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INSIGHT INTO THE SUCCESSFUL AND FAILURE OF 
PEOPLE MANAGEMENT FACTORS IN ORGANISATIONAL MERGERS AND ACQUISITIONS


EXECUTIVE SUMMARY

M&As have been a popular strategy for companies to pursue their strategic objectives. Previous research findings revealed that the majority of M&As failure were due to human factors within M&As context. Therefore, this report presents an empirical investigation of the motives of M&As; the successful and failure of people management factors in organisational M&As process; and the people management strategies for HRM’s action plan throughout the M&As.

Based on the detailed examination and analysis of various secondary data related to this report’s research issues, the research findings reveal synergies are the most compelling factors to motivate M&As. The findings further confirm that although all HRM models for M&As exercise as presented in this report (i.e. a complete set of HRM model which segregated into planning, integration and implementation phases; and several strategic HRM models concerning employees’ resilience and creativity enhancement for cross-border M&As, acquired firm’s employees retention in post-M&As, and bi-cultural employees retention in cross-cultural M&As) have provided enrich insights in increasing the likelihood of M&As success, but such HRM models also trigger or encourage future studies with different types of M&As, different institutional, country or sociocultural contexts, and/or additional HRM and M&As success variables and literatures.

In view of the extensive and diverse literatures on M&As and HRM, future empirical studies are necessary for testing the propositions along with different hypotheses in determining the success and failure factors of M&As at different scenarios.


1.	INTRODUCTION

1.1	Research Objective and Issues

The objective of this management research report is to examine the successful and failure of people management factors in organisational mergers and acquisitions (collectively, the “M&A” or the “M&As”) through exploring the following key research issues:

(a)	analyse the internal and external environments that led to M&As exercise (i.e. motives of M&As);

(b)	examine and identify key contemporary factors and issues in the context of people management that arose in the organisation during the M&As process; and evaluate the relevant people management strategies used for ensuring the successful of the implementation of organisational M&As; and

(c)	analyse the appropriateness of the relevant people management strategies proposed for removing indecision and creating focus and purpose towards determining appropriate action(s) throughout the organisational M&As.   
  
1.2	Rationale for the Research

Over the past few decades, M&As (as a strategically important corporate strategy) have become popular in achieving rapid growth (including international and global expansion), competitive advantage and synergies, and increasing business profitability thereby leading to increased shareholder wealth, as well as accessing new knowledge, products or technology (Kumar and Sharma, 2019). Since 2000, there have been over 790,000 M&As transactions with an aggregated value of exceeding US$57 trillion publicly known around the world, within which there are between 50% and 80% failure cases in reality (Zahoor, Khan and Sinkovics, 2022). 

[bookmark: _Hlk129014029][bookmark: _Hlk128948448]Since M&As involve different rationales and circumstances, and often trigger major organisational changes (including, inter alia, work forces are encountering tremendous stress in adapting to new norms in the work place as regards strategies, organisational structures, cultures and work processes), hence, the dominant reasons for excessive M&As failure are related to organisational behaviour and people management (Cooke et al., 2021; Zahoor, Khan and Sinkovics, 2022).

Although M&As are inherently risky and can be disastrous, if no proper strategy has been adopted, but the fear of failing in M&As has not reduced such transactions all over the world. By hoping to be part of successful M&As, companies opt to put their businesses at risk. In relation thereto, the writer will conduct an analysis of the internal and external environments that led to M&As exercise (i.e. motives of M&As).

[bookmark: _Hlk128948663]In view of (a) prior research findings revealed that people management is a key factor in affecting the results of M&As; and (b) the vast majority of M&As fail to achieve their planned objectives or motives of M&As has increasingly led scholars and practitioners to focus on (and consider) human factors within M&As with the intention of exploring employees’ post-merger attitudes and behaviours which ultimately impacts the M&As success, this report will present research findings relating to the writer’s research issues on people management set out in the above item 1.1 (Research Objective and Issues).

1.3	Research Structure

[bookmark: _Hlk128251977]	This report proceeds as follows: item 2 explains the applicable research methodologies to the research context; item 3 reviews the academic literature, scholars and researchers’ reports relating to the research issues; item 4 presents summary of research findings and arguments; and finally, item 5 represents some concluding remarks and provides a basis for future research on the topic. 







2.	RESEARCH METHODOLOGIES 

The writer will adopt a combination of methodologies, an archival or documentary research strategy and a case study strategy to conduct a thorough examination and critical evaluation of various data derived from the secondary sources with the aims of presenting comprehensive findings and valuable recommendations.

2.1	Research Strategies

In view of the research issues are addressed based upon the secondary data, the writer will adopt the following strategies:

(a)	An archival or documentary research strategy that potentially offer a rich source of suitable secondary data (including online data from around the world which can be downloaded free of charge) for analysing and investigating the research issues (Saunders, Lewis and Thornhill, 2019). However, the existing data may not fit entirely to the writer’s research objective and questions (Denscombe, 2007).

Comparative research is possible if secondary data supports comprehensive comparisons; and due to thorough re-examination of such data, discovery of new ideas is possible (Saunders, Lewis and Thornhill, 2012).

(b) 	A case study strategy with competency on gaining insights into the studied context in its real-life context (including drawing on qualitative data for better understanding of the scenarios) will lead to rich, empirical descriptions and the development of notion for identifying what is happening (i.e. exploratory purpose) and why (i.e. explanatory purpose), and for understanding the effect of the situation and implications for action (Saunders, Lewis and Thornhill, 2019).





2.2	Research Methodologies

	Qualitative interpretative research methodology: based on the original interpretation of secondary data that derived from the above-mentioned secondary sources, the writer will analyse and interpret non-numerical data of research issues in order to gather in-depth insights of the research context.

