmark: _Toc210069336]5.8 Ethical Considerations
Ethical approval was secured before data collection. Participants gave informed consent, were assured of confidentiality and anonymity, and reminded of their right to withdraw. Data were securely stored in line with regulations, and reflexivity was maintained to minimise researcher bias and uphold integrity (BERA, 2024).
[bookmark: _Toc210069337]6. Research Findings 
Thematic analysis of the six interviews generated six overarching themes: emotional readiness, confidence and capability, communication and support, training and development, cultural integration and team dynamics, and opportunities for improvement (Braun and Clarke, 2006).
To ensure transparency and rigour, a Thematic Analysis Table was developed to evidence the progression from raw data to codes, sub-themes, and overarching themes. This table illustrates how participant quotes were systematically coded and grouped, providing a clear audit trail of the analytical process. The full table is included in Appendix 4.
Sentiment coding (positive, neutral, negative) was also applied to capture variation in tone, ensuring that both converging and diverging perspectives were represented rather than reducing findings to consensus alone.
The distribution of responses indicated that some themes were more strongly shared than others. All six managers discussed emotional readiness, confidence, and communication in detail, underlining their salience to the post-merger experience. Training and development was raised by five managers, while cultural integration was noted by three, showing that although not universal, cultural tensions were a significant concern for half of the group. Finally, all six managers offered ideas for improvement, suggesting that reflection on future practice was a common and constructive outcome of the transition.
Taken together, these themes reveal a balance between individual-level experiences (emotional readiness, confidence, capability) and organisational-level processes (training, communication, cultural integration), with opportunities for improvement bridging the two. They also highlight the organisational risks of leaving issues such as role ambiguity, insufficient training, and inconsistent communication unresolved, particularly in a high-pressure post-merger context. Each theme maps directly to the four research objectives: identifying HR-related challenges, capturing line managers’ perspectives, evaluating practices against established models, and generating evidence-based recommendations.
Classical frameworks such as the Kübler-Ross Change Curve (1969), Kotter’s (1996) Eight-Step Model, Bandura’s (1977) Self-Efficacy Theory, and Ulrich’s (1997) HR Business Partner model provided explanatory anchors. Contemporary perspectives—Agile Change (Appelo, 2011), psychological safety (Edmondson, 2019), and CIPD’s (2023) digital HR guidance—added nuance, capturing the realities of hybrid, post-merger contexts. Using this dual lens not only enhanced analytical rigour but also ensured the findings remained practical and relevant. Overall, the analysis contributes directly to AFI’s business case by demonstrating how line managers lived experiences connect people practices to strategic outcomes.
6.1 Emotional Readiness and Initial Reactions
All six managers reported strong emotional responses, though the nature of these varied. Three described the transition as stressful and ambiguous, two highlighted adaptability and resilience, and one expressed a mix of positive and negative reactions. For example, Manager 1 noted the process was “challenging, slightly ambiguous,” while Manager 2 reflected, “At first it was a lot, but I’ve learned to manage my emotions and get on with it.” These experiences broadly align with the Kübler-Ross Change Curve (1969), which charts a trajectory from resistance to acceptance, yet the diversity of reactions suggests that such linear models oversimplify lived experiences. Edmondson’s (2019) concept of psychological safety provides a more flexible lens, showing that resilience was stronger when managers felt able to voice concerns without fear of reprisal.
[bookmark: _Toc210069338]6.2 Confidence and Capability in New Responsibilities
Despite emotional strain, all six managers rated themselves between four and five out of five in confidence when handling their expanded responsibilities. Despite this, confidence was undermined by ambiguity and unclear expectations. As Manager 3 explained, “We’re being asked to do more, but there’s been little clarity on what success looks like.” This contrast between internal competence and external direction resonates with Bandura’s (1977) Self-Efficacy Theory, which emphasises the role of feedback, recognition, and clarity in sustaining performance. In the absence of such reinforcement, frustration and uncertainty emerged, revealing a gap between perceived capability and organisational support.
[bookmark: _Toc210069339]6.3 Training and Development Experience
Five of the six managers criticised the training provision, describing it as generic, poorly timed, and disconnected from their actual needs. Manager 4 reflected, “We weren’t prepared before launch no real induction,” while Manager 5 described the “learn as you go” approach as ineffective. One manager acknowledged some value, noting the training was “useful but too condensed.” These views reflect Herzberg’s (1959) Two-Factor Theory: while effective, relevant training can motivate, its absence becomes a hygiene factor that fosters dissatisfaction. The lack of role-specific preparation left managers feeling unsupported in their transition, reinforcing the importance of context-sensitive and modular approaches (Kirkpatrick, 1994).
[bookmark: _Toc210069340]6.4 Communication and Support Structures
All six managers confirmed receiving regular communication, mainly in the form of weekly email updates and virtual meetings. However, four described these as inconsistent or unclear. Manager 3 noted, “There were lots of messages, but not all of them made sense or were timely enough to help.” Several also observed that virtual formats were less engaging than face-to-face exchanges, limiting their impact. This supports Kotter’s (1996) view that effective communication must be clear, compelling, and consistent. In AFI’s case, the frequency of updates did not compensate for their lack of clarity or practical guidance, leading to feelings of information overload rather than reassurance.
[bookmark: _Toc210069341]6.5 Cultural Fit and Organisational Barriers
Three managers raised concerns about tensions between the UK and Danish teams, citing differences in leadership styles and decision-making processes. Manager 5 reflected, “Sometimes it feels like decisions are made without proper input from local teams.” Others, however, described integration as generally supportive, suggesting cultural misalignment was not universally felt but remained a significant barrier for some. These experiences underscore the importance of cultural alignment in post-merger contexts and reflect Ulrich’s (1997) argument that HR must act as a unifying force across geographies. Persistent frictions highlight deeper issues of power, voice, and representation within the new structure.
[bookmark: _Toc210069342]6.6 Opportunities for Improvement and Risk Awareness
All six managers proposed constructive suggestions for improvement, ranging from clearer role definitions to cross-site mentoring and agile implementation teams. Manager 6 warned, “If we don’t address the training and clarity gaps, we’ll stay stuck in the transition for far too long.” These insights resonate with Weiner’s (2009) theory of organisational readiness for change, which emphasises the need for both belief in change and confidence in the organisation’s ability to deliver it. While managers demonstrated willingness to adapt, they also highlighted risks such as burnout and disengagement if systemic challenges were left unresolved.
[bookmark: _Toc210069343]6.7 Overall Synthesis
Taken together, the six themes present a nuanced picture of AFI’s post-merger integration. Managers displayed resilience and confidence, yet their effectiveness was constrained by unclear expectations, inadequate training, inconsistent communication, and cultural tensions. Classical frameworks such as Kotter (1996), Herzberg (1959), and Bandura (1977) remain relevant in explaining these dynamics, but contemporary perspectives such as Edmondson’s (2019) psychological safety and CIPD’s (2023) digital HR guidance provide essential nuance for hybrid, cross-cultural contexts. These findings confirm that while AFI’s management-led HR model offers potential for agile leadership, its success depends on stronger support structures and targeted interventions. 
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[bookmark: _Toc210069344]Figure 2 This graph maps themes, demonstrating coherence between findings and aims.

