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PEOPLE CHALLANGES
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‘Who Arla Foods Ingredients

AFlis a UK-Danish organisation that acquired Volac Whey Nutrtion (VWN)in November 2024. The integration
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ed to streamiine operations, reduce duplication, and build a unified culture across sies. A major change was the shift

from an HRled to a management-ied model, withline managers assuming responsibiity for staf performance, development, and wellbeing. This created opportunities for agile eadership but also heavier workloads, inconsistent.
‘guidance, and cultura frctions between UK and Danish teams. Understanding these dynamics is crtcal fo sustaining long-term post-merger success.

Organisational change is commonly framed through Lewin's
(1951) three-step model and Kotler's (1996) eightstep.
framework. While widely used, both face criicism for being
simplistc or rigd in fastchanging contexts. (Burnes, 2017;
‘Appelbaum et al., 2012). Contemporary perspectives emphasise
agilty, communication, and psychological salety (Combe, 2014;
Edmondson, 2019)

Line managers are pivotal o HR delivery, but thei effectiveness.
roles on capabilty, clarty, and support (Purcell & Hutchinson,
2007; Torrington et al, 2017). Bandura's (1977) selfeficacy
theory highights the role of confidence, while Herzberg's (1959)
two-factor theory shows how relevant training and recognition
moivate managers.

Evidence-based HR, Barends et al, (2014) and benchmarking
provide useful tools, but over-reliance risks. imiation without
cultural it (archington & Wikinson, 2016). Overall the terature:
indicates that postmerger success depends on both structural
‘change and equipping ine managers with aiored support,

CONCLUSION

]

A qualtative caso study approach was adopted (Walker & Solvasan, 2014). Six midieve e
managers diroctly involved in AFI' postmerger vansiton paricpated in sem-sructured
Interviews (Appendix 1). A puposive samping icaegy ensured participants were well paced at
theintersecton of perational and srategic respons biltes.

o enhance the credibilty and depth of the analyss, data triangulation was empoyed (Fick.
2018).In acdion to primary qualtatve data, secondary sources such as HR polies, training
logs, and extomal bonchmarks, were reviewed. Trangulation allowed for cross-verfication of
themes, ensuring that findings were not reliant on a single data source. This process
strengthened the valdty of interpretaions by confiming consisencies and highightng
discropancis between documented polces and paricipant perceplons. It aiso provided a
icher, more contextualised understanding of the organisatonal environment theraby increasing
the overal trustworihiness and rgour of the sudy.

Ethical approval was obtained. Paricipants were provided wih cear information, gave informed
onsent, and were assured of confidentialty and anonymity. Rflexiiy was maitained, wth the

R

et )

Managers expressed a range of emotons, from opimism o
frusraton, reflecting both reslience and stain in adaping to new.
rosponsibiites. All six raled their confidence highly (4-5/5),
consistent with Bandura's (1977) sel-offcacy theory, yet uncertainty
grow due 1o unclear expectations and lack of siuctured feedback.
Five of six crlised training as generic and poorly timed, echoing
Herzberg's (1959) view that the absence of relevant development
demoivates, whie one manager acknowledged condensed but
useful provision.

Communication was_frequent but_inconsistent; four managers
escribed leadership updates as unclear or poorly imed, reinorcing
Koter's (1996) emphasis that messaging must be continuous, clear,
‘and pracical to sustain change. Three managers highighted cultural
tensions between UK and Danish teams, citing differences in
decision-making stles, while others described. Integration as
‘generally supportive.

All six managers proposed improvements, including clearer role
delinitons, cross-site mentoring, and agie implementation teams.
‘These recommendations align with contemporary HR perspeciives
that stress the valuo of agle leadership, psychological safety
(Edmondson, 2019), and tallored support siructures in complex,
post-merger environments.

“The shift to @ managementled HR model created new challenges for line managers, despit their demonsirated resilince and adaptabily. Training gaps, inconsistent communicatio, and cultural fictons emerged as the most pressing barrers.
Drawing on Kotter (1998), Bandura (1977), and Horzberg (1959),th findings confirm that confidence alone is insufficient without organisational support. Evidence-based recommendations include modular training programmes, menloring schemes,
clearer role defnitons, and stronger leadership vsiity. Addressing these areas will not only support AFI's immediate post-merger integration but also siengthen s long-term straegy of builing agle, resient leadership across sies. These insights
‘contribute directy fo AFI's business case by inking people praciices (o strategic outcomes.




