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Abstract
Surprisingly, research within mergers and acquisitions is scarce, and even more so when it
comes the leadership in these transformational changes. In this case study, we examine the
Orkla Foods Sweden merger, which was implemented in 2013 and 2014. Abba Seafoods and
Frödinge Mejeri were merged with Procordia, which, in turn, became Orkla Foods Sweden.
The merger was probably the largest in the Swedish food industry, at the time it was
implemented. It received a nomination for the communication efforts. Communication was
instrumental throughout the process, and the leaders were well trained and prepared before
and during the phases. We have focused on leadership and how it supports the change.
Furthermore we used qualitative methods such as semi-structured interviews. This thesis was
able to establish a connection between different stages of a merger and the leadership that
supports it. Several leadership styles could be linked to pre and post merger phases. Lastly,
this thesis found that a comprehensive communication plan and organizational structure
ultimately enabled the leaders to succeed with their mission and goals. In many cases this
study can agree with Kotter and other pioneers within change, but new discoveries should be
researched further.

Keywords: (Leadership, change, merger, organization, organizational change)

Sammanfattning
Det råder spridda tankar inom forskningen kring hur ledarskap påverkar förändringsprocesser.
Dessa förändringsprocesser är vanligtvis till följd av att sammanslagningar sker för att skapa
synergieffekter, uppnå affärsvärde eller växa på marknaden. Vi valde att undersöka fusionen
som Orkla Foods Sweden gjorde under 2013-2014, vilket inkluderade tre stora företag
Procordia, Abba Seafood och Frödinge. Fallet var intressant att forska kring, dels för att det är
den största sammanslagning inom “livsmedel Sverige” och för att de blev nominerade till
“European exellence awards” för deras kommunikationsarbete i fusionen.
Denna uppsats har fokuserat på ledarskap och hur det kan stödja de olika stegen i en
sammanslagning. Genom att adoptera kvalitativa metoder, till exempel intervjuer, kunde
studien fördjupa sig i hur ledare tänkte och gjorde i olika situationer. Slutsatserna indikerar att
ledarskapsstilar hade en stöttande funktion i de olika stegen av en fusion. I många fall kan
studien stärka tidigare teorier inom organisationsförändringar, samtidigt fanns det ett behov
av anpassning för den valda situationen, vilket inte speglas i de teorier som tas upp i denna
studie.

Nyckelord: (Ledarskap, förändring, fusion, organisation, organisationsförändring)
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1 Introduction
In this chapter, the overall research topic will be presented. It starts with the background and
follows with previous research, problem discussion, purpose and delimitation.

1.1 Background
Over the past twenty years, technology has been a major driver in altering the way we talk
and think about change. It seems to be more open-ended and personal, which makes the
process more complex and hard to manage (Cameron & Green 2015). It is accepted that
change is constant and of far greater magnitude and less predictable than ever before. This is
why managing change, as it is traditionally defined, is acknowledged as one of the most
important and difficult issues facing organizations today (Dunphy, Benn & Griffiths 2014).
There is an “established truth” that change processes have a “success rate” anywhere between
30-50%, depending on which studies that are cited (Lipman 2013; Jorgensen, Bruehl &
Franke 2014; Beer & Nohria 2000).
Since change seems to be constant and happen faster than before, about 65% of executives,
managers and employees have expressed that they have felt some kind of change fatigue,
according to a survey of 2200 individuals by the Katzenbach Center. In 2007 59% of the
people said that their organization had reached a saturation of change, and that number has
grown to 77% in 2013, according to a benchmark study of 822 change leaders conducted by
Prosci in Loveland, Colo.
Change requires organizations to adapt to external pressures and respond to constant
competition. A common strategy for dealing with competition and strengthening market share
is to engage in mergers and acquisitions. According to Gaughan (1999) the number of
mergers and acquisitions has continued to rise globally over the past decades.
According to Hurtt, Kreuze, Sheldon, and Longsam (2001) mergers happen for three main
reasons: to increase competitive aptitude and ability to increase market share, to concentrate
on a core business or businesses, or to expand product profile or geographic distribution of
products. A usual response when companies are announcing a merger (a change in an
organization) is resistance among employees (Pablo & Javidan 2004). Much of the resistance
to change may be to faulty leadership practices, especially if present in the early stages of the
required change. Despite the extensive body of knowledge that currently exists on leadership
and change, few studies have empirically explored leadership practices during mergers
(Armenakis & Bediean 1999).
Van Dam, Oreg and Schyns (2008) found that resistance in change (or mergers in this case)
are closely related to the three characteristics: provision of information, opportunities for
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participation and trust in those leading the merger. All these factors can be associated with
managing change and leadership. The end result, when reviewing all research in this field,
comes down to a need for a better understanding of leadership in this truly global environment
to promote organizational change, especially in mergers and acquisitions.

1.2 Previous research
Jacobsen (2004) writes that leadership is particularly important under change efforts, because
change often results in routines, assignments and roles being altered, which people, by nature,
do not assent with. In these situation there needs to be someone in charge that can take nonroutine decisions (non-routine means taking decisions that normally would not be appropriate
for the business culture) and lead people into consent.
In a study called ”Ledarskapet är A och O”, the researchers have tried to identify how leaders
perceive their own role - i.e. how a leader should lead. In accordance with Bruzelius and
Skärvad, (2011) the researchers concluded that the success of a change effort ultimately
depends on the trust from all the stakeholders in the change. To succeed with creating trust
they suggest that employees should be informed in the early “pre-work” phase of the change
effort.
The overall lesson for management in mergers (change efforts) is to have a well-developed
pre-merger plan in place. The first and foremost important factor is to understand the rationale
behind the merger, then create a vision and mission. It is important to understand that the
merger will affect everyone involved (employees, stakeholders and customers etc.). In
conclusion, mergers and acquisitions include many components and it is important to look at
all angles of the organization in the pre-merger phase. It is important to involve a variety of
people who have different backgrounds and expertise in the company, that can provide
objective feedback and recommendations (Funk 2011).
Leadership in mergers has been neglected in literature and research, which tends to focus on
the strategic processes or financial and social aspects of a merger, rather than how leadership
actually can have an impact on the mergers’ outcome. In “Mergers and Acquisitions:
Managing Culture and Human Resources” Stahl and Mendenhall (2005) have mapped out all
existing research about mergers and did not find any empirical research addressing leadership
among the critical factors for a merger's success. We found this an excellent motivation for
our study.
From a study carried out by Armstrong (2014), it appeared that a great amount of attention
was focused on ensuring that legislative, financial, technological, and governance issues were
addressed. In many cases, human issues were considered; however, it is not clear if they were
considered for their value to the transition and success of the longer-term merger process.
Therefore, further contributions that shed light on leadership practices in acquistions and
mergers need to be done, in order understand performance associated with those same
acquisitions. Specifically, in order to better understand variations in acquisition performance,
an important first step is understanding whether the full set of leadership dimensions proposed
here is present, the application of those leadership dimensions, and the effects of those
leadership applications.

