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Abstract

It had become very clear that the post-merger ratean process play an important role
in realizing acquisition synergies identified a¢ thutset of a merger thereby increasing the
likelihood of merger success. While the generahbth of the topic post-merger integration is
quite large, this study is focused more narrowlttepost-merger integration leadership. The
extant literature of post-merger leadership idesdifh menu of leader competencies which were
deemed important and were perceived to have adbl@mfluence on merger success.
Leveraging on previous research, this study positetitested a theory which examined whether
or not a select set of post -merger integrationIjRéhder competencies positively influence
merger success. The multiple case study basemd@snelong with other potential explanations
of the study outcomes are discussétie findings also help the PMI leader selectiorcpss by
delineating a set of empirically tested set of &azbmpetencies which may result in influencing

merger Success.
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Chapter |

Research Problem

The general topic of this research was the posgenentegration (PMI) process. This
process refers to a host of activities undertakerotnbine two previously separate organizations
into one, after the merger agreement is compleldd| activities are regarded as one of the
critical components responsible for capturing sgresr identified at the outset of the merger
(Zollo & Singh, 2004). Carefully planned and thatfglly executed merger integrations were
cited as one of the means of reducing merger &sluAn analysis of practices undertaken by
recent merging companies have shown an increageatiton of planned post-merger
integration activities (Birkinshaw, Bresman, & Hakan, 2000; Epstein, 2004; Lajoux, 2006;
Marks & Mirvis, 2000; Pautler, 2003; Picot, 2002rc8ver & Stark, 2001). The maturity of
merger integration as a subject matter was eviagkenoeonly by the number of organizations
opting to use planned merger integration activibesalso by the increasing number of
management consultancies offering post-mergerrateg services and publications in both
academic and practitioner journals (Adolph et2001; Epstein, 2004; Simpson, 2000; Sirower

& Stark, 2001; Tinlin, Dier, Dailey, & Herd, 2009).

This research focused more narrowly on PMI leadeysthich was a subset of the
broader post-merger integration process describedea While merger integration management
was extensively studied, the role of merger integnadeadership had received relatively less

attention. Even within the merger integration kxathip studies, not many studies were available



that takes the perspective of validating the segliyilong list of prescriptive managerial and

leadership characteristics attributed to PMI leader

This study builds on the current literature of negriptegration leadership. The
researcher attempted to contribute important andlyi knowledge towards the literature by
discovering whether and how the prescribed leagedtaracteristics translate into influencing
merger success. The PMI leadership subject ma#teralso of personal interest to the
researcher due to her direct experience with M&#viies such as financing, valuating, and

planning of merger integrations.

One aspect of contributions already made to theviedge and practice of merger
integration leadership has focused on the orgaorztstructures of integration teams. The
structural configurations of post-merger integnatioerarchies vary (Marks & Mirvis, 2000;
Picot, 2002). For example, some organizationdaptstablishing dedicated integration
management departments while others follow a tearga@ommittee structure. There were also
other organizations that involved specialized exdeconsultants to augment their optimal
transition management teams. Experts generalbmmeeended that the PMI activities be led by
ateamas opposed to one individual. The team may bddtehy an influential leader within the

acquiring organization (Ashkenas & Francis, 200el®n, 2003; Sirower & Stark, 2001).

The common denominator of all the PMI team confgions mentioned above are such
that, at the helm resided a top level executiverotthosen by the CEO and/or Board of Directors
who was freed from the daily responsibilities of br her original position and is now given the
full-time task of transition management. The uhdeg leadership strategy for this arrangement

was to allow the CEO to continue to lead the rdganerged company from the front while the



appointed integration leader led from the backrmythis complex and tumultuous time of
merger integration (Epstein, 2004; Shelton, 200@v&er & Stark, 2001). In the context of

PMI, this arrangement is a form of division of leaghip labor. That is, the CEO remained the
ultimate decision maker and motivator of the inéigin process while also continuing to be in
charge of the ongoing business. The appointedrdppel integration leader on the other hand,
was to act as a temporary CEO to the critical coatioon effort. His task was to fuse the
previously separate entities into one in a manmarallows the acquirer to harvest the synergies
the merger promised. By appointing an upper l&ader with well-developed strategic and

interpersonal skills, the acquirer attempted taoedthe risk of merger failure.

Regardless of the name given to the integratiom teehether they were called PMI
teams, senior leaders, coordinators, steering cttegsior combination coordination councils,
the composite group provided important oversighgation and tone to the merger integration.
Such guidance was important because the merggratiten phase typically begins to shape the

new company and its ability to deliver the synesgpeomised at the signing of the deal.

The announcement of an M&A is often followed byeaipd of wide spread uncertainty
among members of both organizations. The unceigairange from potential job losses to
merger induced changdisat may have an impact on what was perceivee todomal
organizational routines. Lowered trust, commitmeand productivity as well as increased
absenteeism and turnover are likely resulted duleese uncertainties (Buono, Bowditch, &
Lewis, 1985; Ivancevich, Schweiger, & Power, 198@havandi & Malekzadeh, 1988). The
above difficulties may put additional strain on #ieeady difficult task of integrating previously

separate organizations. The integration leadergtbre, must be capable of managing both



operational and emotional aspects of post-merdegiation (Hammer & Falik, 2004; Marks,

2006; Shelton, 2003).

The current PMI experts offer little tangible advigeyond that of “move decisively in

the first hundred days,” “pay attention to cultiii@d “communicate-communicate-
communicate” (Sirower & Stark, 2001, p. 34). Hoeewsome focus their attention on the
distinguishing character attributes of PMI leadsrd claim that specific leadership
characteristics had a positive impact on the margegration activities and thus help influence
overall merger success. Among these prescriptiaeacteristics were; proven general
management skills, highly developed interpersondl@mmunication skills, ability to

recognize and address both technical and psyclualogsues, and leaders heightened comfort
with chaos and uncertainty that arise during tlghllyicharged and complex environment of
merger integration. These leaders were also ed tourageous, politically astute, trusted and
respected by all levels of employees and adephiotienal and cultural intelligence (Ashkenas

& Francis, 2000; Covin, Kolenko, Sightler, & Tudd997; Lind & Stevens, 2004; Shelton,

2003).

The selection of the PMI leadership must be comstlenore carefully, because the mere
assignment of an individual or group does not egjtfair effectiveness in conducting position
related duties proficiently (Ashkenas, DeMonacd;t&ncis, 1998; Marks & Mirvis, 2000;
Shelton, 2003; Sirower & Stark, 2001; Veiga, LulatkCalori, & Very, 2000). The influence of
PMI leader competencies on merger integration badived intuitive validity and thus was
widely perceived as one factor that affects mesgecess. Despite the appointment of

seemingly competent leaders to oversee integratsmmse mergers fail while others succeed.



Thus far, there are no known studies in the acipisintegration leadership literature that seek

to empirically validate the claim that PMI leadeépbompetencies do influence merger success.

Research Purpose

The idea of PMI leadership competencies had redemvastly conceptual development
and little empirical attention. An analysis of fiterature on the post-merger leader role offered
a list of prescriptive characteristics of a sucttdd3MI leader. Despite acquirers growing
propensity to use planned integration activitied #re appointment of seemingly competent
integration leaders, achieving merger successmasdi to encounter serious challenges
(Ashkenas et al., 1998; Buono & Bowditch, 1989; R&aYoung, 2005). The reasons for
merger failures were poorly understood, particylfdm a management control point of view.
Specifically, the purpose of this research wascaéne if PMI leaders with select competencies
were more capable of guiding the multi-faceted jpusigration activities, thereby increasing the

likelihood of merger success.

Research Question

There was no research the researcher could disdbe¢explored the relationships
between select PMI leader characteristics and #ffgct on influencing merger success.
Therefore, this research attempted to answer flenviog question: How do PMI leaders’

Emotional Intelligence and their culture specifiempetencies influence merger success?

Definition of Terms

Several of the key terms integral to this researehdefined below:



Merger & Acquisitions: In this study the termmergersandacquisitionsare used
interchangeably to refer to the same; combinatigoreviously independent organizations after

they have come under common ownership (Lajoux, 2006

Merger successThe achievement of financial and strategic outcdentified at the
outset of the merger. Typically, the appropricggf@rmance measures included meeting of the
financial and synergistic expectations that wesenitdied at the time of the deal. It was assumed
that an organization's ability to create long-teamsh flow ultimately drovealue creatiorthus,
merger success. The discipline of finance, whadtes a deterministic view, defined cash-flows
as derived from Return on Invested Capital (ROI®) eevenue growth. On a micro level, they
were two variables which fed into a quantifyingdintial equation. However, in this study, the
value creation (i.e., long term cash flow genergtiwas expanded to include not only the two
variables mentioned earlier but also the actioch 13 managerial interventions in allocating
capital, physical and human resources to genesateterm cash-flow. As such, merger success
need not always be in terms of profit maximizatin also in the generation of most good for
the firm (Angwin, 2007). Further explanation ofWhmerger success is measured in this

research is found in OTheoretical Model section.

