 
APPENDIX GA36d

LEVEL 7 ASSESSMENT SPECIFICATION 


Student name:	Salem Kattoura	Student ID number:	1812883
Programme:	DBA
Module:	Visions for the Future – Theoretical Perspectives on Management 
Module code:	SBPD7004	Contribution to Overall Module Assessment (%):	100%
Lecturer:	Dr Eddie Yu	Internal Verifier:	
Assignment Title:	Report	Word count (or equivalent):	6802
Submission deadline:	29 July 2019	Return date of provisional marks & written feedback:	19 August 2019		
Submission method:	All written assessments, where practical and possible, must be submitted via Turnitin unless otherwise instructed by the Lecturer. (Please DO NOT put this assessment specification into Turnitin or it will match many similarities with other students’ submissions.)	Alternative submission method (if applicable): 	Late submission of the assessment will result in a late penalty mark.  Penalties for late submission: Up to one week late, maximum mark of 50%.  Over one week late, 0%.  Only the Extenuating Circumstances Panel may approve a change to submission dates.
Academic honesty / referencing:	Academic honesty is required. In the main body of your submission you must give credit to authors on whose research and ideas your work is based. Append to your submission a reference list that indicates the books, articles, etc. that you have used, cited or quoted in order to complete this assessment.  




Table of Contents

Abstract:	1
Introduction:	2
The Acquisition:	2
Results of the Acquisition:	3
Success Factors of the Acquisition:	4
Literature Selection:	4
Pre- Acquisition Success Factors:	5
Choice and Evaluation of Strategic Partner:	5
Pay the Right Price:	5
Size Mismatches and Organization	6
Overall Strategy and Accumulated Experience on M&A	6
Courtship Period	6
Communication Before the Merger	6
Future Compensation Policy	7
Interrelationships between Pre-Acquisition Success Factors	7
Post-Acquisition Success Factors	7
Integration Strategies	7
Post-Acquisition Leadership	8
Speed of Implementation	8
Post-Acquisition Integration Team	8
Communication during Implementation	8
Managing Corporate and National Cultural Differences	9
Human Resource Management	9
Interrelationships between Post-Acquisition Success Factors	9
Interrelationships between Pre and Post-Acquisition Success factors	10
McKinsey’s 7S Framework:	10
Strategy	11
Structure:	11
Systems:	11
Shared Values:	11
Style:	13
Staff:	14
Skills:	14
Hypothesis:	15
Qualitative Analysis:	15
Execution of the Semi-Conducted Interviews:	15
Data Interpretation:	16
Results:	16
Conclusion:	17
Appendix 1: Interview	18
Bibliography:	19

	
[bookmark: _Toc15260947]Abstract:
The FX industry is by far the largest financial derivatives traded markets in the world. It is an Over-The-Counter market that determines the floating exchange rate of currencies against each other. A big player in the FX markets is the Chinese market with a huge volume being traded by Chinese Clients. In this research, we will discuss how MultiBank (one of the largest FX brokers in the world) acquired Aetos Chinese clients (Aetos being another big player in the Chinese FX industry). The acquisition will be divide into two different phases: pre and post. We will discuss the major success factors in each phase that include leadership skills, management styles, ways of communication, and corporate culture. After that, we will discuss in detail the main reasons that helped make the acquisition successful using the 3-H framework of Heart, Head, and Hand. We will discuss how MultiBank used the Mckinsey’s 7S framework dividing the company into 7 integral dimensions: strategy, structure, systems, shared value, style, staff, and skills. Next, we will analyze how MultiBank uses different theories and models to manage the 7 dimensions defined by McKinsey’s framework and how it applies these theories to normal practice.
After that, a qualitative study will be conducted with people involved in this acquisition, from both entities and different departments, with an interview being held with each one of them to discuss what were the major success factors that help in this acquisition and what were the issues that were mostly focused on during this whole process. Based on their answers and analyzing the interview and the most repetitive words, we will determine which H was mostly used in this acquisition and was the major reason for the success. 