2

1.3 Problem discussion
Research studies about mergers often focus on the financial outcomes of mergers (Andrade,
Mitchell and Stafford 2001; Ashkenas, Ulrich, Jick & Kerr 1998; DePamphilis 2010).
However, human capital issues often obstruct mergers’ success. Leadership in change has
been thoroughly researched, may it be personal qualities or elements of effective leadership.
In a worldwide survey of 190 executives conducted by Watson Wyatt for the years 19981999, 73 % of the respondents cited leadership as the key reason for mergers success (Galpin
and Herndon, 2000). At the same time, there is also a 70 % failure rate among all mergers
(Johnson et al. 2008, 359), which, paradoxically, means that it is both a topic that much
research touches upon, yet it largely remains an unknown territory, that ought be researched
further.
Looking at previous research there is both a demand and an interest in gaining more
knowledge about leadership in general and in mergers in particular. If leadership itself is
singled out as a variable in an analysis, what results will this yield? There are numerous
models describing various kinds of change, how to transition from the existing state to the
desired state, and which factors that are important to address in change. However, previous
reserach shows conflict findings as to whether leadership is (or should be) a part of
transitional changes. This opens up for an oppurtunity to use a wide theoretical framwork to
analyse leadership as a variable, to explain how it impacts and supports change.

1.4 Purpose and research questions
The purpose of this study is therefore to examine the leaders’ role in the different phases of a
merger, and how leadership itself contributes to effectuating transformational changes, such
as mergers. We will use step change models to see how leadership is considered and used in
different phases.
By isolating and studying this single variable, it provides us with an opportunity to explain
leaders influence in more detail through the change process.
The overarching aim is to find answers to the following main question:
RQ: How can leadership support change before, during and after a merger?

3

1.5 Disposition
Chapter 2 - Method
This chapter introduces the research procedure and the methods that has been used to answer
the research question along with a research evaluation
Chapter 3 - Case description
This chapter introduces the case that has been used to gather data and investigate the
phenomenon.
Chapter 4 - Theoretical framework
This chapter introduces the theoretical framework, which been used to analyse the results.
Chapter 5 - Results
This chapter presents the interview respondents, the company and what they said during the
interview sessions.
Chapter 6 - Analysis
This chapter analyses the presented results in regards with the chosen theory.
Chapter 7 - Discussion and conclusion
This last chapter summarize the thesis and answers the research question.
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2 Method
In this section we describe how we conducted the study, what methods we used and what type
of approach the study takes. This section ends with a method evaluation to discuss the
credibility, dependability and transferability.

2.1 Plan
In this phase it is important to lay down the rationale of the chosen research method, as well
as the research questions (Recker 2013). In this thesis we chose to conduct a case study of
Orkla Foods Sweden’s previous merger in 2013. A case study provides the benefit of being
able to research an event in its natural setting, and to describe behaviors, attitudes and other
factors more deeply. The figure below (figure. 1) illustrates the disposition in which this study
has been conducted. Recker (2013) suggests that a case study design is an iterative process,
where information is prepared, collected, analyzed more than one time. We have chosen to
adopt this method. We also believe that a case study will generate relevant answers to our
questions of how in this paper. Before we knew how we would conduct the research we had
already formulated a research question.
RQ: How can leadership support change before, during and after a merger?
The question focuses on how leaders act, think and operate in a merger, which we hoped
might shed light on new possible concepts, or improvement of existing models and
frameworks.

Figure 1 Case research procedure (Recker 2013, s.96)

2.2 Design
This thesis is conducted as a descriptive research, which can be seen as an approach where
new or improvements of existing concepts are the primary outcome (Bryman & Bell 2011).
5

Although there exists a tremendous amount of research in this field already, one would
suggest explanatory, but with so many indications that further research needs to be addressed
in this field, we are looking to identify new concepts, and perhaps improve current concepts.
We want to explore current models and theories in relation to how leadership can support a
merger in different phases. Further, both quantitative and qualitative data was supposed to be
collected, but after the quantitative data was presented we could not see the relevance in
regards to this study. Instead we chose to only use interviews as empirical evidence.
This is a single-case study with a holistic approach, meaning that, we are exploring Orkla
Foods Sweden as a corporation that merged three organization during 2013 to one
homogeneous organization, with “leadership” as our variable of analysis. This is a “single unit
analysis”, the terminology of Recker (2013) It is necessary to address the characteristics and
the broad context of the chosen case to find interesting data, in regards to previous studies.
Therefore, Recker (2013) argues that a holistic view is crucial when conducting a case study,
hence the case is central in its context and contribution to the study results (see chapter. 3).
In his Five Misunderstandings About Case-Study Research qualitative inquiry from 2006,
Flyvbjerg argues that case studies are a valuable source of knowledge, and not only within the
social sciences. One example that illustrates the point is Galileos single experiment (the
equivalent of a case study) that falsified Aristotles theory of gravity, that was held to be true
for almost 2 000 years. In short Flyvbjerg argues that Case-Studies very well can contribute
with scientific knowledge, also as defined by natural sciences. If a Case-Study yields
knowledge and insights that are specific to the case, it still represents knowledge per se, and
can be very valuable as such. He also notes that traditions differ geographically - at Harvard,
for instance, researchers are, in fact, encouraged to make use of Case-Studies in social
science.

2.3 Prepare
Recker (2013) states that, in order to conduct high-quality data collection, it is preferable to
use a pilot test to verify that procedures are applicable and appropriate. In accordance with
Recker we tried to find a key subject that could verify both research topic, interview objects
and case information.
To identify the research area that we currently are investigating, it was preferable to choose a
topic that we have an interest in. Through thoroughly searching databases such as ’Summon’
and ’Google Scholar’ we identified our topic. After a lot of fruitless searching, we spoke to
people we knew who could have encountered problems or topics that were up to date and
interesting. We came in contact with a CSR Director at Orkla Foods Sweden, and we came to
learn that they have implemented a large-scale merger, including three different well-known
organizations, which necessitated a major change effort. Further, the CSR Director stated that
change efforts, such as mergers, is an interesting field that needed more research in every
aspect. We started to look at previous research which led us to the topic; “ How can
leadership support change before, during and after a merger?”.
The Director of CSR, Cecilia Sjöholm at Orkla Foods Sweden, has been initiating, supporting
and overseeing the many CSR driven changes within the group. With the director’s help, we
have had the opportunity of gathering data regarding the case and the individuals among those
involved for implementing the changes brought about by the merger, as reported in this paper.
6

We were able to get more knowledge about the case and the topic through a semi-structured
interview with the CSR-director. It was created to understand the merger from the director’s
point of view and to confirm that our research topic would be able to help further research in
this area. We chose to create a few questions in the interview guide to be able to build an
understanding but, most of the time, we wanted to let the director speak freely in order to get
as much information as possible. Through this information we were able to get in touch with
the right people and ask the right questions. We were able to get in touch with four top-line
managers at Orkla Foods Sweden, one from the executive management group, the others have
chief officer posts in respective function. Since Orkla Foods Sweden actively has been using
the Adkar Model when implementing changes, we have decided to use the Adkar Model as
the base for structuring our questions and data.

