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[bookmark: _Toc237078481]Abstract
Mergers and acquisitions are popular strategic approaches that are embraced by organisations. This is in their quest to enhance competitive strength, increase operations and also expand their market presence. In most sectors, mergers are aimed at generating economies of scale, improving organisational capability, and ensuring long-term sustainability. This has been evident within the housing sector in the UK as seen in the highlighted example of Places for People (PfP) mergers, which allowed PfP to bring more houses onto the fold and increase their revenues and profits post-merger. However, mergers often cause organisational disruptions, specifically with regard to organisational leadership structures, management of employees and the implementation of organisational change.
On the back of this, this study sought to investigate how the merger between L&Q Housing Trust and Trafford Housing Trust affected the leadership style and the change management practices. Because of both qualitative and quantitative nature of data from the impacts of mergers and acquisitions on leadership and change management strategies, this study adopted a mixed method approach to knowledge development. This was guided by positivism philosophy and deductive approach, with the case of L&Q Housing and Trust and Trafford Housing being the focus case study. Data used was secondary, drawn from official company publications, performance reports and industry coverage. This ensured credibility and validity. In the analysis of this data, this study employed both quantitative and thematic data analysis, where results on performance indicators were analysed quantitatively, while analysis of qualitative data on the impacts of this merger on leadership and change management strategies was analysed using thematic analysis. 
This study found that the merger between L&Q Housing and Trafford Housing has a significant impact on leadership styles and structures for L&Q. This included forcing changes in leadership structures, and adoption of a leadership that was more transformational, collaborative and based on servant leadership styles. This study also identified change management strategies adopted by leadership at L&Q, including phased implementation, stakeholder involvement and use of transformative leadership. These were linked to the key ideas proposed in both Kotter’s and Lewin’s change management models, with these leadership strategies leading to a positive impact on organizational performance post-merger compared to pre-merger performance. This was based on a comparison of these performances based on assets, deliveries, revenues and profits. This affirms the positive impact of mergers and acquisitions on firm performance, with effective and successful change management. 
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Chapter 1: Introduction
1.1. [bookmark: _Toc237078482]Background to the study 
The volatility of the business environment means that businesses and business strategies has to constantly seek to respond to external and internal forces in sustaining growth and strategic position. This is a core feature of the VUCA framework as discussed by Taskan, Junça-Silva and Caetano (2022), which would explain the motivations for pursuing mergers and acquisitions by businesses. In describing the different contexts of mergers and acquisitions, Piesse et al. (2022) highlights these forces, pointing to the different factors within the UK business environment and the variations between this and the US business environment and how these motivate businesses to pursue mergers and acquisitions. 
However, what needs to be explored more is how these alignments in exploration and exploitation will affect the companies involved in the mergers/acquisitions, particularly for the housing sector. For instance, Giessner, Horton and Humborstad, (2016) describe the implication for employees, intergroup structures and processes, while Maile et al. (2022) uses the case of Oxford University hospital mergers to show how mergers and acquisitions meant a change in leadership approaches, governance and managerial structures. This implication of change was also highlighted by Cartwright and Cooper (2024), using the case of the merger of two UK building societies to show social aspects of change brought about by mergers and acquisitions. 
Mergers, acquisitions and leadership
The aforementioned implication of M&As on employees as highlighted in Giessner, Horton and Humborstad, (2016) and the other social aspects pointed out using the case of the merger between two UK building societies explored by Cartwright and Cooper (2024) show the direct impacts on leadership. This is because leadership at its very core is about the people (Bolden, Gosling and Hawkins, 2023; Goleman, 2017). It means that the leadership styles and approaches within merging companies will have to evolve in response to the implications of these mergers on the people within these organisations. This evolution of leadership in the context of M&As was evidenced in the aforementioned merger between two Oxford UK hospitals and how this resulted in a change in leadership approaches (Maile et al., 2022). 
The implication for leadership and change management also becomes evident in the structural changes that come with mergers and acquisitions. This was particularly clear in the findings of the study by Cerezo-Espinosa de los Monteros et al. (2021). For example, this study highlighted the need for a new management structure that reflects the merged institution, in addition to the management of cultural and value integration. All these will mean direct implication for leadership styles after the mergers, and therefore place leadership at the centre of M&A discourse and the exploration and exploitation within this. 
1.2. [bookmark: _Toc237078483]Case study background 
L&Q Housing Trust is a housing association company based in the United Kingdom which provides housing and other related services to thousands of clients living in its housing facilities at reasonable prices. It is described as one of UK’s largest landlords and delivers homes for private rent, intermediate rent and London Living Rent homes (L&Q, 2026). The company has been recognised for excellent service in the First Time Buyer reader’s awards in 2025, and has also been shortlisted in three categories for the 2026 awards (L&Q, 2026). This is testament to its core competencies especially following its merger and acquisition process. 
In 2019, L&Q combined with Trafford Housing Trust to form a bigger social housing entity with greater regional reach in addition to capacity to operate (Power, 2025). As reported by Champ (2019), this M&A took the form of an acquisition, where the hitherto southern-focused L&Q was able to gain a foothold into the north-west of England market. This deal also unlocked £4 billion worth in investment through the North West Foundation. In the merger/acquisition arrangement, the new organisation structure involved Trafford Housing Trust retaining its management structures and operate as a standalone operation within L&Q (Champ, 2019; Place North West, 2019). 
1.3. [bookmark: _Toc237078484]Rationale for the study
[bookmark: _Hlk233443118][bookmark: _Hlk233443969]Contemporary businesses have turned to mergers and acquisitions as a strategic approach for strengthening their core competencies (Piesse et al., 2022; Irwin et al., 2022; Ahammad et al., 2022). However, as highlighted by Koi-Akrofi (2016), mergers and acquisitions are not always successful, with the role of leadership being particularly significant. This has also been underlined in the views and findings of Giessner, Horton and Humborstad (2016). Of prominence is the implications of M&A on leadership as highlighted earlier, especially trying to change management and the role of leadership in adapting to ensure smooth realignments. And while there is significant body of literature on the trend of mergers and acquisitions as a strategic mechanism for businesses, how this impacts leadership styles and change management, specifically within the UK housing sector, remains underexplored. 
This underlines not only the relevance, but also the necessity and timeliness of this study and with this sector operating in socially sensitive environment, the effects of M&A on leadership and change management will have far-reaching implications not only for the employees, but on wider stakeholders. This underscores the need for this investigation, with the case of L&Q providing the perfect basis for knowledge development and practical conclusions and recommendations for leaders and change management. 
1.4. [bookmark: _Toc237078485]Aim, objectives and research questions
[bookmark: _Toc225023227]Research Aim
To investigate how the merger between L&Q Housing Trust and Trafford Housing Trust affected the leadership style and the change management practises. 
[bookmark: _Toc225023228]Research Objectives 
1. To evaluate the impacts that mergers have on leadership structures and leadership styles in housing organisations.
2. To investigate the change management strategies embraced by L&Q after the merger with Trafford Housing Trust.
3. To compare the organisation's performance indicators of pre-merger and post-merger by secondary data.
4. To determine the impacts that leadership strategies can bring to the success of post-merger organisational change.
[bookmark: _Toc225023229] Research Questions 
1. [bookmark: _Hlk224268423]What are the impacts of merging companies on the leadership style of large housing organisations?
2. What change management approaches were used by L&Q after the merger with Trafford Housing Trust?
3. Which organisational performance patterns are possible to be tracked prior to the merger and following the merger through secondary data?
4. What is the impact of leadership on change management success during the post-merger integration?
[bookmark: _Toc237078486]Chapter 2: Literature Review
[bookmark: _Toc225023231][bookmark: _Hlk233707738]Mergers and Organisational Change
At its core, mergers and acquisitions form a strategic choice for the firm, enabling a further strengthening of its core competence (Piesse et al., 2022). This primary motivation has propelled this strategic approach to prominence within the current landscape of strategic management. 
To underscore this rising prominence of mergers and acquisitions, the role of the business environment forces, and its implications for change management, Angwin et al. (2022) observes that more is being spent now on M&As than ever, with $22 trillion spent between 2017-2022. In this enduring presence of M&As, they note that this strategic mechanism provides businesses with a means for rejuvenating and realigning organisations when the environmental context is changing. This situates mergers and acquisitions deep within change management, both as a driver of change and a means of responding to change. 
While advancing similar observations of the growing prominence of M&As, Ahammad et al. (2017) discusses this in the context of UK firms and cross-border mergers and acquisitions. They point out the role of M&A in internationalisation, where UK firms have used this strategy to expand their presence in international markets. The implication of this on change management is underlined in the views of Piesse et al. (2022), noting of the structural changes brought about my mergers and acquisitions. Within this adoption of M&A, Angwin et al. (2022) propose this as a way of achieving both exploration and exploitation as concepts proposed in the theories of rational choice and limited rationality. In exploration, M&As allow for the development of new competencies and sources of competitive advantage, while reinforcing existing operations and competencies provides a means to exploitation. However, of note is the slightly different perspectives on M&As, where Ahammad et al. (2017) situates this in the context of internationalisation by UK firms while both Piesse et al. (2022) and Angwin et al. (2022) discuss the emergence of M&As as a strategy in general. Accordingly, this study will depend more on the perspectives and positions held by the later.