[bookmark: _Toc15260948]Introduction:
MultiBank Group is a global market leader in the financial derivatives business. Founded in California, USA, in 2005, the group was rebranded as MultiBank in 2016 and is now domiciled and headquartered in Hong Kong. MultiBank generates revenue through a variety of online financial products (particularly in Forex, Metals and Indices) within two principal lines of business -Financial Technology and Asset Management. MultiBank’s primary focus has been on the forex (FX) market providing a global brokerage service within a fully automated electronic communications network and exchange platform which connects real money accounts with global liquidity providers for FX market transactions. Through its automated order matching system, retail clients execute some $4.3 billion and 110,000 trades on average per day on the MultiBank platform. MultiBank has a strong record of profitability and an increasing global reach, providing services to approximately 280,000 customers. MultiBank’s activity is heavily regulated worldwide by financial market regulators to provide investor protection, namely in the USA, China, Australia, Germany, Austria, Spain, the British Virgin Islands, the Cayman Islands and in the United Arab Emirates (UAE). MultiBank currently has over 30 offices worldwide with the number of employees exceeding 350 from various nationalities. MultiBank Group generates its profits through commission fees, technology fees, and market making through risk management trading.
AETOS Capital Group Pty. Ltd. (AETOS) is a renowned Australian broker specializing in financial products trading services. AETOS is committed to providing retail and corporate clients with diversified financial derivatives products such as CFD in Forex, metals, energy and indices. AETOS aims to build a world-class trading platform for investors and provide advanced technology and reliable customer service.
[bookmark: _Toc15260949]The Acquisition:
Over the past few years, the FX industry has been in a consolidation phase where each year mergers and acquisitions announcements continue to increase in numbers.
Multibank decided to purchase AETOS Chinese clients base, wherein AETOS is one of the main competitors of Multibank in China. Together, both have around 60% of the Chinese FX market with China being the largest holder of foreign currencies in the world, the second largest economy and the most populous nation.
The acquisition included the purchase of a base of clients totaling 500,00 clients out of which 35,000 active clients. Active clients refer to the notion of which clients have had trading activities in their account over the last 30 days. It also included around 145 employees to be integrated into MultiBank’s current corporate structure. Add to that, All the tech-based software and platforms including Introducing Broker Portal, mobile application, and 6 Meta Trader servers which represent the electronic platform that clients trade on. The cost of this purchase was 7.5M USD.
The main objective of MultiBank from the acquisition was to acquire more market share in the Chinese FX market and become the largest player in that market. Currently MultiBank has at least around 60% of the largest FX market in the world.
On the other hand, AETOS was under pressure to sell its Chinese clients base due to the new ASIC (Australian Securities and Investments Commission) rules that doesn’t allow ASIC regulated entities to onboard clients from China. The advantage that MultiBank had over AETOS is that it was regulated by a lot of regulatory entities while AETOS was restricted by both ASIC and FCA (Financial Conduct Authority) in the UK. Hence, MultiBank was able to onboard all these Chinese clients through its British Virgin Islands entity regulated by the FSC (Financial Services Commission). This competitive advantage that MultiBank has over most of the major players in this industry.
[bookmark: _Toc15260950]Results of the Acquisition:
Eight months later, the results prove that the acquisition was very successful based on the return on investment, with the project already in positive territory in terms of Net Income.
The deal was structured to start with all the employees to be included in the cost and to gradually lay off whoever was not needed therein after. As for the profits generated from this project, they were divided on an 80-20 rule for the first year. Hence, MultiBank receives 80% generated from this project for the first year. In the below table, rounded numbers are shown in terms of costs and profits generated over the past 8 months up until June 30th. As you can see from the numbers, MultiBank has already covered all its initial cost and upped it by almost 2 million US dollars all over a span of eight months while at the same time acquiring more market share in one of the largest FX markets in the world which is the Chinese market. 
	
	Profits
	Cost
	Net Profit
	Multibank 80% 

	November
	 $      700,000.00 
	 $  500,000.00 
	 $      200,000.00 
	 $          160,000.00 

	December
	 $  1,000,000.00 
	 $  450,000.00 
	 $      550,000.00 
	 $          440,000.00 

	January
	 $  1,400,000.00 
	 $  400,000.00 
	 $  1,000,000.00 
	 $          800,000.00 

	February
	 $  1,750,000.00 
	 $  350,000.00 
	 $  1,400,000.00 
	 $       1,120,000.00 

	March
	 $  2,000,000.00 
	 $  300,000.00 
	 $  1,700,000.00 
	 $       1,360,000.00 

	April
	 $  2,300,000.00 
	 $  300,000.00 
	 $  2,000,000.00 
	 $       1,600,000.00 

	May
	 $  2,700,000.00 
	 $  300,000.00 
	 $  2,400,000.00 
	 $       1,920,000.00 

	June
	 $  3,000,000.00 
	 $  300,000.00 
	 $  2,700,000.00 
	 $       2,160,000.00 

	Total
	
	
	
	 $      9,560,000.00 



Add to that, MultiBank was able to identify the key employees and kept 70 ex AETOS employees out of the 145 firstly acquired, hence lowering the running cost and achieve economies of scale by fully integrating all the remaining employees in the current workflow while at the same time maintained increasing profitability.