Comparative approach: to compare and contrast several research findings and arguments or opinions made by the academic writers (scholars) and researchers in relation to the writer’s research issues. Such comparative results will form a supportive basis in justifying the writer’s arguments, valuable recommendations (if any) and concluding remarks.





















3.	LITERATURE REVIEW AND RESOURCES

In this report, the literature review is principally focusing on the research objective and issues, as well as reviewing and interpreting the research findings.

3.1	Motive of M&As

M&As (as a strategically important corporate strategy) have become popular in achieving rapid growth (such as domestic, international and global expansion), competitive advantage, synergies and innovation, and increasing business profitability thereby leading to increased shareholder wealth, as well as accessing new knowledge, products or technology. M&As can take various forms (Kumar and Sharma, 2019).

	The common tools used for conducting strategic planning and analysing the organisation’s internal and external environments leading to M&A exercise are, inter alia,  (a) SWOT analysis which analysing the entity’s internal strengths and weaknesses, and the external opportunities and threats (Benzaghta et al., 2021); (b) PESTEL analysis for analysing  the macro environment on political, economic, social, technological, environmental and legal factors (Yüksel, 2012); and (c) Porter’s five-forces analysis for examining the intensity of competition, bargaining power of buyers and suppliers, and threat of substitutes and new entrants (Porter , 1979).

Research findings reported that, in general, the motives of M&As comprise the following factors:

[bookmark: _Hlk129014065][bookmark: _Hlk129014089](a)	Kumar (2019) indicated synergies (in M&A context, synergy represents the value of the combined entity is greater than the aggregate values of the individual entities) are the main driving forces to foster M&As.

	Synergies derive through cost reduction and revenue enhancement, thus attain a higher profit, and ultimately lead to the increase of shareholder value, as well as leading to economies of scale or scope. Horizontal merger leads to the increased market share, thus attains monopoly gains. Vertical integration (such as in the form of forward integration with its products’ distribution network; and/or backward integration with the supplier of raw materials) leads to complimentary benefits. Great improvement in the post-acquisition managerial skills shall contribute to superior managerial performance and effectiveness, thus attain efficiency gains. Furthermore, acquisition will lead to value creation (economic gains) or resource allocation and cost efficiency in the post-acquisition through the combined performance and realising synergies.
 
	Economies of scale (refers to the companies’ ability to generate efficiency through its size), economies of scope (refers to a synergy derived from the complementary skills of individual entities), and market power (refers to the combination of entities caused increasing in size, thus achieving higher market power (i.e. increased market shares). Resulting therefrom, the combined entity will achieve a higher profit, and ultimately leads to the increase of shareholder value) are the major synergetic benefits arising from the M&A. The management might, due to the fear of losing the market share to the incoming market participant(s) or the existing competitor(s), opt for merging or acquiring those entities in protecting the market share.  

	Kumar (2019) also indicated the following common forms of synergies that could be attained through merger or acquisition:

(i)	Access to cheaper credit – By acquiring company(ies) with little to almost no debt on account, the combined entity would have a lower debt-to-equity ratio, thus leading to cheaper (i.e. fetch loans at a cheaper rate) and better accessibility of credit.

(ii)	Diversification – The acquirer entity would gain advantages from (a) operational diversification by acquiring companies perform in different product line(s); or (b) geographical diversification by acquiring companies in the same industry that have different locations presence. 

(iii)	Acquisition of crucial resource – The target company possesses valuable resource which is crucial to the acquirer entity.

(iv)	Tax Savings – The combined entity may enjoy a tax saving benefit from setting off the accumulated losses of the loss-making acquired entity, which was acquired by a profit-making entity at a lower appraised value, against the profits of the combined entity.  Correspondingly, the combined entity will be benefited from the readily available tax exemptions for investment allowances granted by the national tax department to the acquired entity, thus improve the profitability of the company. 

[bookmark: _Hlk135508941](b)	For achieving economies of scale or scope and sustainable competitive advantage, searching and securing international business opportunities and new valuable resources, and overcoming trade barriers (Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018); emerging-market firms progressing to the outperform developed countries (Liu and Vrontis, 2017, cited in Liu et al., 2021); and maturing born-global firms levering to subsist or rapid development (Almor, Tarba and Margalit, 2014, cited in Liu et al., 2021).

[bookmark: _Hlk128948071](c)	Liu, Bebenroth and Yang (2022) argued that, due to the impressive business and economic transformations and institutional development in Asian markets, it is essential to investigate the influencing factors of M&As in and out of Asia, particularly China, Japan and South Korea. Their research findings suggested that the divergence and convergence considerations in M&As arrangements could be due to national environments and industrial characteristics, and human aspects, respectively. The following are the summary of their research findings and judgements which related to the writer’s research objective and issues:

Keen for internationalisation is a significant factor motivating Asian firms to compete towards globalisation. These Asian ‘latecomers’ are keen to learn the Western management practices relating to M&As, for example, Chinese takeover of Volvo, whereby Chinese counterpart has been teamed up with a Swedish manager for learning purpose and facilitating knowledge transfer (Yakob, Nakamura and Ström, 2018; Liu and Meyer, 2020, cited in Liu, Bebenroth and Yang, 2022). 



	THE CASE OF CHINA 

The China’s 14th Five-Year Plan (policy guidance for China which identifying the strategic level of economic and social development objectives and challenges) has influenced the Chinese M&A activities tremendously. 

(i)	Chinese Domestic M&As

Modernisation of state-owned enterprises (“SOE”) through M&As by partnering with private entities with the aims of enhancing operational efficiency and enjoying socio-cultural advantages (Xing and Liu, 2016, cited in Liu, Bebenroth and Yang, 2022). For example, FAW Car Co., Ltd.’s acquisition of FAW Jiefang Group Co., Ltd. in 2020 was initiated by SOE.  