Merger failure: Failing to reach projected financial and synergiskpectations and in

extreme cases, a resale, liquidation or divestiture

Management control point of view:Methods by which potential can be realized using

management action.

Integration: Combination of elements that results in wholeness.



Post-merger integration: The process of achieving inter-firm coordinatisystem
control and other combining elements that will dadbe two companies to function as one.
This term incorporates any procedural, physicahagarial and socio-cultural integration

activities resulting due to a merger or acquisi{i@hrivastava, 1986).

Post-merger integration manager:An individual or team depending on the temporary
management architecture adapted by merging orgamsalf an individual, PMI manager
refers to the person in charge of the oversigimteyration efforts necessary to combine two
separate entities into a functioning whole. leam situation, PMI manager will be the final
decision maker by rank, experience or otherwiseeither case, the integration manager will be
a top management team member who was most invalitadhe integration activities of the

focal merger.

Organizational culture: A pattern of shared basic assumptions that thepgiearned as
it solved its problems of external adaptation amtdrnal integration, that has worked well
enough to be considered valid and therefore, tiabght to new members as the correct way to

perceive, think, and feel in relation to those peafs (Schein, 2011).

Managing culture: Actions relating to locating and reducing cultwtadparities.

Cultural due diligence: Culture specific research and analysis activitiedentaken
during the early phase of mergers and acquisitidige goal was to discover and/or assess the
culture related inter-organizational similaritiesdadifferences which may subsequently impact

integration efforts and synergy capture.



PMI leader organizational cultural competence:The integration and transformation of
knowledge about individuals and groups of peoplie ieader’s behaviors and attitudes in a

manner which enable him/her to work effectivelyonganizational situations (NASW, 2001).

Emotional intelligence: The greater capacity of some individuals thamrxstho carry
out sophisticated information processing about @netand emotion-relevant stimuli and to use
this information as a guide to thinking and behaylayer, Salovey, & Caruso, 2008).
Goleman defined emotional intelligence as “the capdor recognizing our own feelings and
those of others, for motivating ourselves, andni@naging emotions well in ourselves and in our
relationships” (1998, p. 317). (Although this rasdh utilized Daniel Goleman’s El
measurement method, the researcher consideredieftitions of El as provided by Daniel

Goleman as well as Salovey & Mayer.)

Empirical indicators: Indicators that are used to measure the valudseainits
included in a theoretical model. The value oftiné produced by an empirical indicator may be
a “number” such as a test score, position on a&swah dial reading. This value could also be a
“category” such as present or absent, central oplperal, dominant or submissive (Dubin,

1978).



Chapter Il — Literature Review

This section attempted to sketch in an area ofi@uteial activity within the subject
matter of mergers & acquisitions integration asdetidership. This research used the terms
mergerandacquisitioninterchangeably to refer to the combination ofvpresly independent
organizations after they have come under commorewstip (Lajoux, 2006). This generic view
is not always accepted within the research anchieasicommunity citing the differences
between the processes by which the two entitiesigited. For instance,raergerimplies a
consensual element to the joining of entities,(hen-hostile, merger of equals) while an
acquisitionrefers to acquiring of a controlling interest ekats of the target company with or
without the consent of the target company (DaBasinock, Uncles, & Trot, 2003). Given this
study is firmly situated in the purposeful post-gerintegration leadership, the researcher
continued to use the terms interchangeably to tefére combination of previously independent

organizations after they had come under common shipe

The literature review is structured as followssEian overall review of the post-merger
integration was conducted under the thematic segoates of Strategy, Human Resources and
Culture. Next, specific attention was given to H&Hder role related literature. This is followed
by a brief introduction to the conceptual root&aifiotional Intelligence and Organizational
Culture along with their application to PMI studieBhe chapter concludes with a summary of

the literature review.
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Post-Merger Integration

One important subset of thinking within the bodyegfant literature on M&As is
concerned with post-merger integration (Birkinshetval., 2000; De Noble, Gustafson, &
Hergert, 1988; Epstein, 2004; Koch, 2002; Marks &W4, 2000; Pribilla, 2002; Shrivastava,
1986). Given the multidimensional nature of thei¢pthe researcher loosely subdivided the
selected literature under three categories; Styatdgman Resource (HR), and Culture. The
research categorized under the strategy perspectiteles studies that focused on management
action, methods of integration, and capability $fanetc. Human Resource focused on studies
that capture the human side of integration, confésolution, and communication. Culture
perspective summarized the findings of the postgeraintegration studies whose main focus

was on organizational or international culture.

Strategy. The selected studies under the strategic perspesgre in agreement that
post-merger synergistic benefit realization was engeble through successful integration efforts
(Haspeslagh & Jemison, 1991; Larsson & Finkelsted®9; Pablo, 1994; Shrivastava, 1986). In
their study Larsson & Finkelstein (1999) proposed tested an integrative model as to how the
synergy realization was a function of “similaritycacomplementarity of the two merging
entities, the extent of interaction and coordimatioiring the organizational integration process,
and the lack of employee resistance to the comkenéty” (p. 1). Their study is different from
others in that they pooled multiple synergy readicraperspectives such as economics, finance,
strategy, organizational theory, and human resoma@agement into one robust process-
oriented model. Their study found that similastia the management styles of merging entities
tend to reduce employee resistance during orgaoizabmbination phase (Larsson &

Finkelstein, 1999).
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Three seminal works, identified as such by theective research community, by
Haspeslagh and Jemison (1991), Marks and Mirvi8g&),2and Nahavandi and Malekzadeh
(1988), have attempted to demystify the linkageveen integration management and merger
success by focusing on the modes by which mergingsfcan combine previously separate
entities into one cohesive whole. Although eacthefthree studies utilized different terms to
express the modes, the underlying conceptual densigs remained largely intact (Ellis, 2004;
Ellis & Lamont, 2004). Collectively they propostmlir integration modes or typologies, namely
a) preservation, b) symbiotic, ¢) absorption, apttahsformation (Haspeslagh & Jemison, 1991;
Marks & Mirvis, 1998; Nahavandi & Malekzadeh, 1988hepreservatiormode allows the
acquired entity to remain largely intact thus reingj very little change. The means by which
this mode make way for merger success was throulgissintrusion by acquirer, and b)
allowing the acquired firm to maintain their owrsogrces and capabilities (Larsson, Brousseau,
Driver, & Sweet, 2004). The second integration eabentified within the three collective
works was calle@dymbioti¢ in which the integration efforts purposefullyeattpted to marry the
core competencies of both firms. The merger sgcicethis case was dependent on how best the
integration efforts were able to fuse the bestathlowrganizations. Tha&bsorptionmode, as the
name suggests, called for the consolidation oatltpiired entity into the acquiring firm. This
invariably required a significant amount of changethe part of the acquiring firm (Larsson et
al., 2004). The link through which the absorptimade contributed to merger success was
through speed and effectiveness of the integratodivities. The last mode by which merging
firms could achieve merger success was catlasformation. This mode assumed that both
acquiring and acquired firms go through significamtount of change during the integration

such that they give up their respective operatiandl cultural capabilities in exchange of
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something completely new (Ellis, 2004; Ellis & Lamip2004). Achieving merger success
through this mode required that the combining oiions had a clear vision for the future, a
blueprint for the new organizational structure aived leadership of both firms in the
integration activities, and lastly establishedragerary transition management structure to

oversee integration efforts (Ellis, 2004, p. 118).

The above research work conducted to identify tioegssual modes of merger
integration had made a significant contributionthie overall merger integration literature.
Collectively the authors provided a blue print thgh which one was able to categorize the
complex field of merger integration. This desdxiptframework resulted in motivating
increased intellectual activity within the topicragrger integration process (Ellis & Lamont,

2004).

Building on the integration modes described abav&cond study by Ellis and Lamont
(2004), examined whether differences existed imseof how the integration process was
managed across the four integration modes. Emstauthors identified an exhaustive list of the
critical process dimensions prescribed in all fiotegration approaches (i.e., general operating
environment, preliminary planning, and transitioarmagement). The study results indicated that
differences did exist in all three process dimemsias incorporated by the integration
approaches; absorption, symbiotic and transformd#dlis, 2004; Ellis & Lamont, 2004). For
example, merging entities employingransformation approacko integration efforts tend to
have a more extensive and formal integration managé structure than those organizations
employing amabsorptionor symbioticapproach (Ellis, 2004). Although such a resuls wa
expected in terms of tieansformationapproach, the authors found it surprising that the

symbioticapproach, which sought to combine the best of bajhnizations, did not have an
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extensive transition management structure in plddes study's contribution to the extant
literature indicated that “the emphasis placedh@marious process dimensions does, in fact,
vary depending upon the chosen integration appradttftough not entirely in ways consistent

with guidelines prescribed by the three sets addaeshers (Ellis, 2004, p. 128).