 
[bookmark: _Toc15260951]Success Factors of the Acquisition:
Mergers and acquisitions can help organizations become more cost efficient, well-organized, and powerful. However, mergers and acquisitions usually do not go smoothly with companies scrambling to make the acquisition successful. It is important to look at not only financial side the acquisitions but also all the non-financial variables that play an important role in achieving success. We will look at what are the critical success factors both pre and post-acquisition that should be considered and we will examine how they relate to the 3-H framework and how MultiBank was able to set a proper plan and methodology to handle the vital dimensions of people, organization, and competence to make it through the finish line. The 3-H framework refers to the following:
H1 – Heart which represents the human aspect and interaction of this framework including the organizational culture, the leadership style, values, motivation and others.
H2 – Head which represents the strategic management of the company, policies and procedures, industry analysis…. etc.
H3 – Hand which represents the employees and their competence, the recruitment process, and all the performance and compensation systems. 
[bookmark: _Toc15260952]Literature Selection: 
To better construct a review of the critical success factors of a merger or acquisition, it was important to identify the best journals and examined books of widely accepted academic knowledge. The focus was on keywords such as critical success factors, acquisitions, merger, takeover …. The main focus was on journals and articles published in the last decade or so.
Previous literature has emphasized about the importance of segregating the acquisition into two different phases: pre acquisition and post-acquisition. We will adopt this framework for this study and highlight the critical success factors of each phase and interaction of these success factors with each other and with other factors of the second phase.
[bookmark: _Toc15260953]Pre- Acquisition Success Factors: 
Literature have identified the following factors as critical success factors that need to be handled before the acquisition takes place. However, it did not discuss a lot the interrelationship between these factors.
[bookmark: _Toc15260954]Choice and Evaluation of Strategic Partner:
To enter into an M&A is a top management decision based on either a need for one or just finding a perfect candidate that makes it attractive to do so. It is not easy to find the right partner for that. There are different factors to take into consideration. Some researches (Angwin;2001, Schweiger, Csiszar, & Napier, 1993) consider that both companies should have the same strengths and weaknesses while others (Donnelly, Mellahi & Morris ,2002) imply the best way to move forward is through having similar top management quality, turnover, and control systems. The assessment for a right partner will be done through due diligence, with literature focusing on 2 major perspectives which are the “strategic fit” and “organizational fit” (Angwin, 2000). A lot of researches done showed that factors of both perspectives are important and decisive in making the M&A successful such as Wang and Zajac (2007) as they considered similarity is very critical in achieving success of the acquisition. However, very few researches study the implications of these factors post-acquisition. 
[bookmark: _Toc15260955]Pay the Right Price:
Almost all researches (Hayward, 2002; Sirower, 1997) consider paying too much or above market price is the major reason for the failure of an M&A. Add to that, Seth, Song, and Pettit (2000) examined cross border mergers, and identified how even harder it is to properly evaluate a company with a big variance of information between different companies especially in different companies. Moreover, there is a big debate about the way of payment and which is more successful. Tuch and O’Sullivan (2007) considered hostile takeovers that are paid by cash tend to outperform friendly ones paid with stock dividend, while Hayward in 2002, gave an example of a successful acquisition through stock payment to asset his idea of the outperformance of a friendly deal. 
[bookmark: _Toc15260956]Size Mismatches and Organization
Research findings show that it is empirical to have a high similarity between the organizational size of the firms to have a successful acquisition. Acquiring firms are larger than the acquirer will result in a big underperformance of the acquisition while at the same time acquiring very small firms will result in sub-par results as well (Moeller, Schlingemann, & Stulz, 2004). Companies that are being acquire and small in size compared to the acquirer tend to get diluted into the company post M&A, while the acquisition of larger entities sometimes result in a power and struggle and political wars inside the company post the M&A as each party is trying to be dominant over the other.
[bookmark: _Toc15260957]Overall Strategy and Accumulated Experience on M&A
A large number of studies has shown that companies who have more experience in M&As and a strategy built on growth through M&As are more successful in achieving success per Barkema & Schijven, 2008a, 2008b. Researches indicate that is important to learn and accumulate experience through different mergers and acquisitions (Haleblian, Kim, & Rajagopalan, 2006), and this helps them gain certain capabilities that are very critical in an acquisition and broadens the knowledge in making the acquisition successful (Vermeulen & Barkema, 2001). Recently, there has been some thoughts that the weight of experience is being overstated, and they are directing more towards the ability of companies to indirectly acquire the experience through studying the M&As of peers and other companies (Delong & Deyoung, 2007).
[bookmark: _Toc15260958]Courtship Period