Large companies (such as Chinese digital giants - Baidu, Alibaba, and Tencent) enter into M&As for technology entrepreneurship ventures with the aim of building trust-based relationships between buyers and sellers (Graebner, 2009, cited in Liu, Bebenroth and Yang, 2022). Through M&As, such digital giants built their own ecosystems within upstream and downstream portfolio companies for coordinating resources, leveraging capabilities and attaining synergies (Nambisan, Zahra and Luo, 2019, cited in Liu, Bebenroth and Yang, 2022).

	(ii)	Outbound M&As from China

M&As in China and Asia are extensively driven by the regional trade structure. Strong economic interactions and low trade barriers in the Asia Pacific region, further intra-region investments and foreign direct investments are effective results of the Regional Comprehensive Economic Partnership (RCEP); and due to the consistency of standards in the region, improvement of the regional supply chain integration, thus provide greater flexibility and convenience to the enterprises. Moreover, Japan has established new free trade partnerships with China and Korea, respectively. 



THE CASE OF JAPAN

(i)	Japanese Domestic M&As

Expansion of business of Nippon Paint Holdings Co., Ltd. into non-core sectors of Singapore’s Wuthelam Holdings through merging of their business activities (Dwyer et al., 2021, cited in Liu, Bebenroth and Yang, 2022). On the other hand, keiretsu acquisitions would emphasise on salvaging the struggling targets than boosting economic performance of keiretsu acquirers (Kaneko, Kashiwazaki and Takeda, 2020, cited in Liu, Bebenroth and Yang, 2022). 

(ii)	Outbound M&As from Japan

Enter foreign markets through acquisitions of foreign targets for avoiding fierce competition in domestic market (Shimizu and Uchida, 2018, cited in Liu, Bebenroth and Yang, 2022).

THE CASE OF SOUTH KOREA

The Korean New Deal 2.0 has extensively influenced the Korean multinational enterprises’ M&A activities in green and digital industries. 

(i)	Korean Domestic M&As

For further strengthening the core competitiveness of Korean firms in domestic market, domestic M&As would serve as a strategic organisational restructuring. Disposal of non-core assets for stabilising investments in core businesses. In order to secure liquidity for strategic acquisitions, some firms disposed their profitable assets, for example, in 2020, SK Construction Engineering & Construction Co. disposed all its equity shares in SK TNS Co., Ltd., the profitable wholly-owned subsidiary, and utilise such fund to acquire new green ventures from EMC holdings. 



(ii)	Outbound M&As from Korea

Korean firms are keen to strengthen their leading industries globally, particularly the high-technology sectors in the developed countries, and tap into fast industrialisation markets in emerging countries, for examples, the acquisition of Intel’s US NAND memory and storage business by SK Hynix Inc. in 2020, and the acquisition of 16.3% equity shares of Vietnam’s top retailer Vincommerce by SK Group.

Additionally, Korean companies tend to undertake strategic restructuring by acquiring complementary resources globally; strengthen their global competitiveness and superior sectors in automotive semiconductors automobiles sectors by acquiring strategic resources and new know-hows in the western developed countries; and explore new green sectors for safeguarding future environmental changes.

CHALLENGES AND OPPORTUNITIES FOR M&As IN AND OUT OF ASIA

North-Asian outbound M&As are highly prone to environmental changes relating to the home and host countries’ governmental regulations and policies, geopolitical stability and economic structure between regional trading partners, external disasters, etc. Asian cross-border M&As are likely to promote another chance of integration and coordination of resource allocation globally. Additionally, domestic and international M&As will be influenced by national strategies and economic environments.

Japanese and Korean firms tend to succeed in the environmental technology and digitalisation’s cross-border M&As. On the other hand, geopolitical complexity posed  
greater challenges to Chinese firms’ overseas M&As. Nonetheless, China is still considered as an attractive market for foreign investors to undertake collaborative work with Chinese firms.

[bookmark: _Hlk128948029]Regarding the ‘human aspects of M&As’, all Japanese, Korean and Chinese firms encounter difficulties in unifying potential overseas targets into the business strategies of parent company or combined entity.

3.2	Key Contemporary Factors and Issues in the context of People Management during the M&As Process; and the Implementation of People Management Strategies for Successful M&A Exercise______________________________

[bookmark: _Hlk128948821]M&A processes comprise a modification of the organisational structure and traditional work procedures, hence, reorganisation of human resources (“HR”) is utmost importance. Although HR is a key player in the implementation of organisational changes, in practice, management pays insignificant attention to the HR functions in this process (Marks and Mirvis, 2000, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020).

M&A processes impose many core HR challenges, including, inter alia, issues associated with communication (Gomes et al., 2013, cited in Cooke et al., 2021); management competence (Sinkovics et al., 2015, cited in Cooke et al., 2021); organisational identity (Giessner, Horton and Humborstad, 2016, cited in Cooke et al., 2021); fairness and justice (Melkonian, Monin and Noorderhaven, 2011, cited in Cooke et al., 2021); employee commitment (Dao et al., 2016, cited in Cooke et al., 2021); turnover (Cho, Lee and Kim, 2014, cited in Cooke et al., 2021); leadership (Rao-Nicholson et al., 2016, cited in Cooke et al., 2021); employee emotion and voice (Edwards and Edwards, 2015, cited in Cooke et al., 2021; Zahoor, Khan and Sinkovics, 2022); and culture, whereby cultural integration is utmost important as many failures of M&As are due to cultural clash (for example, Daimler-Benz  and Chrysler Corporation’s mega-merger, Sprint Corporation acquired rival Nextel Communications, Hewlett-Packard and Compaq’s merger, and Kmart and Sears’ merger) (Kumar and Sharma, 2019). 