Regardless of the different contexts, these scholarly observations show mergers and acquisitions as common strategies recognised by organisations as way of enhancing competitiveness, expanding resources and also achieve economies of scale. This is reinforced by Asdar (2023), who further explains that the primary reasons why mergers are undertaken include the need to improve organisational performance, strengthen market position, and improve long-term sustainability. 
Implications for change
However, while mergers and acquisitions can bring on strategic opportunities, there is great organisational disruption associated with merging (Jerab and Mabrouk, 2023). Also, While Angwin et al. (2022) and Piesse et al. (2022) argued that mergers enhance strategic capability, Khaw et al. (2023) suggest that integration failures frequently undermine these benefits, indicating that merger success depends less on strategic intent than implementation. While situating this in the context of change and how M&As bring about organisational change, they point out that most mergers do not deliver as expected because of the challenges that are encountered in integrating the organisations. This is especially where these merging organisations have different organisational cultures, structures and values. However, it is evident that Khaw et al. (2023) describe more of the challenges in the implementation of mergers, even when these challenges imply the implications for change. Piesse et al. (2022) helps fill this gap, describing the structural restructuring, cultural integration, and operational alignment, as some of the ways that mergers impact change and therefore causing uncertainty among employees. 
[bookmark: _Hlk224268447]It is building on this that Jerab and Mabrouk (2023) state that post-merger integration is among the most critical phases of the merger process because organisations need to balance the differences in organisational culture, management practises, and operating systems. Any differences in cultures between merging organisations can cause internal conflicts, resistance to change, and also reduced employee engagement. Further, reorganisation can reshape leadership hierarchies and responsibilities, thus resulting in confusion in decision making and organisational operations (Schmitt et al., 2024). In turn, the desire to possess a successful leadership and well-planned integration strategies become the main factors that contribute to the achievement of the organisational goals following a merger.
A feature in this reorganisation, realignment and adaption is leadership, where mergers and acquisition and associated processes mean great shifts in leadership styles, approaches and strategies in driving the reorganisation. However, while this has been implied in the different ways that mergers and acquisitions will impact the organisations, the current studies as reviewed do not implicitly identify how M&As organisation structures, leadership styles change management. This study therefore builds on this existing knowledge in filling this gap. 
[bookmark: _Toc225023232]Leadership Styles During Organisational Transformation
Leadership has played a key role in steering organisations among periods of uncertainty and transformation. In this context, leaders might adopt different leadership styles in driving a smooth reorganisation and transformation during mergers and acquisitions, especially in consideration of the implementation challenges pointed out in Khaw et al. (2023). These include transformational leadership and transactional leadership (Moosa, Moosa and Faheem, 2023). For example, Lilla and Anton (2023) note that transformational leadership involves the inspiring and motivating employees by sharing the vision, promoting innovation, and creating organisational commitment to employees. By contrast, transactional leadership focuses on formal authority, structured organisational procedures, and performance measurement through rewards and corrective actions (Makaza, 2024). 
Whichever it is, the leadership style can greatly determine the response of the employees to change during the organisational transformation like a merger (Nyamboga, 2025; Asdar, 2023; Florea, 2016). For example, Florea (2016) circumscribed leadership as a central element in facilitating the transition of the organisation. According to Lilla and Anton (2023), transformational leaders are better placed to undertake organisational change management by motivating employees to engage in the processes and assist people to get used to the new organisational goals and structures. This has also been affirmed in the qualitative study by Moosa, Moosa and Faheem (2023), while also highlighting the correlation between transformational and transactional leadership styles as two styles of change management. While these studies contribute significantly to this knowledge development, they lack organisational contexts, which would limit practical applications of these studies and their conclusions. 
Tweed et al. (2018) attempts to cure this deficiency, situating this leadership in organisational transformation in the context of UK organisations using the case of organisational transformation at NHS. Involving four pairs of leaders working on different change programmes at the organisations, the study underscored the prevalence of stakeholder buy-in in creating allegiances to drive the transformation. This points to the adoption of transformational leadership within these contexts of organisational transformation, which was also seen in Lumbers (2018). 
Conversely, transactional leadership might prove to be efficient in ensuring stability in operations but might not be effective enough to employees during times of uncertainty (Makaza, 2024). As a result, leadership adaptation is often required during mergers because leaders must balance operational control with the need to motivate and also support employees experiencing organisational change (Espedal, 2017; Zainol et al., 2021). However, while Tweed et al. (2018) situates this leadership impacts in the context of UK organisations, they also do not base their data collection on the UK housing sector.
Conclusively, while leadership has been highlighted to play a central role in organisation transformation situations like mergers (Nyamboga, 2025; Asdar, 2023; Florea, 2016), it is evident that a large part of existing knowledge largely describes the different leadership styles suitable to drive this transformation. This is seen in Moosa, Moosa and Faheem (2023) as well as Lumbers (2018). It shows a deficit in knowledge on how leadership styles will be impacted by mergers and acquisition, particularly demonstrated in case study examples focusing on the UK housing sector. This study therefore attempts to address this deficit and contribute to the pool of knowledge. 
[bookmark: _Toc225023233]Leadership and Change Management in Mergers- Theoretical view
Effective mergers need change management strategies that are well structured to bring about organisational change. The change management frameworks offer theoretical guidelines on the handling of complex transitions in organisations, with leadership approaches being integral in the change implementation. The model created by Kotter is one of the most common and covers eight steps to a successful organisational change including establishing urgency, creating a vision, communicating change, and consolidating improvements (Bai et al., 2022). This model lays much emphasis on the dedication of leadership and effective communication during the change process. 
The other influential model is Lewin’s three-stage model of change which involves unfreezing existing organisational practices, implementing change, and refreezing new behaviours in order to create organisational stability (Hussain et al., 2018). These authors particularly affirm the central role of leadership in the change management within this model. In reinforcing this role, Finkelstein and Cooper (2024) suggest that this model emphasises the need to prepare employees to the change as well as make sure that new organisational practices become consistent with the organisational culture. Bai et al. (2022), while largely agreeing to these views, takes a different dimension, particularly highlighting how lack of communication and coordination in leadership may increase chances of employee resistance and weaken efforts to introduce change as well. As the result, the most notable aspects which determine the effectiveness of the organisational change programmes within a post-merger situation are communication and leadership behaviour.
Change management strategies
The ideas proposed in the two change management frameworks point to stakeholder involvement, gradual implementation and communication as key strategies. These can be seen in the mergers and acquisitions within the housing sector as discussed below;
Stakeholder involvement: During the unfreeze stage of the change management in the implementation of the merger/acquisition as proposed in Lewin’s change model, stakeholder involvement has been seen to be a common change management approach adopted by leaders (Hussain et al., 2018). This is evidenced in Bettinazzi and Zollo (2017) on how stakeholder orientation influences acquisition performance. This has also been seen in the form of establishing the urgency and creating the vision for change as initial stages of change implementation proposed in Kotter’s model of change management. This underscores the role of effective communication, which allows the leadership to build support among the stakeholders for the changes expected from the merger/acquisition. King and Bansal (2026) support this strategy, affirming the role of stakeholders and stakeholder communication in effective M&A processes. Important to note that King and Bansal (2026) and Bettinazzi and Zollo (2017) do not base their observations on specific organisation contexts. In addressing this gap in knowledge, Nordstar (2026) describes the change management in the acquisition of Glenigan from Asciential into the Byggfakta Group, where stakeholder communication and involvement ensured that the merger and acquisition process was delivered six weeks ahead of schedule and 19% under the set budget. However, this organisational context does not address the knowledge gap as to the change management strategies in M&As within the UK housing sector. 
Gradual change implementation: A common feature of both Kotter’s and Lewin’s change models is the idea of implementing change in phases. For example, Kotter proposes eight steps in the change process as discussed by Bai et al. (2022), while Lewin’s model proposes three key phases (Finkelstein and Cooper, 2024). This approach to change management in implementing mergers as acquisition has been highlighted in Whitaker (2026) and Teerikangas and Birollo (2018), especially pointing to its effectiveness in minimising resistance to change. This was evident in the merger between two Oxford UK hospitals as described by Maile et al. (2022), whose implementation in phases demonstrated the prominence of this approach within leadership practice. This was also seen in the merger between Connect Health and Nordstar, where phased migration and transition ensured a seamless integration of the systems (Nordstar, 2026b). Most importantly, this approach is anchored in the updated guidance to merger procedure by UK’s CMA as reported by Eberhardt, Abdul-Wahub and Sadler-Wilson (2025). 
[bookmark: _Toc225023234]Mergers in the Housing Sector and impact on performance
There are unique organisational challenges that surround the housing sector which have an impact on the manner in which mergers are executed. The environment in which housing associations operate is very regulated to an extent that they are expected to be accountable to both government regulators, tenants, and the general population (Howard, 2022). While affirming this responsibility to stakeholders, Gupta et al. (2023) point out that social housing organisations have to strike a balance between financial sustainability and social responsibility, including taking care of vulnerable communities by offering affordable housing. This was seen in the merger resulting in the formation of the Abri Group, which involved a commitment to build 10,000 affordable homes by 2030, while cutting fuel bills for tenants (Moore, 2025). 