[bookmark: _Toc210069345]8. Conclusion
This research examined the experiences of six line managers during AFI’s post-merger transformation, focusing on how they navigated evolving responsibilities as the link between strategic HR intentions and operational delivery. Thematic analysis of qualitative interviews, interpreted through classical and contemporary theories, provided a people-centred understanding of organisational change.
The findings align with the four objectives underpinning the study. Objective 1 was addressed through the identification of HR-related challenges, including training gaps (raised by five of the six managers), inconsistent communication (highlighted by all six managers), and cultural misalignment (noted by three managers). These findings echo Kotter’s (1996) view that capability-building and communication are vital for sustained change. Objective 2 was achieved by capturing managers’ confidence and capability: all six rated themselves highly (4–5/5), consistent with Bandura’s (1977) self-efficacy theory, though this confidence was undermined by unclear expectations and limited organisational support. Objective 3 was met by evaluating training and communication against established models: Herzberg’s (1959) theory showed that effective, role-specific training can motivate, while generic provision generated frustration. Finally, Objective 4 was fulfilled by collating practical recommendations: all six managers offered constructive suggestions, including modular training, mentoring, and clearer role definitions, aligning with contemporary HR perspectives such as CIPD’s (2023) emphasis on digital HR and agile leadership.
Several conclusions follow. Managers displayed confidence rooted in operational expertise, but this was weakened by role ambiguity, unclear success measures, and administrative burdens, consistent with Purcell and Hutchinson’s (2007) findings on devolved HR. Training, though welcomed, was widely criticised by five managers as generic and mistimed (Marchington and Wilkinson, 2016). Communication, while frequent, was rated as unclear or inconsistent by four managers, reinforcing Kotter’s (1996) emphasis on clarity. Cross-cultural tensions, noted by three managers, highlighted the need for political and cultural awareness (Gromkowska-Melosik, 2023).
The analysis confirmed the relevance of classical theories such as Kotter, Herzberg, and Bandura but also demonstrated their limitations when used in isolation. Contemporary frameworks provided nuance: Agile Change Management (Appelo, 2011) highlighted flexibility, Edmondson’s (2019) psychological safety explained variation in adaptability, and CIPD (2023) with Zipse et al. (2024) underscored the importance of digital HR and sustainability-driven transformation.
In addressing the central aim, the study provides a robust business case for targeted HR intervention. Clearer role definitions, structured feedback (Ulrich, 1997), modular training (Kallio et al., 2016), and cross-site mentoring are recommended, alongside greater leadership visibility and deeper HR involvement. Although based on a small sample, the findings offer transferable insights for HR professionals managing post-merger integration. With appropriate support, line managers can act not only as implementers of strategy but also as advocates and leaders of transformation.
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[bookmark: _Toc210069348]Appendix 1- Interview Guide: AFI Post-Merger Line Manager Interview Schedule
(Source: Researcher, 2025)
This appendix provides the semi-structured interview guide used to collect primary data from six mid-level line managers at AFI. The questions were designed to explore emotional readiness, confidence, capability, support structures, and improvement opportunities during the post-merger transition. The guide was underpinned by a multi-theoretical framework to ensure each question aligned with established organisational behaviour and HR development models.