Research has indicated that it is important for companies to better know each other before engaging in an acquisition. It is like living together before marriage. It can vary from working on a certain project up to an arm’s relationship (Stuart & Yim, 2010). This is very important during negotiations as each party would better understand the other party which would erase tension and help overcome any obstacles in negotiations (Sebenius, 2002). Moreover, this would also identify culture gaps and differences especially in cross-border M&As (Li & Guisinger, 1991).
[bookmark: _Toc15260959]Communication Before the Merger
Communication is one of the most important factors. It is imperative that companies be transparent to employees to avoid any negativity and uncertainty created by rumors (Bastien, 1987) which would demotivate employees. Hubbard & Purcell in 2001 emphasized the importance of setting the proper levels of expectations from the acquirer toward its employees, management, the stakeholders and the acquired firm.
[bookmark: _Toc15260960]Future Compensation Policy
Incentives are always the best way to motivate employees. It is essential for the acquiring firm to develop proper compensation policies that takes into consideration different types of individuals, personalities and motivational factors (Anslinger et al., 1996). However, revent studies have concluded that nowadays top management are using M&As to increase their own bonuses and incentives instead of focusing on a proper incentive scheme (Devers et al., 2007).
[bookmark: _Toc15260961]Interrelationships between Pre-Acquisition Success Factors
Not a lot of studies have researched the relationship between the different success factors in the pre-acquisition phase. However, Chung et al. (2000) considered combining the two factors of evaluating and choosing the right partner with size mismatches and organization increases the probability of success of the M&A due to status similarity. Another study (Fuller, Netter, and Stegemoller, 2002) analyzed the factors of size of the companies and form of payment, and it concluded that for private firms share payments was more beneficial, while for public firms, cash payments was always the best way to go. There is still a lot to study on the interrelationship between different pre-acquisition success factors which would give us a better view and understanding on the performance of acquisitions.
[bookmark: _Toc15260962]Post-Acquisition Success Factors
The process doesn’t stop once the acquisition happens. How the new formed organization will function and be managed is the more difficult part and some managers fail to address this side of the deal (Bower, 2001). Further to that, we will look at the critical success factors that come along post the acquisition.
[bookmark: _Toc15260963]Integration Strategies
The level of integration is very important in extracting value from the acquisition. The value is lost without proper and effective integration (Schweiger & Goulet, 2005). The level of integration has to be perfected or else too much or too little integration can be destructive to the acquisition. A lot of researches tried to identify different approaches in setting the framework for the integration phase. It varied from focusing on cultural fit (Nahavandi and Malekzadeh, 1988) to the most know one proposed by Haspeslagh and Jemison (1991) that considers four different styles with different levels of implications and intended synergy to achieve the required outcome. With that came a lot of different integration strategies that take into consideration organizational differences and calibrates the effect of these differences based on the desired synergy outcomes (Bjorkman, Stahl, & Vaara, 2007).
[bookmark: _Toc15260964]Post-Acquisition Leadership
It is very important to have a clear direction for the company that is set by the leader to be able to navigate through the acquisition process (Angwin & Meadows, 2009) which makes leadership one of the most critical success factors of an acquisition. It is also considered that most acquisitions fail because of a lack of leadership team that is able to assess and conduct the necessary changes. Moreover, it is essential that the leadership aligns changes with expectations between both organizations (Angwin, 2001) and be proactive in identifying and implementing the changes needed (Hyde & Paterson, 2002). All that being said, it is crucial to better identify which type of leadership serves different levels of integration (Vassilaki, 2011a, 2011b).
[bookmark: _Toc15260965]Speed of Implementation
Only few researches have discussed the topic of speed in the integration of an acquisition with not a lot of importance given to it. However, Vester (2002) considers it to be one of the most important success factors especially in the technology firms M&As. A slow process might create a lot of uncertainty and a bad feeling among all employees (Angwin, 2004), and Light (2001) considered that momentum is very important and losing that is worse than making mistakes in a speedy process. On the other hand, Ranft and Lord (2002) considered that a slow process through a longer time helps build trust among both parties and hence facilitating the integration process. It is hard to find the right pace for the integration process, that is why recent researchers have identified a fast intensive process at the beginning that could last up to 100 days (Inkpen et al, 2004) or 90 days (Angwin, 2004).
[bookmark: _Toc15260966]Post-Acquisition Integration Team
The acquisition process is such a long and detailed process that managers lose sight of their day to day tasks in order to focus on the acquisition related issues (Angwin, 2000).  It is important for all companies not to loses focus from the main goals of growth and innovation and get distracted by all the integration and acquisition related issues (Ghemawatt and Ghadar). Hence, a lot of researches confirmed that forming an integration team to lead the post-acquisition integration period is what makes companies successful (Vasilaki & O’Regan, 2008). 
[bookmark: _Toc15260967]Communication during Implementation