Housing association mergers are frequently conducted in attempts to enhance the effectiveness of operations, increase housing supply, and bolster financial capabilities. This could be seen in the integration of Origin Housing, South Devon Rural Housing and the mergers with South Yorkshire Housing Association and Elim Housing, which allowed PfP (Places for People) to add 7,500 homes and £87.5m turnover. The result of these mergers was a rise in PfP’s pretax profits from £80m to £376m (Ashton, 2026). Aside from this, Howard (2022) describes how larger organisations can also enjoy better funding opportunities and have more capacity to develop housing plans than the smaller organisations. The aforementioned mergers involving Origin Housing and PfP was a perfect demonstration of this performance outcome. This deal allowed PfP to invest £100m over the next decade to improve the homes managed by Origin Housing across London and Hertfordshire (Ashton, 2026). 
Integration of leadership structure and organisational cultures may however be difficult since housing associations usually work with the specific governance models and with relationships in the community (Gupta et al., 2023). Change management and leadership coordination is thus of special significance in the context of ensuring that the mergers in the housing sector deliver expected results.
[bookmark: _Toc225023235]Literature Gap
The existing academic literature on the topic has given a comprehensive study of mergers, leadership, and change management in corporate organisations. Nevertheless, there is a rather narrow literature that specifically examines the issue of organisational change and leadership adaptation in the aftermath of mergers in the housing industry. Moreover, most of the current studies are based on primary, data collection techniques which include the use of interviews and surveys. As such, there are few studies that analyse organisational outcomes based on secondary data which includes financial reports and performance indicators.
[bookmark: _Toc237078487]Chapter 3: Methodology
In the development of knowledge, this study adopted Saunders’ research onion framework. This framework in research methodology proposes six layers of research methods as shown in the illustration below;
[image: ]
Saunders’ research onion (Melnikovas, 2018).
[bookmark: _Toc225023237]Research Philosophy
Saunders’ research onion proposes interpretivism, pragmatism and positivism as the three main research philosophies for consideration in the development of new knowledge (Melnikovas, 2018). The research philosophy applied in this study is pragmatism as it places emphasis on research methodologies that best achieves the research objectives. In this way, this philosophy focuses on selecting methods that best address the research problem and supports the use of both qualitative and quantitative data (Melnikovas, 2018). Within the framework of this study, the pragmatism philosophy promotes the examination of quantifiable organisational indicators like financial results, organisational performance, and reporting of the organisations, as well as qualitative elements regarding change management and the impact of M&As on leadership. 
[bookmark: _Toc225023238]Research Approach
Saunders’ research onion as discussed by Melnikovas (2018) proposes deductive, inductive and abductive as the three main research approaches for consideration in a research process. While all these three approaches would be suitable in different research contexts, deductive research approach was used in this research. The deductive begins with existing theories or conceptual frameworks and then applies these ideas using empirical data. In a deductive approach, a researcher can use established theoretical models to specific organisational contexts as described by Fife and Gossner (2024). Using the principles of deductive approach, this research applies existing leadership and change management theories (e.g., Kotter and Lewin) to examine the L&Q case rather than developing new theory. This makes this approach most suitable for adoption, especially in consideration of the research objectives. 
[bookmark: _Toc225023239]Research Strategy
Guided by the research strategies proposed in the research onion, this research took the form of a case study research strategy focusing on the merger between L&Q Housing Trust and Trafford Housing Trust. Case study strategy allows the researcher to typically carry out a thorough study of a real organisational scenario in its particular context. Bell et al. (2022) observe that case study methods are especially appropriate when exploring complex organisational problems in which various factors can influence outcomes. The approach of the case study, that is used in this research enables a closer analysis of the issues related to the leadership practice, organisational restructuring and change management processes associated with the merger. This led to more practical recommendations to guide leadership in M&A situations. 
[bookmark: _Toc225023240]Data Collection and Analysis
The research study was solely based on secondary data sources that entails studying information that is already gathered and published by organisations or institutions. The secondary data is widely applied in organisational research since the researchers can examine past trends and organisational performance indicators. This method was also preferred as it offered more convenience in data collection for the researcher devoid on costs associated with data collection in primary research. While pointing out the advantage of primary data collection in ensuring more relevant data and control over the data collected, these cost and convenience advantages of secondary data collection over primary data are affirmed by Taherdoost (2021). 
Inclusion/exclusion criteria
Since the data collection process was focused on L&Q as the case study organisation and its merger/acquisition of Trafford Housing, the primary inclusion criteria will be the relevance of the secondary materials. In this way, company reports from both Trafford Housing and L&Q will be used. These will include financial reports and reports covering the merger and performance after the M&A. Industry and government reports on L&Q performance will also be included, as will be industry and scholarly coverage of the organisation’s leadership practices and behaviours during and after the merger/acquisition. The period for inclusion will cover company documents between 2018 before the merger, to 2026. 
Data analysis
The analysis in the study employed qualitative and quantitative methods of secondary data analysis. 
Quantitative analysis was used to analyse the numerical parameters by studying the financial records of performance and statistics of home delivery before the merger and after the merger. This involved use of trend analysis using Microsoft Excel as a tool. This will compare performance indicators before and after the merger to show differences in home deliveries, revenues and profits. 
Qualitative analysis entailed using a thematic review of organisational reports and policy reports in order to determine how leadership strategies, organisational restructuring, and change management initiatives are referred to. To achieve this, recurring themes will be mapped and used to explain and contextualise the different findings relating to the research objectives. 
[bookmark: _Toc225023241]Reliability and Validity
In order to achieve reliability of the research, the study used institutional sources which are credible, including reports of the organisations and government publications. These sources are sources with proven information, which increases the consistency and reliability of the data used in the research (Olabode, Olateju and Bakare, 2019). Validity was strengthened through data triangulation which involves using information from across multiple secondary sources in order to confirm patterns and interpretations. As elaborated in Moon (2019), this approach is effective in enhancing the reliability and validity of the research findings and conclusions as it confirms the validity of information from the different sources. 
[bookmark: _Toc225023242][bookmark: _Hlk224268488]Ethical Considerations
The recommended guidelines on ethical standards of academics were duly followed. No personal or confidential information was captured, and only publicly available secondary data was involved in the analysis. This ensured utmost consideration for confidentiality and anonymity as key ethical issues in research as identified by Recker (2021). All the sources of information were also cited and mentioned accordingly in the Harvard referencing system. This approach ensured openness, scholarly integrity and compliance to ethical research practises.
[bookmark: _Toc225023243]Business Relevance and Practical Implications
The practical relevance of this research can be of great importance in the housing organisations, policymakers, and business executives dealing with the organisational transformation management in the social housing sector. Housing associations are more often adopting mergers as measure of enhancing financial viability, enhancing operational efficiency, and expanding housing provision (Schmitt et al., 2024). The post-merger integration, however, is a very delicate process that greatly depends on leadership and the organisation change (Finkelstein and Cooper, 2024). This study, through reviewing the merger between L&Q Housing Trust and Trafford Housing Trust, will give perspectives on how leadership structures and change management practises evolve after the process of consolidating the organisations.
First, the findings will assist organisations in gaining a better insight on how mergers affect the leadership structures, decision-making processes and the organisational performances. The leadership behaviour is also essential as a factor influencing the reactions of employees to organisational change and successful integration of systems and processes (Lilla and Anton, 2023). Knowledge of such dynamics can help organisations to devise better leadership approaches at times of structural reorganisation.
Second, the study will bring evidence-based information on how leadership styles affect change management process effectiveness. The merging organisations can also find it easier to consolidate with a better leadership communication approach, employee engagement strategies and clear organisational vision to reduce opposition against the change and ensure operational stability.
Finally, the research may offer valuable guidelines to the housing associations in case of mergers or other major reorganisation of their organisations. The findings can be implemented to build leadership development programmes, strategic planning programmes and change management models within the industry.
Methodological limitations
Secondary methodology has offered benefits in this research process, including circumventing ethical issues around data collection. This is because the use of secondary data meant no direct interactions with research participants, while also translating to more convenience and cost-benefits. 
However, this methodology also presents key limitations. Specifically, relying on secondary documents limits the ability to collect direct employees’ perspectives through primary interviews or surveys, and restricts access to confidential internal organisational documents. Furthermore, data relied upon in the knowledge development was not always current. For instance, performance data relied on was for 2025 and in some cases 2024, while also using figures from as far back as 2023. This reliance on publicly available company data also creates room for potential organisational reporting bias.
To manage these limitations, data was triangulated across multiple independent and credible sources (such as regulatory reports, academic literature, and official financial releases) to cross-verify findings and ensure a balanced analysis.