2.4 Collect
This thesis is built on a qualitative approach. In the pre-study we conducted an interview to
understand what kind of questions to ask the other participants in order to get valid and
relevant data necessary to answer our research question. The interview was a pilot-testing
stage for further collection of data and for being able to go back with collected data for
validation. The main data source is from semi-structured interviews. In this thesis, we wanted
to be able to understand and explore how current concepts apply to this case and whether
leadership can support change before, during and after a merger. Social settings as such in this
case preferably use open-ended data to investigate.
We wanted to target the management in Orkla Foods Sweden in order to understand how they
have led the merger and how they acted in different phases. We got in contact with 5
managers who were willing to participate in an in depth interview. Respondent 1 (R1) is the
CSR director at Orkla Foods Sweden (OFS). The director participated both as an informant
for the purpose of this study and acted as a pilot stage in order for us to gain insight into the
case. Respondent 2 (R2) is the PR manager at OFS and was previously the communication
director at Abba Seafood. Respondent 3 (R3) was the integration leader during the merger,
but normally works as a supply chain manager at OFS. Respondent 4 (R4) is the
communication director and is part of the executive management. The communication
director has worked several years for Procordia, before merging into OFS. Respondent 5 (R5)
is head of IT in OFS.
2.4.1 Semi structured interviews
The main source of data comes from our semi-structured interviews. The respondents were
selected through our pre-study with help from the CSR-director at Orkla Foods Sweden. It
resulted in five in-depth interviews with top-line directors and managers - including the
interview in the pre-study. The interview participants have all had central roles in the merger
as project owners or project leaders. According to (Bryman & Bell 2011) the advantage with
conducting a semi-structured interview is that unexpected data can emerge from open-ended
question, letting the answers and knowledge about the research topic grow during the
interviews. Open-ended data makes the research more interesting, when researching behaviors
and attitudes in a social setting.
Our questions are set out in a time-linear fashion, so that we can track and link different data
to different stages in a merger. Further, the questions are divided into five categories:
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awareness, desire, knowledge, ability and reinforcement, and are closely mapped to the five
key transformational milestones, in terms of phases in a change effort, as set out by the Adkar
Model. These headlines are clarifiers that can help the respondent to answer the questions
being presented. Further, our perception of leadership is what he/she says, does and thinks,
which is why our question focuses on how they reacted, what they did and how they
communicated in different stages. This can also relate to different stages in current and widely
used models (see figure 2).

Figure 2 Interview guide, self-constructed (2015)
The interviews were conducted both in the head office in Eslöv and via Skype. Since we
interviewed senior management, it was important to be precise, clear about the purpose and to
be flexible. Some interviews were therefore via Skype, which is a video utility for
conferencing on distance, with the help of a computer and a webcam.

2.5 Analyse
We have followed the steps from the Adkar model in our analysis, starting with awareness
and going through all the stages to reinforcement. It was easier to relate and analyze the data
to different stages in a merger, mainly because Orkla actually made use of the Adkar model in
the merger. Going through the interviews, we could identify elements that emerge within each
stage of the Adkar model, using both organizational, individual and leadership theories (see
chapter 4). In accordance with Bryman & Bell (2005), leadership was the primary variable, or
our selective coding. This is defined as using a “core concept”, i.e leadership, and
systematically relating it to other categories, i.e. the adkar model, along with the different
models in organizational and individual change.
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2.6 Research evaluation
In order for a study to be seen as credible several criteria must be met (Bryman, Bell &
Nilsson 2005). To measure the credibility and validity in qualitative studies they are usually
divided into these four categories: credibility, dependability, transferability and confirmation.
A pilot-test was made to ensure that the questions were relevant for the purpose of this study
(to gather right data). A challenge was to collect the right number of interviews, since the
study aimed towards a smaller sample size (management). However, the net results were less
than expected. Through an iterative process we were able, in a fourth iteration, to collect
further data through one more interview to strengthen the credibility. Although the amount of
data is small, it has been thoroughly processed.
To address dependability, all methods and stages have been thoroughly explained. Another
challenge concerning dependability has been that the two terms ”leadership” and
”management” easily overlap, meaning that it is important to measure leadership (what one
said and how one acted). To make sure that we measure the right data, we distinguish between
these two terms in the theoretical framework.
The single case study design naturally limits confirmability and transferability. It is highly
uncertain that the results would be the same, or similar, for another case. The conditions of the
merger were unique, not in the least the fact that three companies were merged into one.
However, the case welcomes investigation and discussion due to the favorable attention it
received, also because Orkla confirmed that the Adkar model was used for the merger. It puts
us in a position to present and evaluate the outcome of this approach, which can provide
insights for future mergers.
Finally, the difficulty in assessing what actually constitutes a “successful” merger, along with
the fact that we only interviewed the leaders, fails to provide a complete picture of the process
and outcome. The leaders all had major stakes and responsibilities in this case, making it hard
to judge the degree of objectivity in all respects. The variance in responses, however, do
suggest that we do capture individual perceptions, and not just “corporate talk”. Given more
time, we would have liked to interview some of the people that did not become part of the
new company.
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3 Case description
In this chapter we will present the case that is being investigated. The aim is to make the case
study understandable in order for the readers to validate the study.
Orkla Foods Sweden implemented a large scale merger in 2013, with three of the biggest food
organizations in Sweden (Abba seafood, Procordia and Frödinge mejeri). This was a major
change effort and in 2013, the work was nominated for a European Excellence Awards, in
recognition of their change communication performance.
It started January 9th, 2013, with a merger between Procordia and Abba seafood. Abba’s head
office would be relocated by 300km to Procordia’s head office in Eslöv. It was decided that
about 50 % of the people from Abba’s head office would get a position at Procordia’s head
office. This led to a high level of dissatisfaction among almost all employees at Abba seafood.
The merger between Abba seafood and Procordia took effect in April 2013.
Earlier, in 2012, Orkla group acquired Norwegian group “Rieber and Sohn”, including the
Swedish dairy company Fördinge Mejeri. The decision took time, due to compliance issues.
Three competition authorities (Russia, Sweden and Norway) had to approve the merger, and it
was first approved in May 2013. Employees in Frödinge were more willing to merge, since
their company had an uncertain future, many months after the acquisition in 2012 by Orkla.
Further, in August 2013, they had a kick-off event for the newly created company, with a new
name, vision and values. The event was named “growing together”, including all departments
and employees of the company. As of 2014, the three organizations formally became Orkla
Foods Sweden, and a homogeneous organization had been created.
The case is interesting not only because it represented the largest merger in the Swedish food
industry in 2013/2014, but also because it has many interesting aspects relating to change
management, and specifically leadership practices during transformational changes.
Apparently, the communication was regarded as “successful”, for which Orkla was nominated
for a European Excellence Award. At the same time, the outcome was not only mixed, but
practically destined to be so due to the fact that 50% of the “white collar” workers were laid
off at Abba Seafood, in the merger process.
In fact, one striking characteristic about the merger is that it is very hard to judge the degree
of success. However, leadership and communication skills did receive favourable attention,
and our goal was to assess the impact on the merger, as well as to test the approaches against
existing models and research.
There was probably a very tangible risk that top talent would leave the companies, and it
might very well have been the main goal of the merger to keep the people who Orkla felt
contributed most to performance. Without securing further “buy-in” from these employees,
the intended synergies and effects might have fallen away, leaving Orkla with less value than
before. We feel that this is an important aspect to bear in mind, when considering the outcome
and how successful it can be deemed.
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4 Theoretical framework
This chapter provides the overall framework for the study. The aim is to deepen the
knowledge by presenting theory from previous studies, books and other sources. It starts with
leadership followed by organizational change, leading mergers, understanding mergers and
last we present the ADKAR-model.