AFI – Post-Merger Line Manager Interview Guide
This interview guide explores how line managers are adapting to the post-merger transition at AFI, with a focus on emotional readiness, capability development, and support needs. It is underpinned by a multi-theoretical framework to ensure questions are evidence-based and relevant to behavioural, organisational, and learning dimensions of change management. The central theoretical foundation is the CIPD (2011) Ability Framework, which highlights the importance of aligning employees’ skills, confidence, and behavioural readiness to organisational expectations.
The aim is to identify the skills gaps in the current role, and the purpose is to understand the gap to build a pathway to bridge the skills required as part of the integration.

1. Adjusting to Change (Kübler-Ross, Lewin)
· What were your initial feelings about the merger (positive, negative, or neutral), and has that evolved?
· Using three words, describe how you feel about the change/integration into AFI FF.
· List the changes you have observed in your team’s engagement or attitudes.

2. Confidence & Capability (CIPD Ability, Bandura, Role Theory)
· Describe what aspect of your role changed in terms of HR-related responsibilities.
· How confident do you feel in managing people responsibilities?
· What aspects of your role feel unclear or challenging since the change?

3. Support, Communication & Development (Ulrich, Kolb, Kotter)
· Please describe the support and communication you received during the integration process.
In your response, include the following:
Rate the positive support you received on a scale of 1 to 5, using the guide below, and explain how you felt about it:
· 1 – Very unhelpful: No meaningful support, felt unsupported throughout
· 2 – Poor: Minimal support, lacked clarity or consistency
· 3 – Neutral: Support was average, met basic expectations
· 4 – Good: Support was helpful and mostly consistent
· 5 – Excellent: Strong, proactive support that made a clear positive difference
Rate the effectiveness of communication about the integration on a scale of 1 to 5 (1 = Very Poor, 5 = Excellent).
Describe any training you received to help implement the integration and comment on how effective or relevant it was to your role.

4. Barriers & Enablers to Performance (CIPD Ability, Herzberg, Oxford Review)
· To what extent do you perceive that the changes during the integration may create organisational or cultural barriers that could impact your ability to manage effectively?
· If so, have you identified any support mechanisms that could enable you and your team to adapt, perform, and grow moving forward?

5. Improvement & Risk Awareness (Kirkpatrick, Risk Management, Kotter)
· What should AFI prioritise to better equip, develop, and support line managers in their evolving roles?
· Can you anticipate any potential risks if current capability gaps are not addressed? If so, what are they, and how might they impact performance or outcomes?
· Reflecting on the merger process, is there anything you would have approached, communicated, or executed differentl

[bookmark: _Toc210069349]Appendix 2 – Figure 1: The Research Onion
(Source: Saunders, Lewis and Thornhill, 2019, Research Methods for Business Students, 8th edn, Pearson)
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Applied to this study, the outer layer reflects the interpretivist philosophy underpinning the research. Moving inward, the study adopted an inductive approach, building insights from data rather than testing pre-determined hypotheses. At the strategy level, a case study design was employed to situate the research within the real-world organisational context of AFI. Methodological choices combined a primarily qualitative approach with limited quantitative elements, while the time horizon was cross-sectional, capturing a snapshot of line manager experiences during the post-merger transition. Finally, the innermost layer of the Onion highlights the data collection techniques and procedures, namely semi-structured interviews, secondary data analysis, and thematic analysis.