Larsson et al., (2004), who studied case survegd ohergers and acquisitions, found
that 60-70 percent of merger success (successededs synergy realization) was explained by
three factors of success, namely, a) high stratagfiential of the merger, b) high organizational
integration, and c) low employee resistance (Larstal., 2004). According to the authors, the
businesses appeared to have learned the key strateborganizational integration factors that
contributed to success while continue to strugglearning to decrease employee resistance.
Collectively, the authors offered advice in manggdime latter. In particular, their study
recommended e@o-competence and motivational approashmerger synergy capture which
they believe was the key ingredient in achievinggaesuccess. Although not without
difficulties, the key source of this approach'satage stem from its management of the human

side of M&A as they advocate for compromise, muteapect, and inter-firm learning.

Shrivastava (1986) claimed that though rapid ozgtional growth can certainly be
achieved through M&A, the ability to sustain thewth and performance firmly resides on how
well the entities are integrated following the mestgTo this end, he was one of the first
researchers who initially identified three typegost-acquisition integration approaches: a)
procedural, b) physical, and c) managerial/soctocal which provided a framework for
identifying integration needs in merging organiaafi. Shrivastava's three approaches do not
contradict with the four integration approachesafsson et al., (2004), discussed earlier. The

latter was a refinement and extension of Shrivassawork. Procedural integration involved the
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combination of systems procedures and rules wiisipal integration focused on the resource
consolidation such as assets and equipment. Maabgeciocultural integration according to
Shrivastava was the most difficult and least exaahiaspect and it involved integration issues
related to transfer of managers, changes in orgaaizstructure, development of consistent
organizational culture, gaining of commitment anatiration from personnel, and unified guide
to strategic decision making (Shrivastava, 198B¢spite the proposition that there were three
integration types, the author held that they arfthhaerecommended nor required for every
merger situation. Instead, he recommended thainargtions determine the optimal degree of
integration required based on the “objectives efrtterger and “size and form of the merging
companie’ (Shrivastava, 1986, p. 73). Shrivastava’s stuiflyremain among the early critical
works pertaining to post-merger integration litaratand his call for greater understanding and
exploration of the managerial/sociocultural issoemtegration continued to garner much
academic and practitioner attention. This studygbbto respond to Shrivastava's specific call
for merger integration activities from a managep@ispective. As such, this research took on
an integration management leadership perspectitreparticular attention given to

characteristics within managerial control.

Lastly, according to Pablo (1994) previous reseaathidentified a variety of situational
factors that contribute to corporate leader’s desisnaking about the level of integration
necessary following a merger. She summarized tlaesers as task, cultural and political.
Given extant literature have not tested how thastofs empirically manifest, Pablo sought to
assess how and to what extent, these factors ndktemanagers' judgments about the level of
integration. For the 56 executives included ingtady, task related factors played a dominant

role in managers' decision making models whileuraltand political factors were also deemed
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important. Her findings suggested a method by Wwhkimmpany leaders can deliberately manage
the integration process by viewing integration geslecisions via multiple lenses (Pablo, 1994).
More specifically, Pablo stated that when planrangd implementing integrations, decision
makers should first explicitly identify all threadtors relevant to the acquisition and then specify
the weights that should be attached to each fa¢taym a business policy point of view, Pablo’s
work is important because it demonstrated how deewive decision making that leads to

planning and implementation of merger integratioosld influence merger performance.

Human Resource.The identification and managementhoimanfactorsof mergers
continue to be an important research interests iBibecause disruption of merger integration
plans as well as merger success was attributedrtmpal, interpersonal, group and intergroup
dynamics (Buono et al., 1985; Cartwright & Cood&90; Ivancevich et al., 1987; Marks, 1982;
Marks & Mirvis, 1985). In a 1999 survey, Hubbaodihd that more than half the respondents
cited personnel problems as contributing factordisappointing post-merger financial results
(Pribilla, 2002). He explained further that emmeyinaction due to fear, withdrawal into
internal resignation or even exiting the compamytifi@ competition, all lead to the same
disastrous consequences of declines in productwitycustomer focus that ultimately result in

merger failure.

Most research argued in favor of creating a fonmigrnal communication mechanism
from the onset of the merger news release in dadiémit employee anxiety and distress which
is likely to be fueled by rumors and other sourdeancevich et al., 1987; Marks, 1982).
Although this early intervention was likely to ngéite anxiety, other researchers found evidences
of continued heightened employee anxiety levelsievith proactive information sharing

(Buono, Weiss, & Bowditch, 1989; Marks, 1982). Eaample, Marks (1982) found that
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regardless of the openness and level of commuaicatiembers of an acquired organization
will typically still maintain feelings of suspicioand never feel fully informed. According to
Buono, Weiss and Bowditch (1989) ongoing formal oamication efforts are more successful
if they are also supplemented by direct intervenbg top level management. For example, the
authors suggested that the top level managemerdrgdrate earnest interest in interacting with
employees and learning how much information theydleyees] already have and what they
still need to know. The authors believed that&limderaction with employees by the top
management help generate a two way communicatgtersyin which employees not only
informed but also given an opportunity to raiseioms and air their fears. While not all
employee input and suggestion may be incorporatediollow-up actions by top management,
the two way communication system was thought tshayv concern for human and professional
issues on the ground (i.e., mitigate any adversasi@s. themelationship), and b) proactively
limit the dissemination of information that distemith and manipulate people. Therefore, the
authors held that the resultant reduction in emgeognxiety levels serve as an important enabler

in building employee support towards the mergezgration efforts.

Another strand within the human resource relateryerantegration literature focused on
the physical, psychological and behavioral effectemployees such as stress and anxiety
(Ivancevich et al., 1987; Marks & Mirvis, 1985, 199 Merger related stressors range from
potential job loss, changes in roles-salaries amfits, derailed career paths, changes in
organizational power, prestige, and loss of orgational culture and identity. In their work
Ilvancevich et al. (1987) found that thecertainty, duration, and imminenamllectively
identified asstress responsew/ere responsible for influencing the stress isitgn To mitigate

the inevitable merger related stress, the authattghned guidelines and interventions which
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ought to be taken by the merging organization, (@eecutives, HR professionals) and individual
employees. Included among the organizationalvetgions were the timely management of
rumors, accurate and realistic communication egfigdy top management, as well as stress
management and individual counseling services pgeml/via HR. The authors also suggested
that the organizations create transition manageteants composed of influential executives
and managers to make essential decisions and emigrns to reduce employee stress and

maintain the integrity of the combined organization

The Ivancevich et al. (1987) study was importarthimithe post-merger integration
literature in that it provided a menu of intervents that can be carried out by management from
the early due diligence stage of the deal to actuegration. Furthermore, the study took the
stance that management of the merger stress istagsponsibility which ought to be
shouldered by management, HR professionals andidudil employees alike. The limitation of
the study's proposals stem not from the authargirfgs but the management themselves in that

they may not give necessary time or the prioritgddress what may seem as soft issues.

Culture. Organizational culture congruence plays a detangirole in the success of
merger integrations. Building on the original warfkBerry (1980), the authors Nahavandi and
Malekzadeh (1988) described a conceptual modelfaithmodes of post-merger acculturation
which are as followsassimilationhappens when the acquired organization willingly
relinquishes its culture and identity by adapting &cquirer’s culturentegrationhappens when
both the acquirer and the acquired company cuéinceidentity are preserveseparation
happens when minimal cultural exchange persistsaisoire both cultures remain completely
separated; and lasttieculturationhappens when the acquired company disintegrates as

cultural entity yet refuses to be assimilated thi culture of acquirer. The authors proposed
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that the degree of congruence between the two ngeayganization’s preferred modes of
acculturation will ultimately determine the levélaxculturative stress and thereby the resulting
effect on overall merger implementation (Nahavaadilalekzadeh, 1988). For example, if both
acquiring and the acquired organizations agredemiode of acculturation to pursue, then
minimal acculturation stress was to follow. Pex #uthors, this reduced acculturation stress
facilitates overall merger integration activitiés.contrast, if no agreement was reached as to the
acculturation mode, then high acculturative stregs likely which results in complications

during merger integration activities.