Human Resources Management (“HRM”) Model for Successful M&As Process

[bookmark: _Hlk128922642][bookmark: _Hlk135510331]	Neira Fontela and Castro Casal (1994) presented the following three core stages of M&A processes and the relevant successful HRM factors and strategies in each phase (Neira Fontela and Castro Casal, 1994, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020; Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018; Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019):


[bookmark: _Hlk128923084]  Phase 1 (planning): 

Planning begins when an organisation has interest in a viable M&A (i.e. before signing the agreement) and considered this approach as a strategic option. 

Upon the selection of an M&A partner and the launch of M&A process, HRM problems should be dealt with proactively by developing an HR action plan with four phases: (1) due diligence process HR plan; (2) integration plan; (3) communication plan; and (4) learning plan, of which detailed information is presented hereinbelow (Bastida, 2007, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020).

[bookmark: _Hlk128923092] Phase 2 (integration):
 
Upon the execution of M&A agreement, the integration of organisations and coordination of workforces between companies permit strategic interdependence. Management has to examine four fundamental HRM subjects: (1) leadership and the integration teams; (2) change and restructuring process; (3) personnel resistance; and (4) valuable personnel retention, detailed information is described hereinbelow (Haspeslagh and Jemison, 1993; Schuler and Jackson, 2001, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019). 

[bookmark: _Hlk128923103] Phase 3 (implementation): 

After the organisational integration, HR challenges consist of staff absenteeism or departures or redundancies, power struggles and conflicts of interest. This tendency will occur in all integrations, though such scenarios could depend on the degree of sociability or hostility, which could be affected by the operational strategy, and the extent of integration required for achieving the M&A objectives (Castro Casal and Neira Fontela, 2002; Drori, Wrzesniewski and Ellis, 2011, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018).

[bookmark: _Hlk128927905]Literally, four categories of HRM success factors in the implementation phases are: (1) consolidate leadership; (2) HR provision and evaluation; (3) structure, strategy and culture evaluation; and (4) control M&A process, of which detailed information is presented hereinbelow (Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2015, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018).  

M&A Phase 1 (Planning) – 1st Phase: Due Diligence Process HR Plan

For accomplishment of the pre-determined aims and desired performance in the M&A process effectively, HR needs to evaluate and determine the potential costs and values of any HR factors (see Figure 1). 

‘Hard’ factors (such as employees’ policies, salaries, work contracts, compensations and benefits) are easier to ascertain as compared to intangible assets (such as strengths and weaknesses of (and potential risks to) entities, recognise valuable people and cultural compatibility) which is complicated, expensive and difficult, hence, cause many directors spend less time in exploring, evaluating and planning ‘soft’ factors. Planning for ‘soft’ factors is a prevention action for reducing the impact of cultural clash and promoting synergies, and has been observed as key factor for M&A success (Schuler and Jackson, 2001; Drori, Wrzesniewski and Ellis, 2011; Bhaskar, 2012, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020). 

Figure 1 - Due diligence process HR plan
[image: ]


M&A Phase 1 (Planning) – 2nd Phase: Integration Plan

This plan is important for transitional period from the execution of agreement to the changes take effect which affects the organisational, cultural and productive environments. Management must respond to the following questions: What to do? Whose responsibility? When to do?; and analyse the degree of independent or complement of both companies’ activities, and the appropriateness of maintaining certain level of flexibility in undertaking certain tasks (Bramson, 2000; Pitt and Koufopoulos, 2012, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020). 

M&A Phase 1 (Planning) – 3rd Phase: Communication Plan

Internal communication is crucial for employee commitment and loyalty. Common problems are negative rumours and inaccurate information in the target company which cause pressure to the affected employees who may subsequently lose confidence. 

Prior to the M&A announcement, the company shall have formal internal communication mechanisms for reducing the initial ‘shock’ and gaining trust in subsequent internal communications. Frequent, immediate, honest, clear and constant communication (collectively, the “Effective Communication”) reduces chaos, annoying ‘surprises’, uncertainty and instability to employees, and avoids rumours, anxiety and stress which could affect employees’ confidence and job performance. 

M&A Phase 1 (Planning) – 4th Phase: Learning Plan

Learning plans support different learning characteristics, such as previous learning and experience in reorganisation process, facilitating by an expert panel’s experience sharing; training and continuous education for developing knowledge and skills required within the restructure context, including new work systems and processes; and supportive mediums, such as online training, forums and blogs, complement with updated information set out in manuals and databases.

Moreover, talent development and retention strategies (for example, mentoring, coaching or outdoor-training programs focusing on the development of teamwork, leadership, negotiation skills or decision-making) are essential in attracting and retaining talent and the best professionals during the M&A process. 

M&A Phase 2 (Integration) – 1st Theme: Leadership and Integration Teams

	Leadership. The trained integration leader in M&A and excellent leadership goal to gain the trust of both companies’ HR during restructuring process are necessary. A successful leader must possess capabilities in cultural sensitivity, identification of both companies’ strengths and weaknesses, mental flexibility, valuable personnel retention and good listening skills. By granting sufficient autonomy to the leaders, and control over decision-making to the HR during integration process, people motivation will be enhanced correspondingly (Anon, 2000; Schuler and Jackson, 2001; Antila, 2006; Weber and Tarba, 2010, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019).

Integration teams. Integration teams are fundamental in controlling and supporting the integration development in different functional areas and organisational tiers. Their functions are preventing problems such as conflicts due to unclear job responsibilities; and reducing tension or uncertainty through adaptation and progress activities (Marks and Mirvis, 2000; Zhou, Shin and Cannella, 2008; Rizvi, 2011, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019).

M&A Phase 2 (Integration) – 2nd Theme: Change and Restructuring Process 

Change process. During this complicated process, the leaders must consider resources, processes and values of the organisations internally; and the economic condition, technological changes, the degree of internationalisation or competition in the industry. After signing the agreement, announcement on (and implementation of) the new organisational structure and the functions of (and relationships between) the personnel should be carried out as soon as possible (Bower, 2001; Lin, Hung and Li, 2006; Antila and Kakkonen , 2008, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019).