[bookmark: _Toc237078488]Chapter 4: Results and Discussions
4.1. [bookmark: _Toc237078489]Results 
This chapter presents secondary data that follows the objectives of the study in answering the key research questions. This includes both quantitative on performance indicators and qualitative data on leadership before and after the merger between L&Q and Trafford Housing. 
Impacts that mergers have on leadership structures and leadership styles in housing organisations
Data from L&Q shows that Trafford Housing Trust was incorporated as a self-managing subsidiary of L&Q Housing upon its acquisition in 2019. However, this evolved into a full merger in 2023 (L&Q Group, 2023). The two phases of the M&A process were seen to have a significant impact on the leadership style at the housing organisation in the following ways;
Directive to collaborative leadership: The merger saw a shift in leadership at L&Q from a more directive and growth-focused leadership to collaborative leadership style. This could be seen in the co-creation of the new cultural framework after the merger, with input from employees drawn from across the different regions. The new leadership approach was in response to the notable differences in the ways of working after the mergers, which had created a disconnect between leadership and the employees (Kin and Co, 2026). 
Adoption of a more resident-focused leadership: The merger saw L&Q adopt a more resident-focused leadership, away from a growth-focused leadership that had focused on new buildings and expansion. This meant focus was more on improving new homes. This illustrated a shift to servant leadership by L&Q after the merger (L&Q Group, 2026; L&Q, 2026; L&Q Group, 2023). In this new leadership, strategic decisions revolved more on service quality and resident wellbeing. 
Leadership restructuring-New executive role for the North West: The merger with Trafford Housing meant that L&Q had expanded into the new markets of the North West. Leadership structures therefore changed to reflect this new expansion, with a new executive role- Partnerships and Regional Operations, focused on the regional operations in this new region. This executive role is based in Trafford, with Trafford Housing’s Alyson Heald being promoted to the role (L&Q Group, 2026). 
Operational integration: Another key aspect of leadership that changed following the merger with Trafford Housing is an integration of key operations towards streamlining operational efficiency. This was seen in the establishment of a new Property and Investment Directorate, which was a merger between Property Services and Development & Sales directorates (L&Q Group, 2026). This was aimed at managing the growth of silos that emerged with the M&A, along with the need to take on a more cross-functional leadership (L&Q Group, 2026). 
Decentralised decision-making: The merger with Trafford Housing also saw a shift towards a more decentralised decision-making that was based on regional empowerment. This was a departure from the leadership style and practice before this merger and acquisition, where leadership was largely top-down and centralised in London, while Trafford operated locally (L&Q Group, 2026). This new leadership approach based on regional empowerment was illustrated by the aforementioned introduction of a new executive role based in Trafford focus on regional operations. 
Change management strategies employed by L&Q following its M&A involving Trafford Housing 
Differences in the ways of working and overall organisational cultures between Trafford Housing and L&Q meant that integration after the mergers became a challenge. This was evident in emergence of silos that affected operational efficiency (Kin and Co, 2026). From its merger and acquisition process, the following were the main change management strategies employed by L&Q;
Phased integration of the systems: The integration of Trafford Housing into L&Q did not happen at once, but was staggered over a number of years. For instance, the two organisations had began working together in joint ventures before the acquisition of Trafford Housing Trust by L&Q in 2019. It was four years later in 2023 that Trafford was fully integrated following the merger (L&Q Group, 2023). To show this, Trafford Housing initially operated as a self-managing subsidiary of L&Q, with the management retaining its structures, before fully being integrated into L&Q organisational structure. It was then later in 2025 that L&Q introduced the executive role of Partnerships and Regional Operations as part of structural realignments after the full integration. This shows an integration of the systems and structures in phases stretching over six years, from joint ventures, acquisition, full integration, alignments in leadership structures among other aspects of the integration (L&Q Group, 2023; L&Q Group, 2026).
Stakeholder engagement: L&Q also involved wider stakeholders in the M&A process with Trafford Housing. These primarily included shareholders, management at the two organisations, and the employees. For instance, shareholders of both Trafford Housing and L&Q were involved in greenlighting the merger and acquisition, while the management across the two organisations played a big role in aligning the systems (L&Q Group, 2023; L&Q Group 2026). The aforementioned new cultural framework after the merger, with input from employees drawn from across the different regions, was a demonstration of this stakeholder engagement. This co-creation meant that involvement of the employees as primary stakeholders was a major approach taken in change management to align the different systems. 
Participative and transformational leadership: Transformational leadership with an emphasis on open communication, participation of employees and empowerment of teams across the regions was a prominent feature of L&Q’s change management after its merger with Trafford Housing. This could be seen in the co-creation of the new cultural framework involving the employees from the different regions, while also seeking to have constant communication with not just employees, but other stakeholders during the change process (L&Q Group, 2023; L&Q Group, 2026).  
Comparison of L&Q's performance indicators in pre-merger and post-merger
Deliveries (2018 vs 2020)
	Pre- merger (2018)
	Post-merger (2020)
	Percentage %