[bookmark: _Toc210069350]Appendix 3 – Participant Coverage Table
(Source: Research Data, 2025)
This appendix provides a breakdown of the six line managers who participated in the study, outlining their departmental functions, number of direct reports, and strategic roles. It demonstrates the scope of their influence and the representativeness of the sample, as they collectively oversee approximately 192 employees, equating to around 72% of AFI’s total workforce (~265 employees). This illustrates the scale of devolved HR responsibilities and the strategic significance of their insights to the post-merger integration process.

Table A3.1: Participant Overview
	Manager ID
	Department / Function
	Number of Direct Reports
	Strategic Role

	Manager 1
	Production Operations
	89
	Shift lead, workforce planning

	Manager 2
	Quality & Compliance
	18
	Quality systems and training oversight

	Manager 3
	Logistics & Supply Chain
	20
	Scheduling, resource allocation

	Manager 4
	Technical
	14
	Maintenance, process improvement

	Manager 5
	Customer Fulfilment / Sales
	15
	Client liaison and service delivery

	Manager 6
	Engineering
	36
	Employee development and onboarding

	Total
	
	192 employees
	


The six line managers collectively oversee approximately 192 employees, representing around 72% of AFI’s total workforce. This high level of coverage reinforces the validity of their perspectives, as their roles sit at the intersection of operational delivery and strategic HR responsibility. Their combined experiences offer rich, representative insight into the challenges and opportunities of AFI’s post-merger management-led HR model.

[bookmark: _Toc210069351]Appendix 4 – Thematic Analysis Table
(Source: Research Data, 2025)
This appendix presents the full thematic analysis table, outlining the coding framework, sub-themes, and overarching themes derived from the semi-structured interviews. It provides a transparent record of the analytical process, evidencing how raw data were systematically coded and grouped to identify key patterns and insights. This approach follows Braun and Clarke’s (2006) thematic analysis methodology, ensuring rigour and clarity in theme development.
Manager Feedback by Theme
	Manager
	Theme
	Positive
	Negative
	Neutral

	Manager 1
	Emotional Readiness (Adjustment to Change)
	Positive, happy, successful.
	
	

	Manager 1 
	Confidence and Capability
	All participants rated confidence in people management responsibilities 5/5
	
	Confident but frustrated by resources and CAPEX process.

	Manager 1 
	Communication and Support
	Support 4/5, 'some clear guidance from leaders.'
	
	

	Manager 1 
	Training and Development
	
	No SAP knowledge.
	

	Manager 1
	Cultural Integration and Team Dynamics
	Culture supportive, managers work well together.
	
	

	Manager 1 
	Opportunities for Improvement
	If clarified, processes could run smoothly.
	
	

	Manager 2 
	Emotional Readiness (Adjustment to Change)
	
	Challenging, slightly ambiguous.
	

	Manager 2
	Confidence and Capability
	
	Lack of direction reduced confidence.
	

	Manager 2 
	Communication and Support
	
	Support 3/5, 'communication inconsistent.'
	

	Manager 2 
	Training and Development
	
	Learn as you go approach ineffective.
	

	Manager 2 
	Cultural Integration and Team Dynamics
	
	Negative behaviours, inconsistent working.
	

	Manager 2
	Opportunities for Improvement
	
	Risk of staying in dip too long.
	

	Manager 3 
	Emotional Readiness (Adjustment to Change)
	Optimistic, able to make changes.
	
	

	Manager 3 
	Confidence and Capability
	
	Training insufficient, learn as we go.
	

	Manager 3 
	Communication and Support
	
	
	Support there, but reactive rather than proactive.

	Manager 3 
	Training and Development
	
	Training reactive.
	

	Manager 3 
	Cultural Integration and Team Dynamics
	Opportunities to improve teamwork.
	
	

	Manager 3 
	Opportunities for Improvement
	
	System issues could slow execution.
	

	Manager 4 
	Emotional Readiness (Adjustment to Change)
	
	Stressed with system changes.
	

	Manager 4 
	Communication and Support
	
	Decisions made without consulting managers.
	

	Manager 4 
	Training and Development
	
	
	Useful but too condensed.

	Manager 4 
	Cultural Integration and Team Dynamics
	
	Silos remain.
	

	Manager 5 
	Emotional Readiness (Adjustment to Change)
	
	
	Mixed – both positive and negative.

	Manager 5 
	Communication and Support
	Improved mid-process.
	
	

	Manager 5 
	Training and Development
	SAP training eventually delivered, managers helped each other.
	
	

	Manager 5 
	Cultural Integration and Team Dynamics
	
	
	Some barriers but manageable with effort.

	Manager 5 
	Opportunities for Improvement
	
	
	Risks manageable with right leadership focus.
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