Restructuring process. Restructuring should be executed soonest possible to reduce uncertainty. The degree of restructuring depends on the type of M&A, and HRM shall adapt correspondingly, for example, if parent company acquire smaller company, HR shall retain the target company’s local directors who are familiar with the local environment and culture (Ashkenas and Francis, 2000; Bower, 2001; Aguilera and Dencker, 2004, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019). 

M&A Phase 2 (Integration) – 3rd Theme: Personnel Resistance

Levels and types of resistance. Tension arises due to the mismatch of both companies’ HR expectations on their career prospects. In restructuring process, resistance to change has been categorised into explicit form (such as departures) and implicit form (such as absenteeism or disobedience) (Lucenko, 2000; Lupina-Wegener, 2013, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019). 

Cultural differences. There are individual (psychological) or collective (organisational cultural clashes) resistances. The problems triggered by psychological perspective are, inter alia, active hostility, opposition and patronizing attitudes, anxious and distrust; disseminate negative rumours and impeded communication with new colleagues; and change of career plans. The collective perspective occurs as the HR of each company tends to maintain their norms. Hence, counterculture and cultural rejection are generally the phenomenon in the target company as its HR is obliged to change its cultural traditions that fit with the acquired company’s culture (Marks and Mirvis, 1986; Astrachan, 1990; Greenwood, Hinings and Brown, 1994; Larsson and Finkelstein, 1999, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019).

M&A Phase 2 (Integration) – 4th Theme: Valuable Personnel Retention 

Valuable personnel selection. Many companies fail to retain valuable personnel which is crucial in achieving synergies between separate entities and sustainable competitive advantage. Therefore, the evaluation of HR characteristics and capacities in the new context for job matching are essential, for example, transferring valuable personnel who possess outstanding skills, abilities, knowledge and talent from the target company by the parent company (the “Talent Transfer”) (Weber and Tarba, 2010; Kay and Shelton, 2000, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019). 

[bookmark: _Hlk128927188][bookmark: _Hlk128927245][bookmark: _Hlk128927206]Communication. Effective Communication is necessary to avoid harmful reactions and gain trust. And bidirectional communication (such as workshops or group presentations, satisfaction surveys) that provides channel for people to ask questions and express their concerns is vital (Bastida, 2007; Siegenthaler, 2011, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019).

[bookmark: _Hlk128927348]Training and development. Training and development are successful factors in managing valuable personnel retention, and developing new knowledge and skills. Knowledge and learning sharing enhance personnel motivation and promote flexibility, development and long-term orientation, and information exchange forums and the intranet are useful in promoting knowledge exchange (Vlasic and Stertz, 2000; Metha, 2000; Schuler and Jackson, 2001, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019).

M&A Phase 3 (Implementation) – 1st HRM Success Factor: Consolidate Leadership

Upon the integration of both firms’ HR into the new entity, the new organisational structure and processes, cultural reforms, and all other factors implemented during the integration stage begin to operate. 
[bookmark: _Hlk128928132]
Proactive leadership is needed for detecting any possible problems (including, inter alia, power struggles, redundancies, voluntary resignations and absenteeism) and efficient management will avoid problems or resolve them in order to attain a sustainable competitive advantage (for example, Talent Transfer). Research finding found that by granting the target company’s senior managers with high status and freedom to control their works would lead to low leaving rate in the first year after the integration process. However, once the M&A process has stabilised, such senior managers would be demotivated and leaving rate has increased correspondingly in the fourth year as the parent company inclined to increase control over target company (Sielh and Dayle, 1990; Hambrick and Cannella, 1993; Martínez Caraballo, 2006; Weber and Tarba, 2010; Schlechter et al., 2015, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018).

Hence, there will be changes on perceptions and behaviours of the HR that corresponding with the progress of M&A process. The HRM goal is to ensure HR will ultimately reach a consensus view on the necessity and merit of the M&A process.

M&A Phase 3 (Implementation) – 2nd HRM Success Factor: HR Provision and Evaluation

Retention of valuable HR is important for the significant knowledge transfer (including the most valuable resources, i.e. tacit knowledge); and redundancies and dysfunctional behaviour may cause negative feelings among certain HR (Haspeslagh and Jemison, 1993; Deery and Jago, 2015, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018). 

Thus, the fair HRM arrangement and clear clarification to HR, accompanying by Effective Communication, are necessary in avoiding litigation over unfair dismissals, negative HR reactions and poor corporate public image, and increasing HR confidence.  Additionally, support programs with a series of different measures are essential for those leaving the company, such as voluntary redundancy incentive, retraining programs, and outplacement arrangements (Schuler and Jackson, 2001; Siegenthaler, 2011, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018). 

M&A Phase 3 (Implementation) – 3rd HRM Success Factor: Structure, Strategy and Culture Evaluation

HR of new entity, which embedded with new organisational structures, strategies and culture (including operation process and HR competencies modifications), may have stress arising from the incompatibility of both companies’ HR expectations about their future in the combined entity. Detection of problems or significant implications in the implementation of the new entity in the coming years is necessary as peaceable M&A needs around five to seven years for HR integration and identification with the new organisation (Buono and Bowditch, 1991; Lupina-Wegener, 2013, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018). 
 
HR loyalty and engagement, cost-saving and managerial flexibility elements must be embedded into the new culture, strategy and structure (Marks and Mirvis, 2011, cited in Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018). 


M&A Phase 3 (Implementation) – 4th HRM Success Factor: Control M&A Process

Control stage is a key criterion in examining whether M&A transaction does generate the expected value for organisation and stakeholders.


3.3	Proposed People Management Strategies for HRM’s Action Plan throughout the M&As_____________________________________________

[bookmark: _Hlk128930123]Following the HRM model for M&As process set out in the above item 3.2, the HR management should be guided by the following conceptual models highlighting the proposed people management strategies that would remove indecision and creating focus and purpose towards determining appropriate action(s) throughout the M&As.