One of the major success factors is having proper communication and transparency with all company employees to better explain the purpose of the acquisition (Hubbard & Purcell.2011) and align stakeholders’ expectations and calm their fears (Schweiger & Denisi, 1991). “Walk the talk” is a very popular sentence mentioned by Bastien in 1987 which emphasizes the fact that managers should validate their communication through actions and not just words and are able to keep their word and not promote false promises (Light, 2001). As important as communication is post-acquisition, it is crucial to mention that over communication could be harmful and detrimental to the innovation and creativity of the employees needed to manage sudden changes (Weber, Rachman-Moore, et al, 2012).
[bookmark: _Toc15260968]Managing Corporate and National Cultural Differences
“Cultural Fit” is one of the major criteria studied before entering into an M&A. Weber et al. (2000) identified different cultural differences at various levels. Where cultural difference is mostly obvious is in international mergers and acquisitions (Cording et al., 2008) post the acquisition phase which require more effort and urge to handle for a better performance. There is a lot of debate on the power of both cultural and national differences on the acquisition, with big differences negatively affecting the value of the companies (Datta, 1991) while other contradictory results show that a lot of cultural differences can also have a positive impact (Weber et al., 1996). Hence, to better assess all that, Weber et al. (2009, 2011) came up with a model that weighs the effect of corporate and national cultural differences versus the potential synergy from the acquisition. To conclude, cultural difference is definitely a big factor of an acquisition, and can affect either negatively due to a big cultural difference and misunderstanding (Vermeulen & Barkema, 2011) or positively as a source of competitive advantage and unique status.
[bookmark: _Toc15260969]Human Resource Management
Some indicate that the human resource department is the most important in all organizations. It is the catalyst of all other departments. Although the main problems of human resource management are identified before and during the acquisition (Weber & Drori, 2011), it is still very important for it not to obstruct the synergies of the acquisition. Specific HR policies and procedures to migrate all the expertise and skills to all employees of both companies and recent studies emphasized the importance of these methods (Weber & Tarba, 2010).
[bookmark: _Toc15260970]Interrelationships between Post-Acquisition Success Factors
The relationship between different post-acquisition success factors have not been studied extensively. Recently, Angwin (2004) studied the relationship between integration strategies and the speed of integration and discussed how there always must be a plan B in terms of speed of integration. Another research was made on the relationship between top management usage and integration strategies by Angwin and Meadows (2009) that showed how choosing the wrong people will destroy all the synergies of the acquisition. These researches now stress the importance of these factors but there is still a long way to go to study the different relationship between all the other factors such as the interaction between different corporate cultures and the speed of integration ... etc.
[bookmark: _Toc15260971]Interrelationships between Pre and Post-Acquisition Success factors
There is a significant lack of studies about the interaction between pre and post-acquisition factors as highlighted by the model constructed by Weber (2011) which stresses the importance of the relationship between these different success factors and consider it as a focal point for the success of the acquisition, which was received major support from different researches later on (Weber, Tarba, & Reichel, 2011).
A lot has been studied about identifying the major success factors of an acquisition. However, there is still a significant gap that hasn’t discussed the relationship between these success factors whether between pre-acquisition factors, post-acquisition factors, or pre and post-acquisition factors.
Now, we will discuss how MultiBank was able to use different models and address the different success factors to make this acquisition successful.
[bookmark: _Toc15260972]McKinsey’s 7S Framework:
McKinsey’s 7S model is used to analyze different organizations and how effective they were. This model looks at seven different elements that help an organization become successful: strategy, structure, systems, shared values, style, staff, and skills. The three hard elements are the strategy, structure, and systems, and they are directly influenced by the management. The other four are soft elements that are not tangible and can only be affected through the organizational culture created in the company. It is very important to use the 7S McKinsey’s framework in acquisitions to better restructure the whole new organization. This model was used by transformational leaders who are very detail oriented into every different aspect of the organization. 
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[bookmark: _Toc15260973]Strategy
It is very important for the organization to set its strategy and how to build a competitive advantage over other companies. MultiBank set its strategy to expand globally and achieve growth as much as possible by acquiring firms from different parts of the world and getting regulated from different regulators to suit all kinds of clients’ needs and demands. Hence, with the proper strategy, MultiBank was able to address the following success factors: choice and evaluation of the strategic partner, size mismatches and organization, overall strategy and accumulated experience, courtship, integration strategies, With the proper planning, MultiBank was able to identify the perfect company to acquire, which just a bit lower number of employees but also has a big market share in China. After that, MultiBank was able to set the proper strategy to have the integration go smoothly. All these relate mostly to H2 which is the head parts that relates to all the planning and strategy of the company.
[bookmark: _Toc15260974]Structure:
To know where everyone stands in the company is very critical to all means of communication. MultiBank was built in a way where each employee knows his role and fits perfectly in the organizational chart of the company. It was very essential to properly integrate the ex AETOs team in the current organizational chart, and this was helped by the model that MultiBank uses by giving autonomy to every different profit center. This factor combines all H1, H2, and H3 together as it needs proper planning and vision, and to have the right people to set the organizational structure, and the best means of communication to explain to each employee where he fits in.
[bookmark: _Toc15260975]Systems:
Systems refer to the policies and procedures in place to manage the flow of every single operation in the company. One of the major important factors in making a company successful is having the proper policies and procedures that make it easy for current employees to follow the different protocols in the right manner and help ease the transition of new employees into the company. This relates to a combination of H2 and H3 with the proper planning and having the right people to set the specific policies and procedures.
[bookmark: _Toc15260976]Shared Values:
The corporate culture of the company is what sets it unique. This is the core of the McKinsey 7S framework, and it is the one that mostly affects all the other dimensions. The general work ethic and the values the company is built on creates a sense of belonging. MultiBank always had pride for being run like a family, wherein all employees are very close to each other and always support the other all the way from top management to the lowest ranked employee. Kotter and Heskett (1992) discussed how corporate culture have big impact on the performance of the company and is a key factor to achieve success. Schein, E.H. (1984, 2006) identified seven dimensions of the corporate culture upon which MultiBank built its culture which are:
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· Innovation and Risk Taking: with Multibank encouraging its employees to have new ideas and innovation and taking risk. The Chairperson once said in a meeting to all employees “If you never try, then the probability of success is 0. However, if you try ten times and fail nine but succeed once, your probability of success is higher than 0”. This was stuck in every employee’s mind to always encourage him to try and never be afraid of failure.
· Stability: It is very important to have stability for employees to concentrate on their goals and targets and not worry about rumors and smaller things. MultiBank created a stable environment for employees to help them become more productive.
· Aggressiveness: MultiBank creates a competitive environment but at the same time cooperative. Employees should always strive from excellence, and excellence only comes with competition and getting out from our comfort zone.
· Team Orientation: Not one single person can do everything by himself. The CEO stated that we are currently leaders in the industry not because of him or the chairperson alone but because of each and every single member of this organization. This shows that it is a team effort to achieve success. 
· People Orientation: Each employee is a member of the MultiBank family. Success can’t be achieved at the expense of family members. MultiBank promotes team success, and hence either everyone fails or everyone succeeds.
· Outcome Orientation: Results are what define success. However, the hardest part is maintaining success. To be able to do that is by having a thorough process to reach results. Hence, not only results matter but also the way to reach these results play in important factor.
· Attention to details: Every single detail matters. Nowadays, what differentiates different companies are small details which may not look that important, but when combined together they would make all the difference in the world. 
By using this framework for the organizational culture, MultiBank was able to address the issue of managing corporate and national cultural differences which is a major success factor of an acquisition. This success factor relates to H1 which is the heart.
[bookmark: _Toc15260977]Style:
It refers to the way leadership adopts its work around the organization. The leadership of MultiBank follows two certain models in the company: the SMART model and the motivation hygiene theory. 
MultiBank follows the SMART model for its goals which was discussed by Paul J. Meyer in 2003 in his book “Attitude Is Everything: If You Want to Succeed Above and Beyond”. The S stands for specific for which the goals should be defined by different “Who”, “How”, “Where” … etc questions. M is for measurable so you can track the progress and measure the performance and having that adrenaline rush once you get closer to the deadline of your goal. A is for achievable, as everyone should always set realistic goals and not dream over the moon but also set certain challenges to themselves. R is for relevant. All goals should mean something or else why am I setting these goals. They should relate to other goals and at the same time be of added value to myself. Last but not least, T is for Time-bound. Everything should have a time limit, and hence every target should have a deadline to meet it. This helps us focus on the goal and give us something to work for and at the same time we don’t lose track of it with our day to day operations. 
The other theory that MultiBank adopts is the motivation-hygiene theory developed by Dr. Frederick Herzberg. This theory considers that job satisfaction is related to both the content and context of the job. Employees are satisfied by achievement, increased responsibility, and career enhancement which are called motivators. Motivators are what bring satisfaction to the employees. On the other hand, employees mostly get dissatisfied with the way they are treated at the workplace like salary, relationship with supervisor, and company policies. These dissatisfiers are called hygiene factors.  Based on motivators and hygiene factors, and taking into consideration individual differences including motivation, MultiBank created a profile for its employees to figure out how to extract the best out of its employees and to keep everything efficient and effective.