Nahavandi and Malekzadeh's (1988) study is importatihat it provided a conceptual
clarity, lexicon and process orientation to a ca@rghenomenon merger related acculturation.
In addition, this study drew attention to how cudtinduced post-merger problems may be
managed though the agreed upon acculturation mdeasinstance, the four modes described
earlier may be viewed as alternative manifestatairaganizational culture in the context of a
merger. For cultural integration to take holdhe tombined organization, the acquirer and
acquired organizations must first identify theiefarred modes (critical reflection), second come
to an agreement on the mode (building rapport)thind, work through acculturation stress
(conflict resolution), however small it may be. sa| the findings encouraged merger leaders to
think critically and creatively about the cultufélalternatives early on in the deal along with

when and where to anticipate future challenges.

Echoing a similar idea as above, Buono, Weiss anwidch (1989) documented the
viability of cultural pluralism in a merger combiran effort where cultural diversity and
cultural subgroups were allowed to exist within toatext of a shared strategy for growth and

organizational success. They argued against sfforttotal assimilation into the dominant
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culture because the perceived lack of understarafiong attention placed on the others' culture
was likely to create cultural conflict, high managnt turnover, and overall difficulty in
achieving merger synergies. Whether the mergareed cultural integration sought was total
assimilation, cultural blending or cultural plusah, the authors recommended organizations
resort to an incremental and iterative process;mga mind that shared understanding of the
new culture takes time to form and many individwalall levels of hierarchy must be involved
in the process (Buono et al., 1989). Both Buonal.eind Nahavandi and Malekzadeh (1988)
studies stressed the importance of pre-deal assessfithe level of intercompany cultural

similarities to understand, decide, and develojre@<ultural integration efforts.

Leveraging on the work of Nahavandi and Malekza##$ass and Veiga (1994) posited
that the post-merger acculturation mode achieveslavasult of the tension between the forces
of a) organizational integrationand b)cultural differentiation This tension, believed to create
stress and resistance to change, must be addtegsieel acquiring company management in
order to achieve overall merger success (Elsaseiga/ 1994). For example, in a horizontal
merger of equals, the tension to maintain one's avitare/identity may be high. This was
because the deeply held belief of both companggseiich of their successes was due in part of
their respective cultures. At the same tokennted for organizational integration also remains
high because the post-merger performance depeniie drow well the previously separate
entities were fused together. The authors predlittat under the above circumstance (i.e., both
cultural differences and perceived need to integaa¢ high), any pressure by the acquiring
organization to continue to integrate in the hdys eventually cultures would merge only
exacerbate tension. Employing Kurt Lewin's folieédf perspective, the authors offered a

solution whereby management based their actionssémtmore on minimizing cultural
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differentiation (i.e., per Lewin, maximizing dri\grforces) rather than increasing organizational

integration (i.e., per Lewin, minimizing resistifmyces).

Using a longitudinal field experiment approach Selger and Goulet (2005) found that
cultural distance between combining firms can bhedad during the early stages of acquisition
integration process. Deep level cultural learnitigrventions were found to be most effective as
opposed to surface level or no cultural learnirigrirentions as the former provided the depth of
learning necessary to benefit integration outconldss study was an important and unique
contribution to the integration literature first, that it addressed the topic of how to go about
managing cultural differences in combining firmsdaecond that it did so by employing

longitudinal-experimental methodology which had beén used to study this topic.

Anecdotal and empirical evidence had long iderdifialtural incompatibility as a barrier
to realizing post-acquisition outcomes. Cultunffiedences were found to be negatively related
to stock market performance (Chatterjee, LubatRohweiger, & Weber, 1992), positively
related to target company top management teamwvarr{bubatkin, Schweiger, & Weber,
1999), positively related to high integration cd&&ke & Mouton, 1985; Weber, 1996), and

lastly, positively related to potential of unresadvconflicts (Bijlsma-Frankema, 2001).

Some research attention had been given to the sfutig counter argument that cultural
differences did have a beneficial impact on poguesstions including positive financial
performance (Bjorkman, Stahl, & Vaara, 2007; Mad&97; Morosini, Shane, & Singh, 1998).
Morosini, Shane and Singh examined 52 cross bachpuisitions and found a positive
association with cultural differences and acqusifperformance. The researchers explained

that over time, the culturally distant acquisitmymbinations were likely to provide previously
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nonexistent mechanisms, such as new routines gedoges, which had the potential to
enhance the combined organizational performanées view was antithetic to the conventional
belief that acquisitions with close cultures peridsetter than those that are not. In a similar
vein, Bjorkman et al., (2007) investigated the s ef cultural differences in terms of
capability transfers and thus positive post-actjoisiperformance. Both studies were valuable
to current research in that they provided empirscgdport that with correct circumstances and

effort, even the perceived culture incompatibitgn lead to post acquisition synergy capture.

In sum, the above review summarized the reseatotpwst-merger integration, codified
above into strategy, human resource, and cultitr@so helped emphasize the potential benefits
and complexities involved in creating value thobdRA. Balancing the necessary level of
organizational integration was a fundamental chgkethat affected merger success. It was
therefore, important to understand better whethdrreow post-merger integration leaders

contribute to the overall process of acquisitiaegmnation and the success of the merger.

PMI Role

M&As are predominantly driven by rational financaid economic models. While
financial factors such as purchase prices, costgavrevenue increases contributed to merger
success or failure, research had also found n@mdial contributors such as overall strategy,
culture, integration, and leadership to also pl&gyrole in post-merger synergy capture.
Within the contributions made by the subset, irdégn, the execution of a well-designed
integration plan by a capable leader was suggesteme of the methods to promote merger
success (Ashkenas et al., 1998; Epstein, 2004{@h&003; Tetenbaum, 1999). In their study

of merger successes of the mostly conglomerate deale in the 1960s and 1970s, Ravencraft
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and Scherer (1987) argued that profit declines Weety due to a loss of managerial control by
the acquiring firm or due to the use of the acqlfren as a cash cow. Studies conducted by the
management consulting firm, the McKinsey and Comgpan a variety of successful merger
integration projects indicated that there weredldecisive factors that contributed to merger
success; a) strong leadership, b) high aspiratiod,c) shared performance culture (Koch, 2002).
Since the specific focus of this research centarednd the competencies of PMI leaders and
their influence on merger success, the followingnsent of the literature review attempted to
maintain a leadership and managerial relevancesu8l, research works that explicitly
considered traits, roles and integration actiorrsyeed by integration leaders are discussed

below.

According to Mintzberg (1973), managerial work dstsof unrelenting, highly open-
ended activities that are characterized by brevayiety and fragmentation. This definition also
applied to post-merger integration leaders. Tlegiration leader role consisted of two
componentsproject managementhich included administrative, operational anchtecal
matters angbeople managementhich included handling political, cultural, pensd and
emotional matters arising due to the merger. Thegeat its broadest, the role of the integration
leader was to manage the integration activitiesnteance post-merger organizational capacity,
and help adapt to new capabilities while also mining interpersonal and intercultural friction.
Although merger integration leaders were utilize@versee organizational combination efforts
in the past few decade their impact on merger ssclead produced mixed results (Ashkenas &

Francis, 2000; Epstein, 2004; Shelton, 2003).

The sense of stewardship was directly applicabteeaole of integration leader.

According to Senge (1990) a leader’s sense of stishig operated on two levels: stewardship
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for the people they lead and the stewardship f@tdlger purpose or the mission that lie behind
the enterprise. In terms of the stewardship fergbople, the integration leader is called on to
grapple with the psychological, anxiety and resistarelated system wide reverberations. As to
the stewardship for the larger purpose, the integrdeader was responsible for the role of

effective alignment of previously separate entit@sapture the merger promise.

Upon review of best practices literature and tbain experience, Thach and Nyman
(2001) introduced a leadership skill set which theljeved when developed will support the
leaders themselves, their employees and their aagons through a successful merger
integration process. The model, illustrated inuFégl, included six leadership skill categories

which are explained below.
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Figure 1. Thack and Nyman M&A Leadership Model (2001, p. 148)

The categoryemotional acknowledgememincouraged that the merger leaders permit,
engage, and encourage the overt discussion oatigerof emotions stemming from a merger.
To be effective, leaders must first be able to katite emotional fallout that may stem from the
announcement of the merger prior to encouragirfgasel others to move forward with
integration tasks. In other words, the leaderstmaognize and deal with his/her own emotions
while also providing the employees a process ta &ad discuss their emotions. The authors
also recommend specific actions by leaders sut#aasing to a) recognize that there are usually
positives to a merger and thus help employees densome of these opportunities, b) provide
support tools and processes to deal with emotams c) avoid/ou mus{focus on work, not get

angry etc.] statements.
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Maintaining two-way communication was considereckasential skill during the merger
integration leadership. Termedmmunication cubei their model, the tripling of all formal
and informal communications between company leaalesemployees were to act as a

feedback mechanism which in turn informs soundsiecimaking.