[bookmark: _Hlk128930310]3.3.1	Conceptual Model for Successful Cross-border M&As by Emerging Economies’ Multinational Enterprises (“EMNEs”)__________________________________ _ 

[bookmark: _Hlk128930335]Khan et al. (2021) developed a conceptual model (see Figure 2) which suggested that:

(a) 	the distributed leadership style (Khan et al. (2021) referred this leadership style as “the leadership model to delegate and disperse responsibility among various levels of hierarchy and decision-making, and build legitimacy for the acquirers in the target organisations towards achieving common goals for making M&A successful”) will minimise the dissimilarities of culture and organisational elements between the acquirer and target’s employees, thus improving employees’ resilience and creativity (Hoch, 2013, cited in Khan et al., 2021) through extensive utilisation of socialisation integration mechanism (such as employees’ bonding activities and cross-cultural training, which will help employees develop shared common mission and values, identity, trust and knowledge, thus reduce the cross-cultural conflict) (Larsson and Lubatkin, 2001, cited in Khan et al., 2021); and
(b) 	the influence of distributed leadership on the success of cross-border M&As by EMNEs will be enhanced by granting a high degree of autonomy to the target firms in undertaking activities, complementary by a relatively independent strategies of the parent firm’s strategies (this proposition will enhance the retention of the acquired firm’s top management and Talent Transfer) (Ahammad et al., 2012, cited in Khan et al., 2021), with the condition of an extensive utilisation of socialisation integration mechanisms. 

Khan et al. (2021) claimed that this model could be used in establishing strategies for developed and emerging economies’ multinational enterprises’ (“MNEs”) cross-border M&As’ success. 

Figure 2 – Model for successful cross-border M&As integration
[image: ]
Source: Adapted from Khan et al. (2021).












3.3.2	Research Framework for Nurturing Employee Resilience towards Successful M&As_______________________________________________________________

Cooke et al. (2021) developed a research framework (see Figure 3) and claimed that, in the M&A context, good HRM practices that support employees’ well-being and resilience will nurture employee resilience (Luthans (2002, quoted in Cooke et al., 2021) referred employees resilience as “the developable capacity to rebound or bounce back from adversity, conflict, failure, or even positive events, progress, and increased responsibility”) and, ultimately, contribute to firms’ M&A performance (Luthans and Youssef, 2007, cited in Cooke et al., 2021), particularly in the post-M&As integration, and organisational sustainability. Cooke et al. (2021) described “this being a context which is not merely dependents on soft HR systems; although employee emotional resilience is critical, yet, it still depends on the (perceived) fairness and equity throughout the organisation, and the effectiveness of reward systems and HRM practices”.

Figure 3 – Research framework for nurturing employee resilience
[image: ]
Source: Adapted from Cooke et al. (2021).

Propositions (during M&A and in the post-M&A integration phase):

(1)	The degree of employee resilience is dependent on the perceived fairness and equity throughout the organisation, and effectiveness of HRM systems and practices; and the leadership style (whereby transformational leadership and collegial leadership are supportive leadership (Arnold, 2000, cited in Cooke et al., 2021), helping employees develop resilience and relieve stress). 

(2)	The degree of employees’ well-being (focus on psychological, physical and social well-beings) and resilience are dependent on the employee-oriented HRM practices or high-performance work practices.

(3) 	Enhanced employee well-being contributes to enriched employee resilience.

(4)	In post-M&As, negative employees’ perception and experience of HRM practices due to the increased work stress will influence the employees’ well-being and resilience.

[bookmark: _Hlk135582245](5)	Relational HRM practices, effective communication and sensitivity to variations in organisational culture will contribute to sustainable organisational performance.


3.3.3	Conceptual Model concerning the Impact of Acquired Firm Employees’ Psychological Ownership on Acquired Firm Employees’ Retention in M&As_____

Degbey et al. (2021) developed a conceptual model (see Figure 4) and testable propositions which serve as an important tool to HR management for the following purposes:
(a) 	understanding important psychological variables (such as psychological ownership, commitment, involvement, autonomy) in M&A context; and
(b) 	providing insights into crucial strategic HRM-related decisions on the acquired firm employees’ retention in M&A context through (i) providing autonomy on the control of, and investment in, the target; and (ii) developing training programs towards promoting psychological ownership on the control of, and investment in, the target, 
for enhancing the acquired firm employees’ sense of psychological ownership (Degbey et al. (2021) described as “the feelings of possession as the unique conceptual core of human experience particularly in the context of a critical organisational change, such as M&A”), and, ultimately, retaining their employees (or at least minimising turnover) in post-M&As.





Figure 4 – Conceptual model for employee retention-strengthening (or employee turnover-weakening) in M&A 
[image: ]

Source: Adapted from Degbey et al. (2021).

Based on the ten testable propositions set out in Figure 4, Degbey et al. (2021) proposed that (a) the acquired firm employees’ retention is highly influenced by the acquired firm employees’ psychological ownership through the direct and mediating effects of employees’ commitment and involvement in M&A; and (b) the loss of acquired firm’s autonomy has weakened the impact of acquired firm employees’ psychological ownership on employees’ commitment and involvement and, ultimately, acquired firm employees’ retention. 












3.3.4	Spatial and Temporal Matrix of Bi-Cultural Talent Management in Cross-Cultural M&As_______________________________________________________

The influence of M&As arrangements on individuals and groups may vary broadly which subject to the diversification of national and organisational cultural contexts; HRM practices and socio-cultural integration; and knowledge transfer and M&A performance (Tarba et al., 2017; Junni, Sarala and Tarba, 2018; arala, Vaara and Junni, 2019, cited in Liu et al., 2021). 