	2800
	3,000+
	7.14%



These figures show a 7.14% increase in annual house deliveries comparing the 2018 pre-merger baseline (2,800 homes) to the 2020 post-merger benchmark (3,000+ homes).
Revenues (2018 vs 2020) 
	Pre- merger (2018)
	Post-merger (2020)
	Percentage %

	£900m
	£1,030m
	14.44%



The data demonstrates a 14.44% increase in annual revenue between the 2018 baseline (£900m) and the 2020 post-merger period (£1,030m).
Assets (2018 vs 2020) 
	Pre- merger (2018)
	Post-merger (2020
	Percentage %

	£11.5bn
	£13.2 bn
	14.78%



A comparison of total assets controlled by L&Q shows a 14.78% increase from 2018 (£11.5bn) to 2020 (£13.2bn) following the incorporation of Trafford Housing Trust’s asset base. 
Profits (2018 vs 2020)
	Pre- merger (2018)
	Post-merger (2020) 
	Percentage %

	£300m
	£355m
	18.33%



Pre-tax profits exhibited an 18.33% increase when comparing the 2018 baseline (£300m) to the 2020 post-merger financial year (£355m). (Source: L&Q Group, 2025). 
The impacts that leadership strategies can bring to the success of post-merger organisational change, the case of L&Q
Intercultural integration: The merger between L&Q and Trafford Housing revealed huge cultural differences, particularly as the two organisations operated in different regions and with different organisational aspirations (L&Q Group, 2023). The adoption of transformational and collaborative leadership brought about post-merger success through a sustainable intercultural integration. This integration culminated to the co-creation of a new cultural framework with unitary language across the new organisation. 
Merging of visions and missions: L&Q’s leadership during the change encouraged an integration of visions and missions between the two organisations post-merger. This was seen in the departure from a focus on expansion to improving quality of current buildings and services, with a more resident-focused leadership approach (L&Q, 2026; L&Q Group, 2026). This leadership strategy ensured success of post-merger organisation change as these merged visions saw recognitions in the First Time Buyer reader’s awards in 2025, while also being shortlisted in three categories for the 2026 awards (L&Q, 2026).
Elimination of silos: Initial periods of the organisational change after the merger was characterised by organisational silos, with challenges in full integration (Kin and Co, 2026). However, the leadership strategies in the change management, including adopting more collaborative leadership, decentralised decision-making and effective communication, ensured an eventual holistic integration which built on each organisation’s uniqueness (L&Q Group, 2023; L&Q Group, 2026). This success in the organisational change could be seen in the eradication of organisational silos and a more unified organisation. 
Summary of the sources
	Source 
	Key findings 
	Contributions 

	L&Q Group (2025). Financial statements [Online] Available at: https://www.lqgroup.org.uk/-/media/files/financial-statements/financial-statements-2025.pdf?utm_source=copilot.com  
	Shows L&Q’s financial performance
	Provides performance-related data in the knowledge development.

	Kin and Co (2026). Co-creating L&Q’s cultural foundations to deliver an exceptional resident experience [Online] Available at: https://kinandco.com/clients/lq-client-impact-story/?utm_source=copilot.com
	L&Q adopted a changed leadership approach post merger. 
	Highlights the changes in leadership as a result of M&A processes at L&Q and change management approaches. 

	L&Q Group (2026). Investor Updates: New changes to the executive leadership [Online] Available at: https://www.lqgroup.org.uk/-/media/files/investor-updates/lq-announce-new-directorate-and-changes-to-executive-leadership---8-july-2025.pdf?utm_source=copilot.com
	Changes in leadership at L&Q following the M&A with Trafford Housing
	Showed how leadership at L&Q was impacted by the merger and acquisition, as well as the change management processes. 

	L&Q Group (2023). Delivering our shared ambitions in the North West [Online] Available at: https://www.lqgroup.org.uk/media-centre/news/delivering-our-shared-ambitions-in-the-north-west
	Illustrated changes in structure and leadership following the merger and acquisition process. 
	Demonstrated the impact of M&A processes on leadership and organisation structures. 

	L&Q (2026). Home [Online] Available at: https://lqhomes.com/
	Describes leadership at L&Q after the merger. 
	Contributes to understanding of how leadership changed following the M&A and the outcome of this for organisation performance. 



4.2. [bookmark: _Toc237078490]Discussion
In answering the research questions, these results on leadership and change management in M&A situations with a focus on L&Q and its merger and acquisition of Trafford Housing are situated within the context of existing debates and scholarly observations and findings as follows;
Impacts that mergers have on leadership structures and leadership styles in housing organisations
Assessment of the impact of the L&Q-Trafford Housing merger and acquisition on leadership styles and structures show wide-reaching impacts. For instance, the results show that the merger saw a shift in leadership at L&Q from a more directive and growth-focused leadership to collaborative leadership style, while also seeing a change from growth-focused leadership towards a more resident-focused leadership. This demonstrated a more focus on servant leadership style. This merger also led to restructuring of leadership, with the introduction of the new executive role- Partnerships and Regional Operations, which is to be focused on the regional operations in the North West region. A similar impact on leadership structures was seen in the merging of Property Services and Development & Sales directorates to form a new Property and Investment Directorate. Aside from these, this merger also saw a departure from centralised decision-making to a more decentralised decision-making based on regional empowerment, which shows how much leadership was impacted and demonstrates adoption of more transformational leadership.  
These impacts of mergers and acquisitions on leadership styles and structures are consistent with the views of Moosa, Moosa and Faheem (2023) on how leaders might adopt different leadership styles in driving a smooth reorganisation and transformation during mergers and acquisitions. In further reinforcing this, Florea (2016) circumscribed leadership as a central element in facilitating the transition of the organisation, which shows that the impact of leadership goes both ways. This is where leadership influences the transition, while also being heavily impacted by the same transition. 
The effects on leadership structures as seen in L&Q affirm the disruptive nature of M&As as underscored by Jerab and Mabrouk (2023). These authors pointed to the impacts of mergers and acquisitions on organisational structures, where post-merger changes usually involve structural restructuring. Piesse et al. (2022) and Khaw et al. (2023) also flagged this impact of M&As on leadership and organisational structures, especially where merging organisations had different leadership structures. It therefore shows that the impact of the merger on L&Q leadership styles and structures is not isolated, but consistent with the expected impacts of these organisational changes on leadership. 
An interesting feature of how L&Q leadership changed post the merger with Trafford Housing is the prominence of transformational leadership. This is where the change in leadership moved more towards transformational leadership style in response to the dynamics in the mergers and to facilitate a successful change process. This could be seen in the adoption of collaborative leadership, aspects of servant leadership, empowerment of employees across the regions and decentralised decision-making. This change in leadership style proves true the arguments of Lilla and Anton (2023) and reinforced in Moosa, Moosa and Faheem (2023). 
The underlying idea by these authors in that transformational leaders are better placed to undertake organisational change management by motivating employees to engage in the processes and assist people to get used to the new organisational goals and structures. Tweed et al. (2018) demonstrated this in the study involving four pairs of leaders working on different change programmes at the NHS, which underlined the preference for transformational leadership style in steering successful transformations. It shows that the change in leadership towards adoption of transformational leadership attributes and practices is consistent with expectations of leadership within M&A change processes. 
Change management strategies embraced by L&Q after the merger with Trafford Housing Trust
The results on the change management strategies adopted by leaders at L&Q following its merger with Trafford Housing pointed to the prominence of incremental, gradual change implementation. This was seen through a phased integration of systems across over six years, while also placing emphasis on stakeholder involvement and participative, transformational leadership. This was seen in the co-created cultural framework which involved employees drawn from across the different regions, involvement of the shareholders, residents and management in structural alignments, and the phased integration of the different systems overtime, which culminated to the introduction of the merged Properties and Investments Directorate and the new executive role. These changes were introduced gradually over a prolonged six-year period, which points to a deliberate strategy by the leaders at L&Q. 
To evaluate L&Q’s approach, it is necessary to examine the core principles of established change models. Lewin’s Three-Stage Model (Unfreeze, Change, Refreeze) posits that organisations must first dismantle existing mindsets, transition through structural change and finally embed new behaviours to ensure stability. Similarly, Kotter’s Eight-Step Model emphasizes establishing urgency, forming a guiding coalition, communicating a clear vision, and anchoring new approaches in corporate culture. Applying these theoretical principles to L&Q shows that their post-merger strategies were strongly aligned with both frameworks, partivularly through incremental, gradual change implementation over six-year period alongside active stakeholder involvement. These grounded frameworks in the practice of change management both propose change implementation that is in linear phases, while also advocating for stakeholder engagement. For instance, Lewin’s change management framework places strong emphasis on stakeholder involvement. As seen in the review of existing literature, Finkelstein and Cooper (2024) suggested that this model emphasises the need to prepare employees to the change. As such, lack of communication and coordination in leadership may increase chances of employee resistance and weaken efforts to introduce change (Bai et al., 2022). This is also a key principle in Kotter’s change model, with stakeholder engagement being prominent across the 8 steps.
This was evidenced in Bettinazzi and Zollo (2017) on how stakeholder orientation as part of the change management during M&As influences acquisition performance. The effectiveness of this is seen in successful mergers and acquisitions. For example, this was evident in the acquisition of Glenigan from Asciential into the Byggfakta Group as highlighted earlier, where stakeholder communication and involvement ensured that the merger and acquisition process was delivered six weeks ahead of schedule and 19% under the set budget (Nordstar, 2026). This justifies and anchors the adoption of collaborative leadership as a strategy by leaders at L&Q, particularly as part of the change management strategy. 
The merger between two Oxford UK hospitals as described by Maile et al. (2022), as well as the merger between Connect Health and Nordstar, where phased migration and transition ensured a seamless integration of the systems (Nordstar, 2026b), further justifies change management strategies adopted by L&Q. In particular, this demonstrates the effectiveness of the gradual integration of systems and phased implementation as a change management strategy. 
Despite successful long-term outcomes, the integration faced notable operational resistance and cultural clashes during the initial ‘unfreezing’ phase. Merging L&Q’s London-centric, development-driven culture with Trafford Housing Trust’s regional, community-focused operational model caused friction among mid-level management. This cultural mismatch contributed to the formation of departmental silos and delayed full operational integration until 2023, demonstrating that strategic intent was initially hindered by implementation hurdles.