4.1 Organizational change
Organizational change can be divided into three different categories: Developmental Change,
Transitional Change and Transformational Change, with the difference being to what extent
change is applied to the overall operations. A transformational change often contains both
developmental and transitional change processes. This type of change can be the result when a
business is trying to acquire a new business (merging), overseeing the whole product and
logistics line or restructuring the organization in terms of pressure from competitors or slow
economic growth. Implementing new culture and business values are often necessary when
going through a transformational change (Kelchner 2015). Knowing that there exist different
kinds of organizational change, there are also many frameworks around the concept of
successful change. Simply defined, successful organizational change means those who are
affected by the change effort not only accept possible changes to their job title, office space,
or place on the organization chart, but actually change their behavior.
The work of Kurt Lewin has dominated the field of organizational change for 40 years with
his three step model (unfreeze, moving and freeze). Unfreeze refers to creating a motivation
for the change. Moving refers to evaluate the change and choose propagation. Freeze refers to
integrating the change and resume the organization to its operational state. Lewin has met
criticism concerning his perspective on organizational change, due to the fact that it does not
take conflicts and politics into account, but rather presupposes a perfect change transition
environment (e.g. resistance do not exists) (Liu, Akram and Bouguettaya 2011). Further
investigation states that Lewin’s three linear model is too narrow to address a successful
change, since many different variables matters to the overall outcome (Bartunek and
Woodman, 2015). Another well cited author in organizational change is John. P. Kotter. He
provided the “eight-step model” for successful change. According to his references an
organization should follow those eight-step in order for a change to be successful (Kotter
1995). The steps include:

Figure 3 Eight step model (Kotter 1995, 61)
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Some critics to John Kotter's eight-step model say that; It does not go far enough in spelling
out the specifics of how to achieve a vision or strategy. Further, it is all about organizational
change and does not address the personal transition that accompanies change. Secondly, the
model disregards the human factor, treating individuals collectively rather than active agents
in the change (Graetz & Smith 2010)
Even though change has several frameworks and clear definitions of “how to be successful”,
there still is an “established truth” that change processes have a “success rate” between 3050% (Lipman 2013; Jorgensen, Bruehl & Franke 2014; Beer & Nohria 2000)

4.2 Understanding mergers
To remain competitive on today's market, companies have to restructure themselves, may it
be internal operations or the whole organization. For growing companies, mergers and
acquisitions are a very common way of restructuring and evolving. As we go into the 21century, there is a new wave of mergers, in which companies want to strengthen their strategic
position. They are acquiring new companies to get access to more customers, new products,
new technology and services; further they are trying to consolidate within the market they
compete (or hope to compete) in (Megginson, Smart and Lucey 2008).
The most often cited reason in empirical studies as to why mergers happen is anticipated
synergy between the acquirer and target firms. There are other drivers too, for example
companies merging in ’shock’ when new technology, new deregulations, new distribution
channels, new substitute products or a rise in commodity prices occurs. Among the reasons
for mergers cited by Ashkenas, Francis and Heinik (2011), increased volume and margin,
diversification of revenue streams, and entering new markets, are the most noteworthy.
Achieving measurable results is a major accomplishment. However, according to Ashkenas,
Francis and Heinik (2011) the mergers must also be seen as a leadership development
opportunity. Otherwise money is spent where it has no effect. Improved leadership
capabilities can be a major gain and outcome from an effectively run integration. Further
reasons could be companies that are acquiring other firms due to under-valued stock price,
enabling a cheaper price for assets.

4.3 Leadership and management
It is important to understand that leadership and management are two different things. Both
are equally important, but it is crucial to address it right (Kotter 2013). Leadership is about
taking the company into the future, exploiting opportunities, creating a vision and is solely
defined by its behaviors rather than attributes. Gallos (n.d.) argue that leadership is about
change and management is about complexity, still they are equally important to incorporate
into organizations.

12

Management is about the tools and processes to develop an organization. Everything from
budgeting, planning, staffing and measuring can be parts of management, but it is the leader
who can act on the information and take the company further by leading it into the next phase
(Kotter 2013). One can also say that people in an organization evaluate managers for their
leadership, not by the way they plan, but how they act, think and what they say Gallos (n.d.).
Leaders are often seen as widely influential and have followers acting on their influence. A
leader earns influence by adjusting to the followers’ expectations (Heifetz 1994).
Leadership and change are, in a way, two sides of a coin. To be a leader is to navigate through
the unknown waters of change, which can be rough and uncertain. Sometimes, even if change
is successfully fought, the results can just end up being reinforcement to the status quo - we
have to distinguish between technical and adaptive change (Spence 2009). An adaptive work
environment requires the adaptive leader to control direction, protection, conflict and norms
within the organizational functions. Belias & Koustelios (2014) identifies three required
elements of leadership: the ability to influence, a common goal and employees that are willing
to act on the vision. The problematic truth is that, even if a leader incorporates these elements
it does not guarantee that effective leadership can be practiced.
Leading mergers is complex, since it often means going through a transformational change (a
total restructure of an organization). Sitkin and Pablo (2003) discussed how the six essential
dimensions of effective leadership apply to the context of mergers. Personal leadership refers
to showing people who he/she is and his or her personal vision, beliefs, emotions and values.
Relational leadership is about the importance of a leader getting strong connection with
individuals in the organization. Contextual leadership, means setting the current conditions to
enable employees to be focused and effective. Inspirational leadership involves building a
desire for change by creating expectation and the acceptance of challenges, with confidence
and enthusiasm. Supportive leadership means making people aware of the existing problems
and make them secure enough to take corrective actions. Symbolic leadership takes the whole
organization, values, cultures and competence under control. In Nixon, Harrington and
Parker's 2012 study they find out that no leadership model is appropriate through the whole
duration of a project. In relation to these 6 dimensions, one that is thoroughly elaborated is the
“charismatic leadership” and is said to motivate and inspire followers. The key behaviors
relating to charismatic leadership is providing a sense of mission or purpose, articulating an
inspiring vision that challenges the status quo, showing determination when accomplishing
goals, communicating high performance expectations, hands-on involvement and leading by
example.