Therefore, Liu et al. (2021) analysed bi-cultural talent in relation to HRM practices in cross-cultural M&As and developed a matrix by underlining temporal dimensions (consist of pre-merger, during merger and post-merger phases) and spatial dimensions (across micro-aspects of the individual employee through the macro-entity of firm and its location in the macro-national cultural context) (see Figure 5) and propositions which serve as an important guide to HR management in the alignment of talent management and HR function leverage bi-cultural individuals to affect and overcome (or mitigate) the obstacles and challenges of cross-cultural M&As. Collings and K. Mellahi (2009, quoted in Liu et al., 2021) defined talent management as follows:

[bookmark: _Hlk128907996]activities and processes that involve the systematic identification of key positions that differentially contribute to the organisation’s sustainable competitive advantage, the development of a talent pool of high-potential and high-performing incumbents to fill these roles, and the development of a differentiated human resource architecture to facilitate filling these positions with competent incumbents, and to ensure their continued commitment to the organisation.








Figure 5 – Template for examining multi-level dynamics of bi-cultural talent management in cross-cultural M&A
[image: ]
Source: Adapted from Liu et al. (2021).

	Liu et al. (2021) claimed that from a temporal perspective, cross-cultural M&A process is extensively supported by favourable factors of bi-cultural employees’ retention and utilisation of their competence, particularly the multicultural experience and identity integration capability. Whereas, from a spatial perspective, challenges and issues arising from cross-cultural M&A to multiples levels of organisations can be safeguarded through practising micro-level talent management by recognising the importance of bi-cultural employees, which will, in turn, utilise the power of micro-foundation and human side factors of M&A (Liu et al., 2017, cited in Liu et al., 2021).

	In summary, Liu et al. (2021) argued that HR function and appropriate talent management have enhanced the potential success of cross-cultural M&A through simplifying the cross-cultural M&A context. Thus, recognise the important of involving bi-cultural employees in the managerial actions and strategies during cross-cultural M&As so as to ensure the potential success of cross-cultural M&As.

4.	RESEARCH FINDINGS AND ARGUMENTS

The full version of the research findings for examining the relevant research issues set out in the above item 1.1 (Research Objective and Issues) is presented in item 3 (Literature Review and Resources). The following are the summaries of material findings and arguments justified by the judgements made by the relevant academic writers (scholars) and researchers of which the full details are presented in item 3.

4.1	Motives of M&As
 
Research findings reveal that the motives of M&As are for achieving rapid growth (such as domestic, international and global expansion), sustainable competitive advantage, innovation and synergies (as the most compelling factor); increasing business profitability thereby leading to increased shareholder wealth; strengthening core competitiveness (and enhancing global competitiveness) and leadership in core business (leading industry sectors); accessing new resources, knowledge, products or technology for business development; facilitating the reverse knowledge transfer from the target to the acquired firm; finding business opportunities in new and/or emerging countries; exploring new fields; overcoming trade barriers and circumventing intense domestic competition by entering foreign markets; emerging-market firms progressing to the outperform developed countries; and maturing born-global firms levering to subsist or rapid development.

M&As also driven by national strategies, governmental regulations and policies, economic environments, regional trade structures and socio-cultural advantages (including building trust-based relationships). Furthermore, a unique characteristic of Japanese domestic M&A is keiretsu acquisition.

Based on Liu, Bebenroth and Yang (2022) research findings, regarding the ‘human aspects of M&As’, all Japanese, Korean and Chinese firms encounter difficulties in unifying potential overseas targets into the business strategies of parent company or combined entity. Hence, management should pay high attention to the HR function in cross-border M&As, of which appropriate people management strategies (such as Khan et al. (2021) conceptual model in creating strategies for successful cross-border M&As by EMNEs (see above item 3.3.1); and Liu et al. (2021) matrix for examining multi-level dynamics of bi-cultural talent management in cross-cultural M&A (see above item 3.3.4)) should be adopted for successful M&As.


4.2	Key Contemporary Factors and Issues in the context of People Management during the M&As Process; and the Implementation of People Management Strategies for Successful M&A Exercise______________________________

M&As processes impose many core HR challenges, including, inter alia, issues related to communication, management competence, organisational identity, fairness and justice, employee commitment, turnover, leadership, employee emotion and voice, and culture, whereby cultural integration is utmost important as many failures of M&As are due to cultural clash. 

Neira Fontela and Castro Casal (1994) presented a complete HRM model in M&A processes which consists of three fundamental phases, i.e. phase 1 (planning), phase 2 (integration) and phase 3 (implementation), whereby there will be changes on perceptions and behaviours of the HR that corresponding with the progress of the M&A.  The HRM goal is to ensure HR will ultimately reach a consensus view on the necessity and merit of the M&A process (Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018; Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019; Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020). 

Planning stage consists of four phases, concerning (1) planning for ‘soft’ factors (as a prevention action and key factor for M&A success) so as to reduce the impact of culture clash and promote synergies between separate entities; (2) planning for integration during the transitional period when changes take effect which affect the organisational, cultural and productive environments; (3) planning for formal internal communication with the aim of securing and maintaining employee commitment and loyalty. Effective Communication is necessary to reduce and/or avoid negative reactions and emotions of employees which may affect their confidence and job performance; and (4) planning for different learning characteristics. Talent development and retention strategies are essential in attracting and retaining talent and the best professionals during the M&A process.

Integration stage consists of four central themes. A trained integration leader (with sufficient autonomy) in M&A is necessary; and an excellent leadership goal is crucial in supporting the restructuring process by gaining the trust of both companies’ HR. Integration teams’ functions are preventing problems such as conflicts due to unclear job responsibilities; and reducing tension or uncertainty through adaptation and progress activities. At change process, announcement on (and implementation of) the new organisational structure and the functions of (and relationships between) the personnel should be carried out as soon as possible. And restructuring should be carried out soonest possible to ease uncertainty, whereby retention of the target company’s local directors is necessary. In restructuring process, resistances to change are arising from an individual (psychological) and/or collective (organisational cultural clashes) levels. Valuable personnel retention is crucial in achieving synergies between separate entities and sustainable competitive advantage of which Talent Transfer is vital. Effective Communication accompany with bidirectional communication is necessary to avoid employees’ negative reactions and gain their trust. Training and development process is a successful factor in managing valuable personnel retention.