Impact of mergers and acquisitions on performance
The figures on performance metrics show positive organisational performance of L&Q after its merger with Trafford Housing, with a comparison across different performance metrics showing overall growth in performance post-merger. This is with more deliveries after the merger, with 200+ more deliveries translating to 7.14% increase, with also more assets under L&Q control compared to pre-merger figures at 13.2bn compared to 11.5bn pre-merger, translating to 14.78% increase. The result of these increased assets and deliveries was an increase in revenues post-merger at £1,030m compared to £900m, which then led to increased profits in this period compared to pre-merger, with £355m compared to £300m. 
These performance-related impacts of the merger and acquisition between L&Q and Trafford show that L&Q has been able to greatly benefit from the core competencies initially held by Trafford Housing, including its market presence in the North West and its customer-based business model. This allows L&Q to expand its market presence with an expansion to the North West regions, diversifying its market. In this way, the results are consistent with existing knowledge on the motivations and the impacts of M&As for organisations. For example, Ashton (2026), the CEO of PfP, highlighted the positive impacts of the mergers with Origin Housing, South Devon Rural Housing, South Yorkshire Housing Association and Elim Housing on the performance of PfP. As highlighted in review of the literature on the impacts of M&As on performance and performance indicators, these mergers and acquisitions saw PfP add 7,500 homes and a rise in PfP’s pretax profits from £80m to £376m, while also recording £87.5m turnover. 
These go to affirm the position held by Piesse et al. (2022) on how firms pursue mergers and acquisitions in order to strengthen their core competencies, as was seen in the case of L&Q and its leverage on the core competencies of Trafford Housing to strengthen its competitive position. To further show these figures to be consistent with existing knowledge and on how M&As impact organisations post-merger, Asdar (2023) further explained the need to improve organisational performance, strengthen market position, and improve long-term sustainability as one of the primary reasons why businesses favour mergers and acquisitions. All these could be seen in the performance-related impacts of the merger between L&Q and Trafford Housing revealed in the results. 
The role of leadership
The relative increase in financial performance and overall performance of L&Q directly ties to the adapted leadership style. Specifically, the shift to collaborative and decentralised leadership directly facilitated the 7.14% increase in home deliveries. By empowering regional directors in the North West to make localised operational decisions rather than waiting for central approval from London, decision-making bottlenecks were reduced, directly accelerating project delivery schedules. Furthermore, establishing a dedicated executive board position for Partnerships and Regional Operations ensured that strategic growth in new markets was backed by tailored operational oversight.
While the performance indicators show positive impact of the merger and acquisition on the performance of L&Q, it is notable that the increase in revenues or home deliveries was modestly low. For comparison, the aforementioned PfP mergers reported by Ashton (2026) saw PfP add 7,500 homes and a rise in PfP’s pretax profits from £80m to £376m, while also recording £87.5m turnover. This was therefore an unexpected finding, as the impact of the M&A on performance seen in the data do not exactly align with expectations as proposed in the existing literature. 
However, this relatively modest performance might be explained by mitigating circumstances within the external business environment. For instance, Lucas (2025) describes supply shortages within the housing sector, with only 199,300 new homes delivered between April 2024-March 2025. This was far below the numbers needed to meet demand. Even when this is considered, the new home deliveries after the merger still remains unexpectedly low, especially when government policies have sought to favour and incentivise home ownerships. For instance, the UK government’s Help to Buy Scheme seeks to incentivise first-time home ownerships by providing interest-free equity loan for the first five years to support deposit requirements (London School of Economics and Political Science, 2026). And with the combined capabilities of L&Q and Trafford Housing, it would have been expected that the new home deliveries would be higher, with the market demand and largely favourable conditions. 
Impact of leadership strategies on the success of post-merger organisational change
The leadership strategies adopted by leaders at L&Q saw an overall successful organisational change after the merger with Trafford Housing. Including transformational and collaborative leadership and a departure from the centralised to a decentralised decision-making and effective communication, these strategies saw a holistic intercultural integration post-merger, which culminated to the development and introduction of the co-created new intercultural framework for the new-look organisation. This successful post-merger organisational change could also be seen in the merging of strategic visions, with L&Q showing a departure from a focus on expansion to improving quality of current buildings and services, with a more resident-focused leadership approach. This could be seen in the eradication of organisational silos and a more unified organisation. 
These change leadership outcomes at L&Q following its merger and acquisition of Trafford Housing show the prominent role of leadership in steering successful and effective transitions in organisations across the hugely disruptive merger and acquisition process. This affirms the observations of Jerab and Mabrouk (2023) on the importance of leadership in this process, where there is great organisational disruption associated with merges. This is was also reinforced in Piesse et al. (2022) and Khaw et al. (2023), particularly highlighting the challenges encountered in integrating organisations as a major reason why mergers and acquisitions do not always deliver as expected. 
When this role of leadership strategies in the success of post-merger organisational change is viewed against the key tenets of change management models, it is easy to see why and how L&Q change management leadership was successful. For instance, Hussain et al. (2018) highlighted the important role of leadership in the implementation of change in Lewin’s change model. This was seen in L&Q’s collaborative leadership strategy and the successful intercultural integration and merging of visions. This role is also a core feature in Kotter’s change management model as discussed by Bai et al. (2022), particularly on the emphasis on the dedication of leadership and effective communication during the change process. 
This means that the positive role of leadership strategies in steering successful organisational change after the L&Q-Trafford Housing merger is consistent not only with theoretical underpinnings, but also scholarly observations and debates on the role of leadership in successful mergers and acquisitions. As highlighted beforehand in the application of Lewin’s change model and change leadership, the most notable aspects which determine the effectiveness of the organisational change programmes within a post-merger situation are communication and leadership behaviour, which were evident in the leadership strategies at L&Q in post-merger transition. 
[bookmark: _Toc237078491]Chapter 5: Conclusion and Recommendations
[bookmark: _Toc237078492]5.1. Conclusion 
Mergers and acquisitions have been shown to become increasingly common among businesses strategies within the contemporary business environment. This has been attributed to the opportunities associated with these strategic options, including opportunities to expand into new markets while strengthening market position and core competencies. This has been shown in mergers and acquisitions within the housing sector, with the example of the PfP mergers, which saw PfP add 7,500 homes and a rise in PfP’s pretax profits from £80m to £376m, while also recording £87.5m turnover. In this case, this showed that L&Q’s expansion into the North West market following its merger with Trafford Housing, along with the increase in homes under its portfolio and a stronger market position, is consistent with the expectations of mergers and acquisition as a competitive strategy for organisations in the housing sector. While current trends in this sector as underscored in the empirical findings and scholarly observations affirm M&As as potent strategic option for leaders in this sector, a review of these views, debates and observations along with the results on L&Q’s merger with Trafford points to disruptive potential of mergers and acquisition. 
In particular, these results show impacts of mergers and acquisitions on leadership styles and structures. This is because of the differences between the merging organisations and the need for leadership to bridge the differences towards forging a sustainable and successful transformation. For example, Trafford Housing operated in the North West and focussed largely on the residents, while L&Q had been focussed on expansion with new homes. Merging these two visions and associated organisation cultures meant a change in leadership styles at L&Q, with an evident shift towards a more decentralised, participative leadership style that also exhibited elements of servant leadership. This was a departure from the centralised directive leadership style, while also meaning a change in organisational structures in order to accommodate the new markets and operations. Correlating this with industry practice, it was shown that this adaptive leadership improves the success of the merger and acquisition transition. The stronger position of L&Q as indicated by its performance and the comparison of this with pre-merger performance showed how mergers and acquisitions stand to benefit organisations within the housing sector. 
However, for these organisations to fully take advantage of these benefits, change management is key. This is particularly in relation to change management strategies and the effectiveness of these in aligning the systems, structures and organisation cultures. This was demonstrated at L&Q in its post-merger change management, with stakeholder involvement, effective communication and phased implementation standing out as key strategies. These strategies, along with the adoption of collaborative and transformational leadership, led to eradication of organisational silos, structural alignments, merging of visions and sustainable transition. These showed the impact of leadership strategies in the success of post-merger organisational change, which reinforced the view that leadership is integral the successful transition in the change management during mergers and acquisitions. In this case, leadership strategies play a big role in steering the organisation through the uncertainties and disruptions that come with change in mergers and acquisition. 
[bookmark: _Toc237078493]5.2. Recommendations 
Contingency and situational leadership: The change management in mergers and acquisition situations has shown to involve reacting and consideration of many moving parts. These include uncertainties among the employees, need to realign systems and structures and other dynamics. And while transformational leadership has been shown to be effective in steering a successful transition as seen in the case of L&Q, contingency and situational leadership would strengthen this change leadership. As discussed by Zainol et al. (2021), this approach to leadership advocates for fluidity in leadership behaviour and practices, where the leadership would toggle between different styles depending on prevailing situations and organisational contexts. This is because while transformational leadership can be effective in minimising resistance to change in mergers and acquisition processes (Florea, 2016), the extensive consultations might slow down the process. As such, mixing this with elements of transactional leadership would achieve better outcomes. 
Integration of new technologies: The change management process and the impacts of mergers and acquisitions on leadership within the housing sector can be improved by integration of new and advanced digital technologies. These include data analytics, AI and automation tools, which will help to speed up the change process while proactively managing the negative impacts and potential challenges. For example, predictive technologies will help flag potential issues in the change implementation process as part of the merger and acquisition, including resistance and capacity issues (Bosbach, Lattemann and Helms, 2026). In addition to this, these technologies offers a more effective stakeholder engagement mechanisms that allows for continuous feedback, while also offering better collaborative opportunities for co-creation (Mainardi, 2025; Lemos et al., 2025). With the integration of these technologies the change leadership will be enhanced, while also ensuring better outcomes and sustainable gain. Also, as pointed by Sharma and Reddy (2024), these technologies will help cut costs in the implementation of the change process during mergers and acquisitions.   
Recommendations for future research
Aside from consideration for primary methodology, future research might consider a comparative analysis of the impacts of mergers and acquisitions on leadership between different organisations, and performance outcomes associated with these mergers and acquisitions. This comparative analysis of different organisations within the sector will allow for better correlative evaluation, while also meaning a better transference of the conclusions and application in practice. In this way, the conclusions will better contribute to the body of knowledge and help in improving leadership practice in change management within merger and acquisition situations. 