Using these 2 models, the leadership of the MultiBank Group sets the standard of how to deal with all different issues in the company, whether with its employees or with its goals, which are the two main factors that define the success of an enterprise. Add to that, MultiBank formed an integration team to better handle communication with all employees from both entities to calm all fears and kill rumors that might affect the moral or motivation of the employees. All the above mentioned factors have helped MultiBank address several success factors such as communication before the merger, post-acquisition leadership, post-acquisition integration team (that disregard all daily operations and only focus on helping employees), and communication during implementation, with all these success factors relating to the H1 of the 3H model which is the heart factor.
[bookmark: _Toc15260978]Staff:
This relates to the number of employees needed especially after the acquisition and who is needed to be kept at the company and which employees should be let go. The company have identified them and kept around 70 employees out of 143 from AETOS, which are the key members and leaders of each department while at the same time retaining all its employees. As for new employees, MultiBank strengthened its recruitment process and will have extensive interviews for all candidates to make sure only the best are chosen. Once candidates are chosen, an extensive training program for 2 months is applied featuring at least one week in every department from dealing, back office, compliance, to operations…etc. Add to that, to help motivate and ensure loyalty of all employees, MultiBank announce a compensation policy for all its employees based on performance to be evaluated by supervisors which would include cash disbursements, salary increase, career enhancement, and stock options. Hence, MulitBank was able to properly take of the future compensation policy critical success factor which relates to H3 of the 3H factor which is the hand factor.
[bookmark: _Toc15260979]Skills: 
Skills relate to the competencies of the employees, and MultiBank is known to have a very thorough selection process of future employees with a constant monitoring of their performance. Add to that, MultiBank is known to send all of its employees to different seminars and workshops to keep them up-to-date with all the latest developments in the financial markets. This also relates to the hand factor of the 3H framework. 
MultiBank followed a certain process that involved different steps in order to reach a successful organizational change and hence making the acquisition a success. At first, it identified the areas that are not effectively aligned. Then, it determined the best possible organizational design for after the acquisition. After that, MultiBank identified what needed to be changed and where (which department, division…) the change should take place. Once that was done, the changed had to be effected. At last, the work doesn’t stop here. The 7S model should always be reviewed to be able to better address any issue that may arise at any different period of time.
[bookmark: _Toc15260980]Hypothesis: 
Based on the previous literature, we noticed that the 3-H framework all together is a complete process of handling different situations. They go hand in hand. However, we would like to determine which H was more important in making this acquisition successful. Was the leadership style up to standard? Were the policies and procedure properly set and effected? Were the employees skilled enough to get the acquisition to the finish point? What was the shining light through of all this process?
To better answer all these queries, we would like to test the hypothesis of H1 (the heart factor) being the most important factor in this acquisition and had a higher impact than that of H2 and H3. 
Hence our H0 will be: H1=H2=H3 and our Ha will be: H1<>H2<>H3.
[bookmark: _Toc15260981]Qualitative Analysis:
[bookmark: _Toc15260982]Execution of the Semi-Conducted Interviews:
Hence, I conducted a short semi-structured interview with 3 key members of MultiBank to talk more about the acquisition. The semi-structured interview style was chosen to give the interviewees some freedom to better give their point of view of what happened and share more their experience in this acquisition. Based on Pepper and Wildy (2009), a well conducted semi-structured interview is art, and to achieve that you need to be prepared, calm, and organized (e.g., Myers & Newman 2007). 
Secondly, I had to make a purposive selection of participants as I needed people familiar and who experienced this acquisition, and that would give this paper more credibility. The interview conducted included 5 employees from AETOS, the HR transition team, MultiBank’s old employees and MultiBank senior management. This means that employees at different levels in the organizational chart were considered to eliminate the elite bias. Myers and Newman (2207 considered that only interviewing senior management would lead to this bias. 
Moreover, I made sure to consider all ethics associated with interacting with the interviewees, hence I had to take several steps per the following. The interviewees were required to sign a consent form that they acknowledge that they voluntarily participate in the interview and they can decide not to answer any question they don’t feel like answering and can leave at any time. Add to that, the objective of the interview was explained to them and why it was important to know what the main factors of success of this acquisition were and what was the reason of the study. 
It is worth mentioning being a part MultiBank, I was familiar with all the acquisition process, and I knew all the employees closely which made them feel more comfortable conducting the interview and relaxed with their answers which kept a fluid relationship during the interview (Hand, 2003).