Implementation stage consists of four categories of HRM success factors. Proactive leadership and efficient management are critical in attaining a sustainable competitive advantage. Granting the target company’s senior managers with high status and freedom to control own work will motivate them to work for the company. HR permanence and retention favours the significant knowledge transfer (including tacit knowledge embedded in HR) which is important in the success of the M&A. Redundancies will create negative reactions from the affected personnel. Therefore, the fair HRM arrangement and clear clarification to HR, accompanying by Effective Communication and support programs, are essential for those leaving the company. HR loyalty and engagement, cost-saving and managerial flexibility elements must be embedded into the new culture, strategy and structure. The control stage is a key criterion in examining whether M&A transaction does generate the expected value for organisation and stakeholders.

	Future studies could adopt the above HRM approaches and strategies to analyse, in terms of different types of M&As which are under different country and cultural contexts, what is the value of HRM? And evaluate the correlation between HRM and organisational financial performance in the M&As process (Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2018; Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2019; Rodríguez-Sánchez, Mora-Valentín and Ortiz-de-Urbina-Criado, 2020).


4.3	Proposed People Management Strategies for HRM’s Action Plan throughout the M&As_____________________________________________

Khan et al. (2021) developed a conceptual model in creating strategies for successful cross-border M&As by EMNEs (see above item 3.3.1 for detailed findings) by using leadership (i.e. distributed leadership, as an important antecedent), socialisation and ancillary autonomy literatures to identify both mediating and moderating factors. However, the intensity of the mediating and moderating variables on the effectiveness of distributed leadership on the cross-borders M&As are subject to change in difference contexts, hence, future empirical studies are necessary for testing such correlational relationships between variables throughout different countries contexts. 

[bookmark: _Hlk129010162]Cooke et al. (2021) developed a research framework (see above item 3.3.2 for detailed findings) and claimed that the success of organisational and employee’s performances in M&As, and ultimately towards the attainment of organisational sustainability, is highly dependents on the enhanced employee resilience factor, whereby good HRM practices and employee’s well-being are crucial determinants in nurturing enriched employee resilience. However, in view of the extensive and diverse literature on M&As, future studies are needed to empirically test such range of propositions along with the micro foundations of HRM with the macro level context and taking into consideration of the institutional and cultural differences throughout diverse societal contexts.

Degbey et al. (2021) developed a set of testable propositions and conceptual model (see above item 3.3.3 for detailed findings) by only using five main (also dependent) variables of the acquired firm employees’ psychological ownership, commitment, involvement, retention and loss of acquired firm’s autonomy; and highlighting the correlational relationship of M&A performance variable (i.e. acquired firm employees’ retention) with psychological ownership, aiming to present the employee retention-strengthening (or weakening) factors in M&A.  Therefore, future studies are needed by including potentially relevant M&A success variables, such as culture fit and contextual ambidexterity.

[bookmark: _Hlk135644340]Liu et al. (2021) developed a matrix for examining multi-level dynamics of bi-cultural talent management in cross-cultural M&A (see above item 3.3.4 for detailed findings), together with propositions, which serve as an important guide to HR management in the alignment of talent management and HR function through recognising the important of involving bi-cultural individuals in influencing and overcoming (or mitigating) the obstacles and challenges of cross-cultural M&As, thereby increasing the potential success of cross-cultural M&A. Future research may take this matrix as a departure point for a comprehensive knowledge of bi-cultural talent management in cross-cultural M&A contexts with inclusion of a rich set of complementary HRM and M&As literatures. 






















5.	CONCLUSION AND RECOMMENDATION 

[bookmark: _Hlk129016540]Although M&As have become popular for companies to pursue their strategic objectives, but previous research findings revealed that the majority of M&As failure were due to human factors within M&As context. The writer believes that this study makes significant contributions in the research of the motives of M&As (particularly, the cross-border M&As); the successful and failure of people management factors in organisational M&As; and the proposed people management strategies for HRM’s action plan throughout the M&As which aimed to strengthen the likelihood of M&As success.

The findings indicate that M&As involve different rationales and synergies are the most compelling factors to motivate M&As. The findings further illustrate that a complete set of HRM model which segregated into planning, integration and implementation phases, together with complementary successful HRM factors and practices in each phase, may not be sufficient to prevent or overcome the obstacles and challenges (especially, HR challenges) of M&As which can take various forms (especially, the cross-border and cross-cultural M&As which will impose more complicated M&As environment). 

Resulting therefrom, as presented in this study, in order to ensure M&As deals will  create the expected value for organisation and stakeholders, management should, apart from the above-mentioned HRM three-stage model and practices, be guided by appropriate strategic HRM models in order to (a) develop and nurture employee resilience which will affect firms’ M&A performance and, ultimately, the organisational sustainability; (b) enhance employees’ resilience and creativity for cross-border M&As success; (c) retain the acquired firm’s  employees (or at least minimise the turnover) in post-M&As; and (d) retain bi-cultural employees and utilise their competence to facilitate the process of cross-cultural M&As.

[bookmark: _Hlk135643368]Lastly, the findings reveal that all HRM models presented in this study have triggered or encouraged future studies with different types of M&As, different institutional, country or sociocultural contexts, and/or additional HRM and M&As success variables and literatures.  In view of the extensive and diverse literatures on M&As and HRM, future empirical studies are necessary for testing the propositions along with different hypotheses in determining the success and failure factors of M&As at different scenarios.
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