4.4 Leading mergers
Organizational combinations such as mergers or acquisitions represent a major
transformational change (see chapter 3.1) for organizations and the people in them. Kotter
(1996) has argued that such significant organizational change requires leadership that
facilitates coherence and adaptability, both of which have been identified as essential for
‘merger success’.

13

One of the most cited reasons that mergers fail is resistance to change. Leaders must be clear
about the reason to merge; hence communication (within the organizations) is crucial after a
merger is announced. It is also explained by Kelchner (2015) that communicating the need for
the change and including those affected by organizational change in the planning can help to
reduce resistance from workers. Allowing employees to participate in the organizational
change can help reduce fear and anxiety. Secondly, all executive managers must be involved
and on board in the change process. Good leaders should be in a position to answer
employees’ questions. Furthermore, leaders have to address the negative response from
employees and be able to support them (Stahl and Mendenhall 2005). Kotter (1996) argues
that the first four stages in his eight-step model for change is necessary for a merger to be
successful. The first four steps help defrost the incorporated status quo. Schweiger (2002) cite
four critical steps that leaders often miss, or ignore when acquiring a firm: 1. Communication
plan 2. Organization of the new entity 3. Culture 4. Assessing target management. The
announcement is seen as a vital part in the merger process. A good top-down communication
model is expected and a “clearing up” communication, otherwise rumours can start, which is
a sign of uncertainty. There are two sides of making an announcement, often literature has
empathized that it should be thoroughly planned and communication should go out to all staff
at same time from top management. However, current studies disagree, they state that
employees during an announcement feels choked and is too afraid to ask questions
(Kusstatscher & Cooper 2005).
After the pre-merger stage is finished it is time to start the transition stage. It is vital that the
organization have the integration team in place for monitoring and realizing synergies (Galpin
and Herndon 2000). In this stage, the “shared vision” is key, throughout the implementation
of an effective merger. Communication and integration goes hand in hand, so leaders should
consolidate the plan in different communication channels in the transition stage. Kusstatscher
and Cooper 2005 argue that, constant, effective and open communication is crucial
throughout the merger process. Leaders need to match their decisions and behaviours to the
type of merger, while taking in cultural fit, size of transaction and timing. The transaction
period is a time of anxiety which can be reduced by being made aware of the developments in
the organization and how they impact their well being (Kavanagh and Ashkanasy 2006).

4.5 The ADKAR model
ADKAR is a goal-oriented change management model, which was used to determine if
change management objectives such as training and communication were having desired
effects during change. ADKAR stands for: Awareness, Desire, Knowledge, Ability and
Reinforcement. The stages are set out to match the different phases in an organizational
change such as a merger.

Figure 4: (Hiatt 2006, 302) The ADKAR model
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Hiatt (2006) propose a step model that incorporates both individual and organizational
change. He argue that changing individuals in an organization can help the change in the
whole organization. The first phase (awareness) is a matter of early communication related to
business change. Hiatt identifies five factors that affects the awareness in a merger: 1. A
person’s view of the current state 2. How a person perceives problems 3. Credibility of the
sender 4. Circulation of misinformation 5. Contestability of the reasons for change. Not only
should an early and effective communication be conducted, leaders also should know how
human processes influence the behaviours towards a change. Achieving this could reduce one
of the main obstacles to change, namely resistance (Sharma 2007). Desire is the process
where employees should engage and participate in the change. Reengineering, acquisitions,
and cultural change efforts often fail because that desire is missing (Kotter 1996). If the
change has been poorly managed, it may be harder to create engagement among the people in
the change. Knowledge deals with how much training and coaching the management has
incorporated into the change. A combination of factors ultimately determines to which degree
an individual can acquire necessary knowledge. The determines identified in Hiatt (2006) is
related to what kind of knowledge a leader already posses, the ability to learn, the availability
of resources and the access to needed information. It is essential to acquire knowledge for the
outcome of the change to be successful. Next stage analyses the ability in which, leaders can
use the acquired skills and knowledge to enable the change. In this last step (reinforcement)
the leaders should have an incentive or be acknowledged for positive contributions to the
change process. The desired result is for the change to be retained.
The ADKAR model is not without criticism. Among the perceived shortcomings are that it
fails to address the need for leadership and instead focuses more on the management part, it
does not take macro-level factors into account and it fails to distinguish between incremental
and step change. The ADKAR model also assumes that it is people who change, not
organizations (Warrilow 2015).

4.6 Summary of theoretical framework
This chapter has discussed various leadership styles and preferences relating to business
change. Furthermore, it has gone through different organizational change models to capture
how change can be implemented. The Adkar-model was also presented, not in the least
because Orkla actually used the model in the merger process.
As explained in the previous section, the basis of the ADKAR framework is to address both
organizational and individual change models. The core concept, leadership, is analyzed to find
out how leaders behaved individually, and how their behaviour supported the specific stages
in the merger. To describe the theoretical framework in a hierarchical order:
•

a presentation of the various types of organizational change
ê

•

organizational change models that suggest how to implement organizational change,
some of them quite varying in approach, and how valid they are in this case
ê
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•

individual change as a critical component of organizational change, as underlined in
the Adkar model, and consciously used by Orkla in the merger
ê

•

finally, leadership theories are presented to understand and discuss how previous
research has explored leadership in mergers, and how this relates to our case

The wide use of different models opens up for a critical view of them. By using leadership as
the primary variable, we wanted to identify the impact of this variable on the results, to shed
light on any existing leadership theories, or perhaps discover new areas of investigation.
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5 Results
In this section we will present the interviews and the survey results. The interviews were
structured according to the ADKAR-model and the headlines will be used here to present the
findings.

5.1 Orkla Foods Sweden
Orkla Foods Sweden was “officially one integrated company (2014), due to the integration
between three well-known organization Procorida, Abba Seafood and Fördinge. They are a
Swedish food company with a portfolio containing some of the most well known brands in
Sweden. Last year they had a turnover at 4.8 billion SEK and employs over 1500 people
(Orkla Foods Sweden 2015)

5.2 Interview responses
5.2.1 Awareness
Awareness is thought of as the first stage in a merger. When asking the managers how they
reacted when they first heard about the change there were some similarities and differences
across the answers:

Figure 5: Awareness stage – how they reacted
Conclusion:
There seems to be some differences in the way communication was distributed among the
leaders in the awareness stage. There were similarities between the leaders in Procordia, but
in Abba it seems that only certain “key” people was alerted in an early stages, as if it was part
of the pre-merger plan.
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Further we asked how they received the information. It was interesting to understand how
leadership got the information and from where it came in the first place. They answered
differently depending on which company they came from and what type of role they had in
the merger:

Figure 6: Awareness stage – how they received the information
Conclusion:
It seems to be important where and to whom information is communicated in the beginning.
Keeping the information in a small group seemed to have both positive and negative effects
on employees and managers. Further, depending on what type of position you have, the
information was provided differently as R4 and R3 citations show (see figure 6)

The next question relates to what kind of information they communicated further, and how
they communicated it, and to whom. The answers were different depending in which type of
role they played in the merger, or in the organization.