[bookmark: _Toc237078494]Reflection
As part of this independent project, I was expected to formulate a set of research questions to investigate a business issue. For this, I chose to look into the impacts of mergers and acquisitions on leadership styles, structures and also change management strategies employed by leaders in effecting transformations post-merger and acquisitions. I based this investigation on the case of L&Q Housing merger with Trafford Housing and used secondary research to answer the research questions. 
This experience was a mix of emotions for me all through. I was excited about the experience of learning from existing literature on how merges and acquisitions affect leadership and how change management strategies will influence the successful outcomes of these strategic options. On the other hand, I had not undertaken academic writing of this extend before, and therefore I was really nervous and anxious, especially as the outcomes has a bearing on my academic development and progression. I was also unsure about availability of enough data from secondary sources. 
Even with this mix of emotions, I was able to carry out successful research and formulate concrete conclusions from this. This successful outcome was largely because of the support systems at the school. For example, the availability of the supervisor to guide the research process, starting with review of the proposal and other feedbacks during this exercise gave me confidence and held my hand throughout the process. I was also able to count on the support of my peers, where I was able to check with my friends in the class when I felt stuck. Another positive part of this experience was the availability of university online library and digital resources for the secondary research. This made it easy for me to collect data and also conduct an extensive literature review towards a well-rounded set of conclusions. However, I had negative experiences, particularly in the methodology part of the research process. This owed to the need for both qualitative and quantitative data towards answering the research questions. Another negative experience came in the form of challenges in the data analysis, especially when I had used both qualitative and quantitative data. 
I learnt important lessons from this experience. For one, while the academic support systems and infrastructure at the school made secondary data collection easy, I realised that I struggled with my methodology and data analysis because I have not well acquainted myself with the different approaches, strategies and methodological choices. For example, while I went with only positivism philosophy and deductive approach, Melnikovas (2018) suggests that I could have adopted a mixed method build on pragmatism philosophy. This would have allowed me to better integrate both qualitative and quantitative data in my research. 
In conclusion, both positive and negative parts of this learning experience was fruitful in my overall academic development. I will seek to build on the positive parts while addressing my shortcomings in order to further improve my professional and academic development.
Among the things I plan to do to improve and address the negative parts of my learning experience is more interactions with mixed methods in research activities. This will include carrying out at least one mixed method research guided closely by my tutor or supervisor. 
SWOT Analysis
	Strength
	Weakness
	Opportunities
	Threat

	Operational housing experience

	Advanced financial modelling
	MBA executive entry
	Shifting government policies

	Work-study time management
	High-level enterprise strategy
	Cross-sector networking
	Heavy workload burnout

	Adaptable leadership style

	Stakeholder relationship management

	AI digital tools
	Economic market inflation

	Effective project management

	Public speaking confidence
	Strategic mentoring opportunities
	Evolving housing regulations

	Cross-functional team coordination
	Change- resistance negotiation
	Executive career growth
	Increasing industry competition




MBA personal development plan
	My development objectives
	Activities Involved
	Resources Required
	Target date

	Executive finance

	Practical Workshops
	Accounting software
	December 2026

	Strategic decision-making

	Case studies
	Business case studies
	March 2027

	Professional networking

	Business seminars
	Chartered management institute events
	May 2027

	Digital leadership

	Transformation modules
	Tech studies
	June 2027

	Resilience management

	Time planning
	Planning tools
	Ongoing
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	How many participants are expected?