The third skill categorywork and customer focusalled on the leader to keep employees
focused on work and meeting customer needs. TéwadiNyman (2001) held that the leaders
should first deal with employee concerns as effetyias possible so that they were not
distracted from the day-to-day work of meeting oosr needs during the merger integration
phase. The authors advised that the leaders ejogate performance objectives, b) follow-up
more frequently with employees regarding work pebgatus checks and deadlines [while not
becoming micro-managers], ¢) understand the paisgibi [employee] emotional fallout after
the merger announcement thus be available to pgaugport and focus, and d) reassure
customers/suppliers/regulatory offices and comnyumiémbers that their needs continue to be

met during the merger transition.

The categorynotivation and incentivesncouraged the leaders to develop the skill to tal
to key talent in an attempt to re-recruit their comment, provide them with challenging
assignments, and reassure that the employeeslaegl\@y providing them generous positive

feedback.

In their experience, the categameativity and involvemenms often overlooked during
merger transition periods. The authors recommbatithe merger leaders take advantage of this
unique transition time to encourage employees tobavative in possibly transforming the

existing business processes for better. This nigtalots dedicated time for change related
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brainstorming but also makes best use of the lidelsreased employee workloads during the

initial merger combination phase.

Lastly, the sixth skill category of Thach and Nyn{2001) model called on the leaders to
bemerger savvs it pertains to understanding the organizatidgahmics and types of
activities that follow after a merger announcemedart of this savvy included a) understanding
that it is not going to be business as usual, peeting that company politics will increase as
employees jockey for positions in the combined pizgtion and c) realizing that some of the
above maybe directed at the leaders themselves.adihors recommended that the leaders a)
conduct periodic assessments (informal discuss&hst surveys) to evaluate the concerns of
the employees in order to proactively problem sobydocus on protecting the bottom-line of
the organization and meeting customer needs, edhat the leaders themselves will make
more mistakes during this transition time due ghtstress and uncertainty, d) push for speed in
decision making, communication and integration, tamally e) build relationships with the
acquired company personnel in order to learn athaut strategy, work processes and how the

leader can assist in the successful combinatidheofwo organizations.

Thach and Nyman contributed to the PMI leader cdenmy literature by offering a
targeted skill set for leaders to rely on during pine-combinations and merger integration
phases. The six category model included skillswmauld support the leader himself/herself as
well as their employees during the transition. tRkemmore, their advice could be used by leaders

in both acquiring and acquired company leaders.

Michael Shelton (2003), a practitioner with thede® management consulting company,

McKinsey & Company, focused on the designation emgowerment of integration leaders. As
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it pertained to designation, the author calledi@ appointment of an upper level executive who
was capable of influencing corporate opinion. Afiann proven project management skills, the
leader should also be politically astute, couragepuassess excellent instinct and be comfortable
working cross functionally. The author arguedamadr of pre and ongoing empowerment of the
designated leader by the president, CEO and thedBddirectors. This was because the
temporary nature of the merger leader positiomogiges rise to anxiety about one's own career
trajectory thereby distracting the merger leadattention from the complex task at hand. More
often than not, merger leader candidates were expeEd in-house leaders who already had
defined responsibilities. The candidate was likelyuested to give up his/her current position to
assume the leadership of the merger integrationitaes which in the least would last one year.
Naturally, the perspective candidate would be covexabout his or her career's future once the
integration assignment is complete. To this et@|t8n proposed that the CEO, while
explaining the importance of the integration mamaget role, also assure the candidate what his
or her career progression would be after the iategr assignment. The CEO's empowerment of
the merger leader also comes in the form of trughe leader's ability, providing of adequate
authority and resources to do the job and on ocnasepping in to champion the efforts of the

integration team (Shelton, 2003).

In a study conducted by two members of consultangpecializing in M&A, Lind and
Stevens (2004) found that the leadership styleamtidns made a difference in post deal success
or failure. Although the study stratified the leaship style requirements according to four
merger types, three style variables stood outset af common denominators that were
applicable to any type of merger. They were appaaurgency of decision and actions, b)

relational style, and c) control or authority. Tetudy also identified clear vision,
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thoughtfulness, open mindedness, reflection, aildyato inspire others as exceptional

characteristics of successful merger integratiadées.

The Covin, Kilenko, Sightler and Tudor (1997) stuyght to identify leadership styles
associated with employee post-merger satisfactidrey organized thieadership stylesnder
two broad categories; leader power-influence, aadér behaviors. The power-influence
approach explained the leader effectiveness aguptdithe source and amount of power
available to the leader and the method by whicHahder exerted this power on the followers.
The behavior approach to leadership styles onfttier mand focused on the actions of the
integration leaders as opposed to their traitse fifidings confirmed that leadership styles did
impact merger satisfaction thus should be consitieteen appointing merger integration
leadership. The study results also showed thasfioamational leadership, a measure of leader
behavior, had the highest positive correlation witkrger satisfaction. Referent power, as
opposed to coercive power, demonstrated the stsbagsociation to post-merger employee
satisfaction. Although the study was conductedsahgle site, thus rendering its results unique
to that site, the study continued to be notewohigause it provided empirical evidence that
post-merger employee attitudes were influencechgérship styles and they are likely to

critically impact the success of the mergers (Cetial., 1997).

An integration leader's management of the dynamittgn the integration team was also
an important facet of this study. This is espégiahperative when the integration is managed
by a large team. An example of the need for irggn leaders within team intervention is
described next. In their study, Buono, Weiss aoddtch (1989) referred tmerger myopian
which over time, managers' modus operandi becomudsgm solving and crisis management in

order to gain the feel dfeing in controlduring this highly turbulent integration periodihe
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consequent result of the absence of careful vettirajternative solutions and premature closure
of merger related issues, though provide an illusibsuccessful integration would in fact prove
less effective in the longer term. When merger{pigas observed within the integration team,
the merger leader ought to intervene by assisiadgam members cope with the perceived or
real loss of control (Buono et al., 1989). Morg&afthan not, merger teams consisted of highly
trained professionals and functional experts whyire little direction and supervision by the
leader. Intervening within the integration teaniaailitate coping would require the integration
leader to exercise covert leadership (i.e., ungbteuactions that infuses traditional management
tasks such as controlling, coordinating, direcetg)) as it best provides the protection, support
and fresh frame of reference necessary to chahedrtergies of the team towards useful plans

and actions (Buono et al., 1989; Mintzberg, 1998).

Some literature encouraged the integration leadipngo be occupied by upper level
executives (Ashkenas & Francis, 2000; Beckhard &isal987; Covin et al., 1997; Ivancevich
et al., 1987; Koch, 2002; Shelton, 2003). Colleyl, they supported this idea because the
higher ranking position itself, not just the perssmpplied much of the authority, structure and
coordination. This statement should not be inttgat to mean that thgersonoccupying the
position is not important. Despite the executitaiss, the integration leader should be able to
navigate both as a first-line supervisor and a basftlexecutive with remarkable ability because
managing without understanding of what is being agaa is an invitation to crisis (Mintzberg,

1998; Shelton, 2003).

In summary the above analysis identified streatiterfature that focused on PMI leader
role related criteria; leadership skills and mamadéraits. A variety of PMI leader criteria that

were directly related to leader effectiveness sisashe leader effectiveness were discussed. It
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was clear that the power influence of the leadisrhbr business acumen, project and people
management skills as well as ability to managengtemotions and stress in self and others all

played an important role in the leaders abilitgdgmduct merger integration related activities.

Emotional Intelligence

Although the historical development of emotiondélhigence (EI) could be traced back
to 1920s (Sparrow & Knight, 2006), the concept vaanerly introduced as a topic of study
within the discipline of psychology in 1990s by 8ady, DiPaolo and Mayer (Mayer, 2006;
Mayer, DiPaolo, & Salovey, 1990; Salovey & Maye?d90). This concept is presently also
studied within the disciplines of education, humasources, management and psychiatry. The
evolution of El naturally led to divisions among users as it pertained to the definition of El.
Given the variety of El theories, this study witllp focus on two of the main streams of thought,

one championed by Salovey and Mayer, and the dbth&aniel Goleman.