All the interviews happened during July 2019 face to face at the headquarters of MultiBank in Hong Kong and took around 30 minutes each with the same 5 questions asked to each interviewee, with all interviews being sound recorded. All the interviewees didn’t have a problem revealing their identity and all signed off on the transcript and were happy to discuss further if needed.
[bookmark: _Toc15260983]Data Interpretation:
I had to re-listen to the recordings and transform them to transcripts. Then, after that I went through a quick reading of all the transcripts and followed a seven-step process to interpret the data. This processed followed the following sequence. First, as mentioned, a quick reading of all the transcripts had to be performed. After that, a second more detailed reading and highlighting of transcripts was necessary. Then, I rendered themes with each transcript before determining the common themes within them, re-organizing them by theme, before summarizing the finding in the end.
[bookmark: _Toc15260984]Results:
The questions asked mostly relates to what the main factor behind the success of this acquisition was, and what were the main obstacles that had to be overcome. The most repetitive words were about communication, leadership, and adjusting the organizational culture to make everyone feel a part of the family. All interviewees explained how management was very close to every single employee, always communicating with everyone to address their concerns and explain the strategy and the way going forward. They explained how everyone was explained his role and everyone knew what was required from him. The second major thing they talked about the leadership skills of the company’s senior management. They explained how the CEO of the company adopts the SMART model. Many of them point how specific in his demands the CEO is. He sets achievable goals for every single member of the organization based on his capabilities to give him a chance to be successful and explains to everyone how he will measure their success. Interviewees explained that every single task assigned had a relevant purpose in a timely manner to achieve the ultimate goal which is the make this acquisition successful. The last point that was discussed a lot was the organizational culture and how management followed a certain process especially through its integration team to assess divide the process in terms of cultural differences into 3 different phases. The first phase including identifying the differences between both organizational cultures. Then, the second phase was emphasizing on the similarities between both cultures. At last, the final step was to build a new culture for all the organization with its base being the similarities between both cultures. All the interviewees talked about the competence of the employees and proper policies and procedures set in place to lead the way. However, the biggest emphasis was on the communication, leadership, and organizational culture and how close the whole team was together during this period. This renders our hypothesis that the H1, H2, and H3 have the same importance in this acquisition as false and the fact that H1, the heart factor, was more important than the Head and Hand factor.
[bookmark: _Toc15260985]Conclusion:
Most of mergers and acquisitions face a lot of problems and end up failing. Therefore, it is very important to identify the critical success factors, and have the best possible approach to deal with them. Shoenberg (2006) considers no one knows exactly what are the factors that affect the mergers and acquisitions and the relationship between these factors. Therefore, even though literature identifies some critical success factors, it is still hard to manage them in the right way. Even though these success factors cover all the main economic, strategic organizational, social, and behavioral perspectives, there is still a significant gap in studying the interrelationships between different success factors and explaining how addressing certain factors together would implication the whole organization and identifying which factors go in hand in hand together. 
As we mentioned earlier, it is important to segment the acquisition into two phase: pre and post-acquisition. After that, we try to define the critical success factors of each phase before also determining the interrelationship between success factors of each phase and then the relationship between success factors of different phases. All these success factors relate to a part of the 3H model. As discussed earlier, MultiBank was able to address all these critical success factors through different models it uses to manage the company and move forward. Through using McKinsey’s 7S framework integrated with different management, leadership, and corporate culture models, MultiBank was able to make this acquisition successful which was evident by the results after the first 8 months. The organizational culture paves the way for the foundation of the company, while the leadership of the company is what defines it and its ability to reach its goals. From top to down, MultiBank was able to use the 3H framework to its advantage, especially focusing on the H1 which is the Heart, as it was concluded to be the most important factor in this acquisition based on the interviews conducted. The 3H framework is an interrelated framework for which all H factors should be addressed together. However, per each case, some H factor can be more important than the other, as was the case of H1, the heart factor, in this acquisition.


[bookmark: _Toc15260986]Appendix 1: Interview
What is the management style?
What did leadership do to help ease the transition?
What is the corporate/team culture?
Where are the controls and how are they monitored and evaluated?
What internal rules and processes does the team use to keep on track?
Is decision making and controlling centralized or decentralized? Is this as it should be, given what we're doing?
Do employees/team members tend to be competitive or cooperative?
What are the main systems that run the organization? 
Any other comments you would like to add.
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