Figure 7: Awareness stage – how they communicated the information further
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Conclusion:
The distribution of information has mainly been concerning leaders in the organization and
the information has contained supporting material for leaders at all levels in the organization.
The preparation for the announcement of the merger has been thoroughly planned, especially
in a communication perspective. Not only did they plan what the message was and how it
would be communicated, they also brought in psychologists who helped rhetorically and
practically. There were, as seen in the figure below, also those who had a communication
responsible in earlier and later stages, meaning that the type of information that was
distributed differentiated between leaders in the hierarchy.

Figure 8: Awareness stage – how they communicated the information further
5.2.2 Desire
Questions relating to desire provide information about the leader's motivation and their
willingness to address change in a positive manner. The first question investigates their own
personal incentives for leading the change. It was interesting to know if their drivers can
affect the outcome of the change. They said:

Figure 9: Desire stage – personal incentives for leading the change
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Conclusion:
All the respondents felt that it was motivational to be a part of the merger because it was a one
of the biggest mergers in ‘food Sweden’. The fundamental motivator in this case seems to be
the extent of the project and that it fact was “the biggest merger in the Swedish food
industry”. Through all the different leaders this was linked to all of them, even the IT-leader
who said: “Since I was Orkla Shared Services consultant, there was an obvious incentive
(except billing) to participate in an interesting project that created good business” - (R5,
2015-08-13).

Further we asked if they were motivated to create a positive image of the change and they
answered:

Figure 10: Desire stage – motivation to create a positive image
Conclusion:
The respondents were not equally sure about creating a positive image; it seemed to depend
on the respondent’s role (dealing with employees or planning the project etc.). Looking at the
response from R3 who operated in the integration team, the positive image was a matter of
course, but when asking R2 and R3 there were uncertainties, mainly because, they all had
responsibilities in different stages.

Next question explores how they inspired other employees in the organization, motivated
them in the merger that was underway. As a follow up question to informant 4, we asked if
there was any resistance, and in that case, how did they work with inspiration:
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Figure 11: Desire stage – How they inspired other employees
Conclusion:
Inspiration was provided in different ways, e.g. through activities and communication. It also
depended on what type of role they had, meaning that people with more responsibilities in the
beginning were more likely not to provide any isnpirations, since a lot of employees were
leaving. And vice versa with those who worked more with integration; for them it were more
of a standard to be inspirational.

5.2.3 Knowledge
In this phase, we wanted to investigate what kind of knowledge that was provided in order for
the leader to manage the merger, and if there were any support that was vital to the change:

Figure 12: knowledge stage – How much training and education was incorporated
Conclusion:
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It seems that management had a lot of support during the merger. They had consultants,
internal support for management and psychologists. This in turn, seemed to help them adopt
different approaches linked to which stage the merger was in.

Next questions relates to what they did during the merger, how they acted, what their
assignments were:

Figure 13: knowledge stage – What type of assignments did they implement
Conclusion:
A lot of emphasis was put into the planning stage among the leaders; even from different
functions, they all were part of the planning stage. In the later stages some leaders went on
working with HR, and others such as the integration leader continued “managing” the project
goals in every function. It feels as the planning stage was thoroughly elaborated to support
leader in latter stages.

5.2.4 Ability
This phase relates to their ability to lead a merger. We wanted to ask how they could lead the
merger, and they said:
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Figure 14: ability stage – How did they lead the merger
Conclusion:
To summarize, they were all leading with a motivation and engagement. Though, asking R3
or R5 who started communicating when the organization was in place, they answered more
inline with being positive and to create an inspirational environment. Meanwhile R2 and R4
with more human resources required transparency in order to gain trust.
Next question is about how the previous steps have had an impact during the actual
implementation.

Figure 15: ability stage – How did previous steps impact the actual implementation
Conclusion:
The respondents answered that the rigourious pre-work stage was helpful in order to lead the
organization. R3 had a different role (integration leader) and was able to through the planning
stage to guide other leaders in the organization in the different function in their actions. This
was seen as a success factor.
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Further we asked how they used available resources to lead the change, if there were enough
resources available etc.

Figure 16: ability stage – Availability of resources, in order to lead the merger
Conclusion:
The ability to gather resrouces seems to depend on the extent of the merger. R4 specifically
said that this would be hard in smaller project, to find resources necessary for implementing
change, but in times like these, even the owners had the merger as a priority.

5.2.5 Reinforcement
This stage proceeds after a merger has been implemented, we wanted to know how they have
continued to support the processes
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Conclusion:
It is hard to draw any major conclusion in this stage since the case is just over 1 year old. Our
respondents did note that some resrouces in the organization still saying “we” and “them”
which means that further support might been good. R3 also stated that the integration with
Frödinge begun to close upon the merger with Abba, resulting in that, they lacked in creating
best practices to gain value from both companies.
Further we want to know if they were able to use communication tools to consolidate their
achievements (to maintain the achievements).

Figure 18: reinforcement stage – did they have communication tools for consolidation
Conclusion:
To work with the “we and them” phenomenon, the participants mentioned a wide variety of
communication tools for creating simple messages going out to all the employees. This
5.2.5 Summary of results
Our interview participants have responded how they reacted and operated in the different
stages of the merger. In summary, they all had similar experiences when it came to the actual
leadership of the change. Throughout the interviews we found out that they had worked
before announcing the change with communications and organization plans including support
to the leaders in the new organization. Central was when, where and how they planned the
communication and also the organization (integration) that was built up fast to support the
different leaders in different functions. Further, the results will be analysed and measured with
the chosen framework.
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6 Analysis
The findings in previous chapter are analysed according to key factors that have influenced
the leadership in this merger. The structure follows our “timeline” (ADKAR-model) and
within this “timeline” key indicators emerge.