The definition of El favored by Salovey and Mayeaasisteeped in scientific literature
and focused on mental abilities, skills or capasi{iMayer, 2006). They recommend that the
term EI be limited to refer to abilities at theargection of emotions and intelligence as opposed
to an eclectic mix of positive traits. As sucleittability based conception of El (i.@bility
mode) was “specifically limited to the set of abiliti@svolved in reasoning about emotions and
using emotions to enhance reasoning” (Mayer, Sgla&eCaruso, 2008, p. 514). According to
Salovey and Mayer emotional intelligence is “thdighto perceive emotions, the ability to
access and generate emotions so as to assist thtmghderstand emotions and emotional
meanings, and to reflectively regulate emotionasto promote both better emotion and

thought” (Mayer & Salovey, 1997, p. 22). Althoutiey believed EI to operate in a unitary
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fashion, the authors subdivided their view of Bbifour interrelated abilities (Mayer, 2006;

Mayer, Salovey, & Caruso, 2000). Their model isvgh in Figure 2 below.

Emotional
Intelligence

. Emotional
Perception

Emotions are perceived and
expressed

Il. Emotional
Integration

Emotions and emotion-related
information is attended to

Emotions enter the cognitive system
as noticed signals and as influences
on cognition

Emotions are sensed, and begin
automatic influences of cognition

lll. Emotional
Understanding

Emotional signals about relationships
are understood, along with their
interactive and temporal implications

The implications of emotion, from their
feeling to their meaning, are
considered

IV. Emotional
Management

Figure 2. The four branch model of emotional intelligence {diaet al., 2000, p. 108).

The first branch of their model was the abilityprceiveandidentifyemotion. This

Thoughts promote emotional,
intellectual and personal growth

Management encourages openness to
feelings

basic function called for an individual's capaddyecognize and input information from the

emotion system. The second branch of the mededtional integrationconcerned with
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emotional facilitation. This focused on how emaoabinformation entered the cognitive system
and altered cognition to assist thought. The thrahch.emotional understandingnvolved the
cognitive processing of the information. In gemhdataeferred to an individual's ability to
understand and reason with emotion with an eyersyaroblem solving. The fourth and last
branch of their modeémotional managemertoncerned with emotional self-management and
management of emotions in others. This calledHerperson's ability to cope with various
states of mood instability while considering difiat emotional paths and choosing among them

(Mayer et al., 2000, p. 109).

The tool by which they measured the level of ElyktaSalovey-Caruso Emotional
Intelligence Test (MSCEIT), was geared to measheddur areas of El abilities. Salovey and
Mayer were openly critical of other investigatof€=d such as Daniel Goleman and Reuven Bar-
On because they included bathilities andpositive personality attributesuch as assertiveness,
self-regard and adaptability in their construct&bf According to Salovey and Mayer, the
mixing of related (i.e., abilities) and unrelatee.( positive personality attributes) variables
overly broaden the construct of El thereby leadongisunderstanding of the original concept

and research (Mayer, 2006; Mayer et al., 2000).

A markedly different second approach to definingMak offered by Daniel Goleman.
His definition stated that El is the “capacity fecognizing our own feelings and those of others,
for motivating ourselves, and for managing emotied in ourselves and in our relationships”
(Goleman, 1998, p. 317). He viewed EIl basedampetenciethat enabled people to
demonstrate intelligent use of their emotions imatang themselves and working effectively
with others (Boyatzis, Goleman, & Rhee, 2000; Ga@ern?001a). Given thmompetencies

incorporated botlabilities andpersonality traitsthe Goleman et al. view was designated a
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mixed modebf El. Their most recently revised El framewarpresented below in Figure 3,
consisted of four major clusters, a) self-awarenesself-management, c) social awareness, and
d) relationship management. To Goleman et alf;asehreness meant knowing one's internal
states, preferences, resources and intuitionsa rasult, self-management referred to managing
one's internal states, impulses and resources.sddial awareness cluster referred to how one
handled relationships and awareness of othermégselneeds and concerns. And lastly, the
relationship management cluster referred to thik@kadeptness at inducing desirable responses
into others. The four clusters were further sulaig into twelve competency subscales as
shown in Figure 3 below (Boyatzis, 2010). The toplwhich Goleman et al. measure the

emotional intelligence is called the Emotional &atial Competency Inventory (ESCI).

Social Awareness
* Empathy
* Organizational awareness

Self-Awareness
* Emotional self-awareness

4

A

A

Relationship Management
* Conflict management
* Coach and mentor

Self Management
* Achievement orientation
* Adaptability <

. : * Influence
Emotional self-control N o .
. i Inspirational leadership
Positive outlook .
Teamwork
Figure 3. Goleman’s framework of El clusters and competen@eyatzis, 2010, p. 6).

The twelve competency subscales organized witlgridbr clusters are identified in
detail below (Boyatzis, 2010, p. 4). Goleman eés& | model recommended the use of

validated multi-rater ESCI tool in order to measanandividual’s level of El.

* Emotional self-awareness: Recognizing one's emstonl their effects;
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» Emotional self-control: Keeping disruptive emotiarl impulses in check;

» Adaptability: Flexibility in handling change;

* Achievement orientation: Striving to improve or riieg a standard of excellence;

» Positive outlook: Persistence in pursuing goalpide®bstacles and setbacks;

» Empathy: Sensing others’ feelings and perspectavas taking an active interest

in their concerns;

* Organizational awareness: Reading a group’s enaltmmnrents and power

relationships;

» Coach and mentor: Sensing others’ development reatibolstering their

abilities;

* Inspirational leadership: Inspiring and guidingiinduals and groups;

* Influence: Wielding effective tactics for persuasio

» Conflict management: Negotiating and resolving giisaments;

» Teamwork: Working with others toward shared go@l®ating group synergy in

pursuing collective goals.

Goleman maintained that his role as one of thén&dttists was to propose a theory of
performance that builds on the basic El model. cBipally, he adapted the Salovey and Mayer
El model into a version that explored implicatidosthe workplace while keeping a firm eye

towards identifying the active ingredients in oatsting performance (Goleman, 1998, 2001a).
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In particular, Goleman definezinotional competenaes “a learned capability based on
emotional intelligence, which results in outstamgdgerformance at work” (Goleman, 2001a, p.

27).

Furthermore, Goleman (2001b) believed that the ifoajor clusters of El identified in
his El model were shared by all the main EI theésrdthough terms used to refer to them defer.
This claim was vehemently rejected by Salovey argdf (Mayer, Salovey, & Caruso, 2004).
Salovey and Mayer maintained that Goleman's viewsEas a set dbilities (i.e., thus, not as
intelligence) but as a constellationpErsonality attributegMayer, 2006, p. 18) thus making his

view El not about intelligence.

Emotional Intelligence within Post-Merger Integration Studies

Despite the conceptual rivalries explained abdvis,researcher opted to consider a
broad based definition of El thus included theigbbased definition provided by Salovey and
colleagues as well as the definition mixed modéhden provided by Goleman et al. The
ability model offered a set of traits that wereegied in strong cognitive reasoning (Mayer et al.,
2000). Comparatively, Goleman’s mixed model offea@ El construct that related to cognition
and behavior. This researcher held that the irmusf both EI definitions complemented this
research because it helped capture a wider arrpgtehtially useful information regarding El

manifestations in PMI leaders.

According to the ability model of EI “some individis have a greater capacity than
others to carry out sophisticated information pssogg about emotions and emotion-relevant
stimuli and to use this information as a guidenioking and behavior” (Mayer et al., 2008, p.

503). Like Goleman and others, they too consid&ileid be an important variable that showed
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validity for predicting socially relevant outcomem a similar vein, Sutton, a researcher in
Management Science, suggested that “people withienad intelligence who are skilled at
taking the perspectives of the people they encowame at responding to their needs and feelings

are pleasant to be around and well suited for leshde positions” (Sutton, 2007, p. 19).

The need to possess emotional intelligence by aladler is likely greater due to the
position’s heavy involvement with organizationalmeers, stakeholders and even customers of
both merging organizations. Per Sparrow and Knjgbo6) El was essential for self-
management, management of relationships with gtfetitating relationships between others
and developing others. Among some of the outwasdities of effective PMI leader were
accessibility, warmth and shrewdness about otheralms and how they work (Marks & Mirvis,
2000; Shelton, 2003; Tetenbaum, 1999; Thach & Nyr2861). Collectively, the researchers
believed that such qualities increased the leadapscity to relate to others better and in some
cases be more effective in surfacing and challepgiantal models of the organizational
members who might be resistant to impending chafge aforementioned desired
competencies of PMI leaders were thought to inerdlas level of effective leadership

performance thereby positively impacting the mergtrgration efforts.