	


(this box should expand as you type)

	11
	Who will the participants be?
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	How will you identify the participants?
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	Will you tell participants that their participation is voluntary?
	☐
	☐
	☐

	15
	Will you obtain written consent for participation?
	☐
	☐
	☐

	16
	Will you explain to participants that refusal to participate in the research will not affect their treatment or education (if relevant)?
	☐
	☐
	☐

	17
	If the research is observational, will you ask participants for their consent to being observed?
	☐
	☐
	☐

	18
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	27
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	Risk to the University:
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	How you will mitigate the risk to the University:
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	Environmental risks
For example: accidental spillage of pollutants, damage to local ecosystems

	
	Risk to the environment:
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	How you will mitigate the risk to environment:
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	Disclosure and Barring Service

	
	If the research activity involves children or vulnerable adults, a Disclosure and Barring Service (DBS) certificate must be obtained before any contact with such participants.
	YES

	NO
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	Does your research require you to hold a current DBS Certificate?
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	If YES, please give the certificate number. If the certificate number is not available please write “Pending”; in this case any ethical approval will be subject to providing the appropriate certificate number.
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	Informed consent
Describe the arrangements to inform potential participants, before providing consent, of what is involved in participating. Describe the arrangements for participants to provide full consent before data collection begins. If gaining consent in this way is inappropriate, explain how consent will be obtained and recorded in accordance with prevailing data protection legislation.
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	☐
	☒

	
	If YES, provide a description of the data and explain why this data needs to be collected:

	2
	


(this box should expand as you type)

	
	Does it involve special category data (as defined by the GDPR)?
	YES
	NO

	3
	“Special category data” means sensitive personal data consisting of information as to the data subjects’ –
(a) racial or ethnic origin,
(b) political opinions,
(c ) religious beliefs or other beliefs of a similar nature,
(d) membership of a trade union (within the meaning of the Trade Union and Labour Relations (Consolidation) Act 1992),
(e) physical or mental health or condition,
(f) sexual life,
(g) genetics,
(h) biometric data (as used for ID purposes),
	☐
	☒

	
	If YES, provide a description of the special category data and explain why this data needs to be collected:

	4
	


(this box should expand as you type)



	
	
Will data from the research activity (collected data, drafts of the thesis, or materials for publication) be stored in any of the following ways?
	YES
	NO

	5
	Manual files (i.e. in paper form)?
	☐
	☒

	6
	University computers?
	☐
	☒

	7
	Private company computers?
	☐
	☒

	8
	Home or other personal computers?
	☒
	☐

	9
	Laptop computers/ CDs/ Portable disk-drives/ memory sticks?
	☐
	☒

	10
	“Cloud” storage or websites?
	☐
	☒

	11
	Other – specify:

	☐
	☒

	12
	For all stored data, explain the measures in place to ensure the security of the data collected, data confidentiality, including details of backup procedures, password protection, encryption, anonymisation and pseudonymisation:

	
	I will be using my own personal computer to complete this research. Laptop is password protected. 

(this box should expand as you type)



	
	Data Protection

	
	Will the research activity involve any of the following activities:
	YES
	NO

	13
	Electronic transfer of data in any form?
	☐
	☒

	14
	Sharing of data with others at the University outside of the immediate research team?
	☐
	☒

	15
	Sharing of data with other organisations?
	☐
	☒

	16
	Export of data outside the UK or importing of data from outside the UK?
	☐
	☒

	17
	Use of personal addresses, postcodes, faxes, emails or telephone numbers?
	☐
	☒

	18
	Publication of data that might allow identification of individuals?
	☐
	☒

	19
	Use of data management system?
	☐
	☒

	20
	Data archiving?
	☐
	☒

	21
	If YES to any question, please provide full details, explaining how this will be conducted in accordance with the GDPR and Data Protection Act (2018) (and any international equivalents, where appropriate):

	
	


(this box should expand as you type)

	22
	List all who will have access to the data generated by the research activity:

	
	


(this box should expand as you type)

	23
	List who will have control of, and act as custodian(s) for, data generated by the research activity:

	
	


(this box should expand as you type)

	24
	Give details of data storage arrangements, including security measures in place to protect the data, where data will be stored, how long for, and in what form. Will data be archived – if so how and if not why not.  

	
	All secondary data collected from publicly available internet sources for this research will be retained only until the dissertation is submitted in August 2026. Following submission, all stored data files will be permanently deleted as they will no longer be necessary for the project. Because this study relies exclusively on secondary data, all the gathered information remains permanently accessible to the public online.

(this box should expand as you type)

	25
	Please indicate if your data will be stored in the UWTSD Research Data Repository (see https://researchdata.uwtsd.ac.uk/ ).   If so please explain. (Most relevant to academic staff) 

	
	It will not be stored on UWTSD research data repository.


(this box should expand as you type)

	26
	Confirm that you have read the UWTSD guidance on data management (see https://www.uwtsd.ac.uk/library/research-data-management/)
	YES
	☒

	27
	Confirm that you are aware that you need to keep all data until after your research has completed or the end of your funding
	YES
	☒





SECTION K: Declaration
	
	The information which I have provided is correct and complete to the best of my knowledge. I have attempted to identify any risks and issues related to the research activity and acknowledge my obligations and the rights of the participants.

In submitting this application I hereby confirm that I undertake to ensure that the above named research activity will meet the University’s Research Ethics and Integrity Code of Practice which is published on the website: https://www.uwtsd.ac.uk/research/research-ethics/ 

	1
	Signature of applicant:
	W.Aliprandi
	Date:
20/06/2026



For STUDENT Submissions:
	2
	Director of Studies/Supervisor:
	Nishi Ramsurrun
	Date: 6th July 2026

	3
	Signature:
	NRamsurrun

	



For STAFF Submissions:
	4
	Academic Director/ Assistant Dean:
	
	Date:

	5
	Signature:
	

	



Checklist: Please complete the checklist below to ensure that you have completed the form according to the guidelines and attached any required documentation:
	☒
	I have read the guidance notes supplied before completing the form.

	☒
	I have completed ALL RELEVANT sections of the form in full.

	☒
	I confirm that the research activity has received approval in principle

	☐
	I have attached a copy of final/interim approval from external organisation (where appropriate)

	☐
	I have attached a full risk assessment (where appropriate)  ONLY TICK IF YOU HAVE ATTACHED A FULL RISK ASSESSMENT

	☒
	I understand that it is my responsibility to ensure that the above named research activity will meet the University’s Research Ethics and Integrity Code of Practice.

	☒
	I understand that before commencing data collection all documents aimed at respondents (including information sheets, consent forms, questionnaires, interview schedules etc.) must be confirmed by the DoS/Supervisor, module tutor or Academic Director.



	RESEARCH STUDENTS ONLY
Once complete, submit this form via the MyTSD Doctoral College Portal at (https://mytsd.uwtsd.ac.uk).


	RESEARCH STAFF ONLY
All communications relating to this application during its processing must be in writing and emailed to pgresearch@uwtsd.ac.uk , with the title ‘Ethical Approval’ followed by your name.


	STUDENTS ON UNDERGRADUATE OR TAUGHT MASTERS PROGRAMMES should submit this form (and receive the outcome) via systems explained to you by the supervisor/module leader.



Pre-merger	Home deliveries	2800	Post-merger	Home deliveries	3000	



Revenues comparison

Pre-merger	Revenues (£m)	900	Post-merger	Revenues (£m)	1030	



Comparison of assets pre vs post-merger

Pre-merger	Assets (£b)	11.5	Post-merger	Assets (£b)	13.2	



Comparison of profits pre vs post-merger 

Pre-merger	Profits (£m)	300	Post-merger	Profits (£m)	355	
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© Mergers and acquisitions (M&As) are strategically used in UK social o Shift to Collaborative Governance: Leadership transitioned from a

housing to build operational capacity and expand regional reach. centralized, growth-driven directive style toward a resident-focused, servant
*  1n 2019, southern-focused L&Q acquired Trafford Housing Trust, expanding its. leadership framework.

footprint into the North West. o Decentralized Regional Empowerment: Created a dedicated executive role
© While M&As generate scale, structural integration often disrupts existing (Partnerships & Regional Operations) based in the North West to empower

organisational cultures and leadership styles. regional decision-making and reduce operational bottlenecks.

o Phased Integration Model: Change was implemented across a 6-year

P — staggered timeline (2019 acquisition — 2023 operational merge — 2025
ek Aoproschto structural alignment) to minimize service disruption.
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Change
= Annual Home Deliveries | 2,800 homes | 3,000+ homes | +7.14%
&\Lim Annual Revenue £900m £1,030m +14.44%
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. Total Asset Base £11.5bn £13.2bn +14.78%
Pre-Tax Operating Profit | £300m £355m +18.33%
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Summary Research Process (Methodology)

Grounded in a pragmatist philosophy, this study adopts a deductive, single-case study
strategy to investigate L&Q Housing Trust’s multi-year merger timeline (2018-2026). It
systematically tests established change theories (specifically Kotter's 8-Step Model and
Lewin’s 3-Stage Model) against secondary empirical qualitative governance data and
quantitative financial performance metrics.

(Source: L&Q Group Financial Statements, 2020)
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