6.1 Awareness and desire
6.1.1 Purpose
Funk (2011) describes that the first and foremost important factor in the pre-merger stage is
understanding the purpose of the change (merger). Our interview respondents were all aware
about the change and understood the actual purpose. There were some uncertainties about
why they merged two firms with good profit and turnover, still, the leaders in the interview
could see it coming and one of the interview respondents said:
“It is also important to clearly identify if the merger would lead to synergies or growth etc.
One of the main success factors in this case was that the synergies and growth were tangible
effects - it was clear why they did it” - (R4, 2015-08-17)
In previous models such as Kotter’s eight steps or Lewin’s three phases they articulate the
need for change, but not especially the need to understand the purpose. The first step relates to
analyzing the environment and communicate where change is needed, clearly they want to
include “understanding the purpose”.
6.1.2 Motivation
Mergers often fail due to a lack of motivation, leaders who want the organization to perform
at its highest level will probably more likely be involved in the change (Kotter 1996). Our
interview respondent felt that there existed personal incentives for leading the change and it
was motivational that the merger counted as one of the biggest in ’food sweden’. Motivation
is typically referred to the employees of an organization (they must participate to reduce
resistance) (Kelchner 2015). Still, for employees to be motivated we anticipate that they have
to be aware of the purpose and have an inspirational leader who can communicate
expectations and dividends (Sitkin & Pablo 2003).
“It was one of the biggest mergers in ‘food Sweden’, both from a management and
HR/communication perspective. There was much to learn and that was motivational for me” (R4, 2015-08-17)
“Since I was Orkla Shared Services consultant, there was an obvious incentive (except
billing) to participate in an interesting project that created good business” - (R5, 2015-08-13)
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6.1.3 Planning
Interview participants said that, before communicating anything, a small group of leaders
started working with how the organization would look like. The planning process consisted of
executives negotiating with unions, and an integration team planned the various necessary
projects and established a communication plan for each project. Kotter (1996) has a similar
step in his model where he argues that “Forming a guiding coalition” is necessary before
communicating. From our interview results the answers were deeper, stating that the pre-work
included both how the organization would look like, and how the communication would be
distributed before going public. In Schweigers’ (2002) study he also identified four critical
steps that executives often overlook where one of the steps was the communication plan.
“I developed and communicated decision making concerning the necessary restructuring and
harmonization of IT solutions and information flows. Mediated by mail, project portal and
presentations for decision makers.” - (R5, 2015-08-13)
6.1.4 Communication
A communication plan was established before the actual announcement, which is in line with
Kotter’s third step after “Forming the guiding coalition”. Yet, the answers from the interview
extends to the first time the leaders got in touch with the information. The respondents’
answered differently depending on what type of role they had. Those who were offered a job
in the actual transition were, of course, more positive, but not always unambiguously so. It
was more difficult for the smaller firm (previously Abba seafood), where one leader said:
“My boss and I received the information at a very late stage, which was a problem. The thing
is that they wanted to keep this in a small group of owners, not even our CEO at ABBA new
until autumn. “ - (R2, 20015-08-14)
Before going public, the interview respondents said they prepared folders for the leaders so
they could inform their own employees. Hiatt (2006) made a list of four factors that can affect
the awareness of the employees, and one of those factors is credibility of the sender. Further,
before the leaders announced the merger to their respective organizations, the interview
participants said that they brought in psychologists:
“We also brought in psychologists who could explain how people can deal with a crisis, and
they also met with our employees, both in groups and individually. I would say that bringing
in the psychologists was one of the key success factors.” - (R2, 20015-08-14)
“one of the main communication activities we undertook during phase 1: Training of
managers in communication and change management “ - (R1, 2015-08-12)
Making the announcement is seen as a vital part for a merger's success according to
Kusstatscher & Cooper (2005). In our findings, there was both a developed communication
plan and support from external resources to make the announcement. Bringing in
psychologists from the start suggests that there was a high level of awareness and readiness to
deal with the strong emotional reactions that were bound to follow the first announcement.
Apparently, this did alleviate the already high stress put on the leaders, and hopefully helped
the people who were fired to transition more easily.
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“Everything from how we dressed to how we spoke and stood were essential parts when
communicating. “- (R2, 20015-08-14)
Kusstatscher and Cooper (2005) argue that communication should be intensive, constant and
open. Our interview respondent explains that the communication in the beginning was short,
precise and continuous.
“To summarize - our information was short, clear and continuous” - (R2, 20015-08-14)
Further respondent 4 describes that it first was “why”, second was ‘how to deal with it’. It was
also important to always tell when they could expect further information. Being uninformed
creates uncertainty and demotivation (Kusstatscher and Cooper 2005). Another important
message was
“when one could expect individual statements of the Abba organization” - (R4, 2015-08-17)
Personal leadership according to Sitkin and Pablo (2003), means being able to show
employees who the leader is inside, their honest beliefs and visions. This was important for
our interview respondents. They did not want to create a “positive image” during the
announcement. Informant 2 and 4 believed in telling the truth, being straight and consistent.
Informant 4 specifically said that:
“It depends on where you are in the change” - (R4, 2015-08-17)
“It is obvious, when you are in charge of the integration” - (R3, 2015-08-14)
Communication was limited to key personnel in the beginning, and the information reflected
the current situation. Respondent 4 was more involved in the beginning and respondent 3 in
later stages. They have different communication experiences and therefore conducts different
leadership styles. In relation, the pre-stage in the merger was built up to support leaders in
their actions.

6.2 Knowledge and ability
6.2.1 Organization
Going through the pre-merger stage the leaders will help others act on the vision and get
through the obstacles (Kotter 1996). Our interview respondents have expressed how they were
able to follow through. The structure in Procordia and the work with supporting leaders made
it easier to take actions. Further, informant 4 stated that there was no hesitation in how to lead
the change, but what it should contain was harder. For that purpose respondent number 4
brought in external resources such as Accenture and lawyers (for negotiating with the unions).
Sitkin and Pablo (2003) have a related theory. They define contextual leadership as setting the
conditions to make employees effective in their task. In our findings, the interview
participants explained that a lot of emphasis was put on the organization. Getting the right
people to the right place, which resulted in an integration team that could monitor the merger
in every function and give support to all the leaders.
“We monitored and coached the sub project leaders in time schedules, goals etc. We
supported them if they needed more resources and so on.” - (R3, 2015-08-14)
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Schweiger (2002) defined “organization to new entity” as something executives often
overlook when merging with another firm. From our findings, the “new organization”, in
terms of agreements, key personnel and resources, was thoroughly prepared.
“I had not succeeded without Procordia’s structure, they are very good with working through
the leaders with management support
“We actually got the best from every department as sub project leaders. Sale was responsible
for sale and so we freed time in their schedule to be a part of the integration. It was a clear
success factor. “- (R3, 2015-08-14)
It seems that getting the organization in place was a major support for the leaders and it also
made it possible to gather the necessary resources from every function in the organization,
which was seen as a success factor.
6.2.2 Leadership
Leadership is defined by behaviors rather than attributes, Hiatt (2006) indicates that for the
merger to be successful depends on the knowledge a leader already posses, the ability to learn,
the availability of resources and the access to needed information. Our interview participants
say that because of the extent of the merger and the high priority it was easy to gain access to
resources.
“In this case, the change was a high priority task, both from an owner perspective and a
management perspective. It was not hard to free time for this project.” - (R4, 2015-08-17)
“We got a collective resource here, which was great since we could support and relieve each
other. There were no problem in terms of manpower, utilities and other things because of the
extent of the merger. “- (R2, 20015-08-14)
Sitkin and Pablo (2003) have defined 6 different types of leadership styles that applies when
going through a merger. The personal leadership style has been frequently used. To be open,
honest and transparent seems to be a way to gain trust which Van Dam, Oreg and Schyns
(2008) argues is one of the factors to reduce resistance.
“I was engaged, open and positive. It was crucial for me to lead with transparency in order to
gain trust among the employees. I think that was one of my personal success factors - my
honesty, openness and personal opinions. “- (R2, 20015-08-14)
“With high participation, engagement and very much presence. This work demanded full-time
work in different periods. “- (R4, 2015-08-17)
“I led with clarity and transparency in the first stages, further it was important to be
consistent and coach employees- ” - (R1, 2015-08-12)
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6.3 Reinforcement
Both in Kotter’s eight step model (1996) and in the ADKAR model, this last stage is all about
making the organizational changes last in the future. One interview respondent answered that
because of the integration of three companies they were not able to consolidate the
achievements enough.
“We even have parts in the organization that even today are not totally harmonized. A big
merger like this takes several years.” - (R4, 2015-08-17)
In short, it is probably too soon after the merger, even now, to assess the “stability” of the new
organization, but it is probably a very interesting case to follow up in 2-5 years from now.