In the context of PMI, the integration leader slaopbssess a disposition that was
consistent with the requirements of the positiod s tasks which were largely multi-faceted.
The thought process that led to this study’s resequestion held that the well-developed
emotional intelligence of a merger manager wouldlie to stay on top of the group dynamics
influencing the organization combination efforterby allowing proactive fostering and
maintenance of the ecology necessary to unite gusiy separate entities into an integrated

whole. According to Marks and Mirvis (2000), traims team members and leadership required
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sensitivity to deal with egos, anxieties, and nedgseople who were above, below, and beside
them in the organization. Furthermore, they argoeg@recluding the institution of such
managers with dominating personalities, harmful mamication styles and poor interpersonal

skills.

Employing a sense-making perspective, the workadrd (2003) identified four specific
characteristics of post integration decision makihthe upper echelons that were likely to be
impediments to effective organizational integratidrhe irrational tendencies of the leadership
that slowed the progress of integration were aglieht ambiguity concerning integration issues,
b) cultural confusion in social interaction and eoomication, ¢) organizational hypocrisy in
integration decision making, and d) politicizatminntegration issues. Vaara’'s study described
how the above impediments confronted corporateeiesagind business unit managers, even
among themselves. If left unattended, these inmpeniis to integration efforts would likely lead
the merger to failure. Similar work conducted thelon (2003) asserted that deadlocks, such as
those mentioned earlier, can result in loss of nmdoma in integration efforts thus jeopardizing
the synergy capture. An emotionally intelligertegration leader is likely to be aware of such
organizational tendencies and thus would be abbbange at least some elements of the
irrational tendencies. Such proactive action wdwdth remove potential impediments to

effective organizational integration.

The literature on who was ideally suited for PMdder roles emphasized the importance
of the ideal candidate's heightened sense of enadtamd cultural intelligence (Ashkenas &
Francis, 2000). The authors stated that it wdialito select an integration leader who could
“appreciate the emotional and cultural issues wew) handle them personally and help others

deal with them constructively” (p. 116). Althoutte integration leader was not limited to the
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aspects concerning the people side of integratibesauthors argued that their special capability
provided a much needed counterbalance at the deaisaking table where financial and
strategic considerations tend to take center stAgat pertained to the application of emotional
and cultural intelligence during combination adtes, the authors believed the key was to
demonstratéalance That is, integration activities should not blewkd to degenerate into
unfocused gripe sessions or personal lobbyingteals effective integration managers should

create opportunities for people to vent while dstping them move on.

In his study, Mirvis (1985) focused on strategid &actical conflicts found in the top
management team negotiations of a merger integratiocess between a conglomerate and a
small manufacturing firm. The imposing of acqusdinancial planning, accounting and other
control systems coupled with the differences iraorgational strategies, structures and cultures
between the integrating parties explained theegjratand tactical conflicts. Mirvis gave
particular attention to tracing the underlying eimoal reactions of the two merging parties
which he believed also contributed to conflicts tiis end, he analyzed a) the feeling of loss
versus gain in the two firms, b) each party's sefsmcertainty and threat, and c) their moves
towards proactive and reactive control underlyimg integration activities. Mirvis's research
was important to this study because it provideérmapirical example of how human reactions
infused by emotion could escalate conflict theredsghaping and re-directing even the most
well planned integration activities. He predictbdt unless all parties could come to understand
and work through their emotional reactions to titegration activities, any efforts such as
interventions to develop shared goals, to explateial differences and ameliorate cultural

conflict and to focus energies on mutual probleiwisag, were likely to be ineffective.
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Organizational Culture

Culture was defined here as general shared saulgrstanding, resulting in commonly
held assumptions and views of the world among orgéional members (Schein, 1983). It was
the position of this study that the careful andpgroattention given to culture specific issues
would in effect enable one of the primary condiiavecessary to achieve merger success. This
was because the resultant cultural acceptance ahthhrespect was likely to reinforce
combination activities thereby increasing the idégrendencies between the combined

organizations (Birkinshaw et al., 2000).

Schein’s definition and analysis of culture wabagd in this study. Schein defined
organizational culture as the pattern of basicragsions that a given group has invented,
discovered or developed in learning to cope walprbblems of external adaptation and internal
integration, and that have worked well enough todresidered valid, and therefore, to be taught
to new members as the correct way to perceivek ténal feel in relation to these problems
(Schein, 1990). As shown in Figure 4, culture rfested itself in three interconnected levels: a)
observable artifacts, b) espoused values, andacgdhacit assumptions. According to Schein,
the three culture levels were linked in that actisawere manifestations of values while values

were expressions of core assumptions.
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. Visible organizational structures and
Artifacts ¢ .
processes (Hard to decipher)

N

Espoused Values

Strategies, goals, philosophies
(Espoused justifications)

A

A

Shared Tacit Assumptions perceptions, thoughts and feelings

(Ultimate source of values & action)

} Unconcious, taken-for-granted beleifs,

Figure 4. Schein's three levels of culture (Schein, 1999 6).

As it pertained to assessment of culture, Scheioréal the method aftructured
individual or group interviewss opposed tsurveys or questionnairedVhile useful, surveys
and questionnaires according to Schein only redealéural artifacts or organizational climate
(Schein, 2006). Furthermore, when assessing eultithin an organization, he encouraged that
the culture analysis efforts to be tied tol@arly defined business nesdch as a business
problem to be solved, a new strategy etc. This because “the culture has an impact on how
the organization performs, and the focus shoulghity be on where performance needs to be
improved” (Schein, 2006, p. 633). Once the inxwbased cultural assessment process had
identified thecore cultural assumptionsf the organization, Schein advocated that these
assumptionshould then be evaluated based on whether theydarstrengthor constraintto

the pre-identified business need.

Organizational Culture in Post-Merger Integration Studies
Incompatible culture continued to top the list@sons for many failed mergers
(Ashkenas et al., 1998; Bligh, 2006; Cameron & M@@03; Davenport, 1998; Marks & Mirvis,

2000; Nahavandi & Malekzadeh, 1988). Some reseasdrgued that cultural differences were
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a factor in poor post-acquisition financial perfamse because such differences had a high
tendency in creating problems which ultimately léatbwer profits (Chatterjee et al., 1992;
Datta, 1991, Elsass & Veiga, 1994). Therefordufaito designate an integration leader who
was capable of effectively grappling with organiaaél cultural dynamics could paralyze the
chances of acquisition success from the outseé bbokMergers & ProductivityKaplan,

2000), which was a compilation of retrospectiveecstsidies of high profile mergers in a variety
of industries, concluded that a merger's succetslare was dependent upon the acquirer's
thorough understanding of the target, its corpocateire and its workforce and wage structures
prior to the acquisition. It is then possiblenarease the chances of merger success by
instituting a merger leader at the core of thegragon process that was capable of predicting,

addressing, and managing merger induced cultisaéss

Cultural integration was crucial for the succesthefmerger (Cameron & Mora, 2003;
Epstein, 2004; Marks, 1997). When a fit betwedtuoel and employee was present, it gave rise
to employee identity with the organizational cuiturThis alignment of identity therefore,
encouraged employee commitment, satisfaction, mtodty, and longevity (Cartwright &
Cooper, 1990; Veiga et al., 2000). Just as tha@ipe<ultural fit could lead to merger success, a
negative fit could reduce overall merger perfornealiiely due to reduced morale, job
dissatisfaction, acts of sabotage, high turnovdrabsenteeism (Cartwright & Cooper, 1990).
To a greater extent, the PMI leader should haveapacity to manage the internal working
environment of the merged organization as it pestéd culture. To a lesser extent, the PMI
leader should at least support and not dismisspglay or undermine the importance of cultural

integration efforts. It is assumed here that Wsild increase employee satisfaction and
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productivity and decrease turnover and absentetisreby positively contributing to the

continued wellbeing of the merged organization.

M&A research had also delved into examining the wflleadership in facilitating post-
merger cultural change (Bligh, 2006; Marks, 199g@uien & Kleiner, 2003; Trice & Beyer,
1991). Collectively the findings had important incgltions for post-merger leadership in that
they identified desired leader actions and chareties that promote cultural integration. As it
pertains to leader actions, Bligh (2006) suggeptesliding organizational members an outlet for
loss and renewal, acknowledging the importancelatively mundane yet symbolic actions, and
utilizing employee input into post-merger culturenges. Leader characteristics most cited
included empathy, honest communication and knovdexfgulture both conceptual and

practical.