6.4 Summary of analysis
In summary, the analysis has touched upon leadership, communication and organization in the
merger. The transformational change was designed, to an unusually high degree, around
communication, and it had a major impact on the way leadership was conducted. It also seems
that the pre-work stage in getting the organization in place was equally well designed and
executed. This provided us with an excellent opportunity to isolate and study the variable
leadership, and how different styles were used in order to adapt to the different phases.

30

7 Discussion and conclusion
This chapter will go through the research question and follow with a short conclusion. Last
the thesis will suggest implications of further research.

7.1 How can leadership support change before, during and after a
merger?
We cannot draw any conclusion as to whether the leadership had any major impact on the
financial outcome of the merger, or if leadership had a major role in the success of the merger.
However, we did find interesting data regarding how and where leadership was needed to
support the merger. In line with Armstrong's (2014) findings, there is a connection to the
transition and the leadership that supports it.
When announcing the merger, and its most immediate consequences, it seems that the
personal leadership style was widely adopted. The leaders seemed to favour an honest and
direct approach at this stage.
Inspirational leadership style had an impact during the stage before the integration started.
After going through the first most emotional phases, leaders turned more to the task of
creating desirability to transition.
During the actual implementations contextual leadership was applied, to help employees
perform at their highest capacity. These results strengthen the Sitkin and Pablo (2003)
framework. Another important finding was that the types of charismatic and inspirational
leadership was thought of as negative communication during the awareness stage (Belias &
Koustelios 2014). This verifies the theory that one leadership style does not fit all situations.
Apart from the fact that leaders applied different styles during different stages, another
finding that was more surprising, but seemingly equally important, was the amount of support
to leaders during the pre-merger stage. It is elaborated in Funk’s (2011) study that an
organization should have a well thought out pre-merger plan in phase one. In this case, a lot of
emphasis was put into preparing the communication for the leaders to help them go through
the phases presented in figure 3. This is not thoroughly articulated in previous models
addressing change or mergers. Bruzelius and Skärvad (2011) state that trust from employees
is crucial, but also that employees should be informed in the “early” pre-merger stage. In our
study, Orkla chose to prepare all communication, including the first communication itself,
very extensively. As shown by one of the respondents, this did not inspire trust in all.
How the organization was built up to process a merger like the one Orkla Foods Sweden
executed was seen as a vital part in order for the leaders to succeed in their task. The planning
stage, the communication plan and the organizational structure were built to support the
leaders in their task of leading the organization through the different stages. General change
management models such as Kotter (1996) and Lewin lack this element. This study actually
strengthens the criticism to Kotter's eight-step model in that it does not go far enough in
explaining how to communicate the vision and mission of the change.
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In (figure 19), there is an explanation of how leadership has supported, and adapted to, the
merger process in different stages. These findings are based on the thoughts and acts of the
respondents in this study.

Figure 19: Leading a merger (2015)
The model visualizes reactions among employees during the different phases described by the
Adkar model. Since reinforcement is about “stabilizing” the new state, it is too soon to say
where the curve will go, but it could be an interesting new case study within 2-5 years from
now. Below we show how leadership transitioned between personal, inspirational, and
contextual as the merger was being implemented.

7.2 Conclusion
Our question was how leadership can support change, before, during and after a merger.
Considering the amount of preparations provided by Orkla, in almost every respect, for each
stage of the merger, the remaining variable for the leaders seemed to be to adapt their
leadership style according to the situation.
We feel confident in suggesting that there might be a strong link between this observed
phenomenon and the Adkar model, and recommend further research into this specific area. It
is likely that the leadership styles can be applied consciously and effectively to further
enhance major transformational changes. This might also occur regardless of model(s) and
preparations that precede the transformational changeand they were dependent on which stage
the merger was in. To what extent this was dependent on the previous planning of
communication and re-organization is difficult to assess, at best. However, it is likely that the
leaders had a great deal of support through the communication plan and the various items
(content, forums and channels) that were included, regardless of phase and leadership style.
Orkla was very well prepared.
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Perhaps one of the most important findings of this case study is how the leaders moved
between the different leadership styles in the relatively short time-span that the mergers
constituted, which very much answers our question of how leaders can support change before,
during and after a change/merger.
This particular feature is not subject to a great deal of research, and could very well be
amplified in the future. Even though communication planning and materials were extremely
developed, including external resources such as psychologists and lawyers, the leaders chose
to adapt their style. It could even lay the foundation for a transformational change framework,
where the individual leadership styles can be used to model transitions, along with other
factors such as communication, resistance, organization and more.
Although the thesis does not yield any reliable information on the impact of the varying
leadership styles on the outcome of the merger, it is interesting to note that this spontaneously
occurs. It underlines the importance of leadership in major changes, and possibly a strong link
to the Adkar model.

Suggested further research
This research has opened up for new and existing areas that ought to be researched further.
First it would be interesting to know how leadership supports mergers in the reinforcement
stage of, i.e. two or three years after the merger. This would require a longitudinal study,
preferably of two cases looking at the elaborated theories in leadership, to identify if there is a
need for continuous support.
Secondly the case study showed that the leaders adapted their leadership style to the various
stages of the Adkar model. Is there a (strong) link? Is this phenomenon observable regardless
of model or approach in transformational changes? By isolating leadership as the primary
variable, we could capture this phenomenon, and it might have wider implications that could
justify further research.
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