In their work Buono et al., (1989) expressed th&ggration related communication needs
were quantitatively and qualitatively different fndhe typical business communication
requirements. According to them, the two basi@sypf communication that should be included
in the merger integration efforts include: a) conmigation to keep organizational members
informed about the merger, its ramifications asdntplementation, and b) communication to
facilitate getting the work done. They also steelsthe benefits of incorporating two-way
communication methods where the information flowsanly from management to employees
(i.e., newsletter, presentations, workshops, masl) but also from employees to management
(i.e., survey feedback). The underlying implicataf this work was that it required the merger
leaders to continually assess how much informaherorganizational members already had and

what they still need to know. Therefore, in aduitto communication skills, the leader's sensing
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ability, empathy, willingness to listen, negotiatiskill and flexibility in conflict resolution sk#

became part of the essential repertoire of skésréd of an effective PMI leader.

In their work on lessons for post-merger integrasoccess, De Noble, Gustafson and
Hergert (1988) suggested that leaders focusonincesand notsymptom®f combination issues.
They used an example of the management pressaomsommate the merger quickly might
result in significantly less attention given todgtation issues. Instead they advocated that
organizations take a proactive view of the acqoisiintegration process during the pre-merger
negotiation phase rather than a defensive/reaappeoach after the deal had been signed. They
believed that by identifying and communicating sipecifics of integration issues as openly as
possible at an early stage of the acquisition cautdyate such feelings of mistrust and
alienation that may impede merger success. Thdde et al. (1988) study therefore
contributed the culture specific PMI leader literatby emphasizing the importance of cultural
competency of the PMI leaders as well as includiregn in the merger activities early on as

opposed to after the deal is signed.

In his work, Teerikangas (2004) mentioned the intgoare of systems thinking in the
context of mergers and acquisitions as he beliéwsds linked to merger success. Instead of
viewing thesystemas an additive relationship (i.e., the whole sager than a sum of its parts)
he favored the perspective oivaiole where the parts were richly connected. He Felt almost
unilateral attention was given to financial evailoiat Although its importance was noted, his
research findings consistently showed post integgrassues almost always revolved around
issues that were neglected upfront. He believedittderlying cause for such neglect was the
mental modelguiding today’s organizations which held importanty those aspects that were

directly traceable to financial performance as @@oloto softer, less traceable elements such as
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culture, leadership and other human elements. rigleed that the overlooked elements cannot be
maneuvered away. As long as they remain unseesutiaced and unaddressed, they would
continue to impact the organization negatively tl@asling to potential merger failure.
Teerikangas'’s work was important to this study beeat highlighted the importance of
leadership balancing both financial and non-finaheilements related to merger integration
activities in order to achieve desired merger imdusynergies. The ability to see financial and
non-financial elements as necessary partssysgenwould allow the leaders to maintain focus
on the non-financial elements of merger integratubich had a tendency to be neglected to the

point of exclusion.

Literature Review Summary

This chapter attempted to etch in a snapshot ohtlelectual activity pertaining to post-
merger integration and the role of PMI leader. {hreral topic of post-merger integration was
examined using the categories of strategy, HR aitdre while the specific topic of PMI leader
role was studied to identify the skills and chagastics of PMI leaders as identified by the
academic and practitioner community. As a whdie,liody of work presented above provided
evidence which indicated the importance of mergeagration activities in achieving the
synergies identified at the outset of a mergentHéumore, the examination of leader skills and
characteristics also was instrumental in shapieghkory explored in this research as it helped

identify the potential link between specific PMatier competencies and merger success.
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Chapter Il — Methodology

This study was designed in a theory testing pdiniew. The researcher first posited a
theory using theesearch questioas its basis. The theory proposed was tested tisn
positivistic multiple case study methodolodg particular, Yin’s (2009) multiple case
methodology was employed in this study.c#sewithin the context of this study consisted of a
PMI leader who led a successful merger. Accortingin’s three case studype
classifications, this study is consideredeaplanatorymultiple case studyExplanatorycase
studies are concerned with research questionatteshpted to investigateow andwhy
something happeneduch case studies therefore implied a need fontyaxperational links

between the elements of the phenomenon being gt(die, 2009, p. 9).

The theory testing nature of the proposed resaaqhired the adoption of the
replication logic(Yin, 2009, p. 54) also known as the use of mldtgxperiments or cases. A
replication was desired by the researcher becandimds from a single case may not be as
robust to support or refute the theory proposelde Higure 5 illustrated the replication approach

to multiple case study methodology that was utilizethis research.
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The figure above illustrated the operational ovemwbdf the methodology which was

adopted within this study. It began with the depehent of the proposed theory and case

selection. These steps were described in detapaoming sections. Each case study was a
wholestudy meaning that each underwent its own dataatan, analysis and findings while
following the overall protocols identified. Thaflings and conclusions of each individual case
were written into individual reports. The indivialueports indicated whether or not the
relationship predicted in the theory was demonstiat_astly, the cross case report indicated

whether the theory was supported or not.
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Research Design Rationale

The research strategy, positivistic multiple caseys was selected because case studies
typically attempted to examine contemporary phermmnan its real-lifecontext as opposed to
natural science experiments where the phenomeiméeoést might be deliberately removed
from the context (Yin, 1981). The case study methagy’s ability to maintain the real-life
context therefore enabled the researcher to exatiménebvious and subtle details in a holistic
manner. For example, the researcher was ableserabfirst-hand important activities such as
group behavior, merger induced change dynamicspearthgerial processes which further
illuminated the dynamics associated with PMI. Rerimore, Yin (2009) suggested that case
study method was also appropriate when relevardgwets under investigation ought not to be
manipulated by the researcher. Given that the gfothle researcher was to investigate the
contemporary phenomenon within the context in whtidtcurred while also not controlling the
behaviors of the research subjects, the case stseégprch strategy was most appropriate for the

this study.

In addition to real-life context, an in-depth intigation was undertaken to examine the
perceived relationship between the PMI leaderssetampetencies and their influence on
merger success. This was necessary due to twon®asirst, the extant literature provided
insufficient and inconclusive evidence to validatdalsify the existence of such a relationship.
Second, the phenomenon under investigated was brahdomplex, thus made it difficult to
delineate the boundaries of the theory proposdte uhclear boundaries existed because there
were multiple reasons for merger success, abovéeywhd those that were considered by the
proposed theory. An in-depth investigation allowleel researcher to a) create an accurate

rendition of the facts of the case, b) identify sooonsideration of alternative explanations of the
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facts, and c) proceed to make conclusions basedsorgle explanation that appeared most
congruent with the facts (Yin, 1981). As a reshattategy, the case study method therefore
allowed the researcher the freedom to deliberatelye into examining contextual conditions
which might be highly pertinent to the investigatitrin, 2003). This strength of the case study

methodology made it most appropriate for the predagtudy.

The ability to use multiple data collection methadiso guided this researcher’s choice in
selecting the positivistic multiple case study dasiTypically, case studies used data that were
guantitative, qualitative or both (Yin, 1981). $hbtudy used both quantitative and qualitative
data collection methods which included personarinéws, validated survey, statistics and
analysis of documents germane to the investigatidre multiple data collection methods

produced a rich amount of data available for tridaton.

Research Design

As was indicated earlier,asewithin this research was composed of a PMI leader
led a successful merger. Yin advocated that dasky slesigns should cover five design
components (Yin, 2009). The elements of his desamponents in this study are summarized

below.

1. Study's question: How do PMI leaders’ Emotionagligence and their culture

specific competencies influence merger success?

2. Study's proposition: All else being equal, the Rééiders’ high Emotional
Intelligence and culture specific competencies élipcrease the likelihood of

merger Success.
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3. Unit of analysis: Yin used the teramit of analysido refer to a case. Dubin
(1976), a recognized scholar in quantitative thdamding in applied sciences,
used the termnit of analysido refer to the elements composing the proposed
theory. This research used Dubin’s definition. sAsh, the units of analysis of
this study were; self-awareness, social awareseffsmanagement, relationship
management, cognitive awareness of culture, apjicaf culture knowledge,

and management of differences born out of culture.

4. Logic links between data and proposition: The redesr used the sevemits of
analysis(Dubin, 1976) identified below (in Theoretical Me§ito show the links

supporting the study’s proposition.

5. Criteria for interpretation of data: The upcomingple 9 in section Theoretical

Model demonstrated this process.

Case Selection Criteria

As was described earlier this study adopted Yiefdication logictherefore used
multiple cases to test the theory. Within thplication logic,Yin (2009) identified two
possibilities of case selection namétgral replication andheoreticalreplication. This study
employed thditeral replication which was also known as confirmatorgecaelection. This
literal method deliberately chose cases on the basisndasty in resultsor exemplary
outcomegYin, 2009, p. 59). For examplexemplary outcoman the context of this study
included that all cases selected had a PMI leauttiee merger was perceived a success. In
other words, &asewas represented by a PMI leader who led a suadessfger. Selecting

multiple such cases that corroborated each otlgeiinexl the researcher to have prior knowledge
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of the outcomes of each case chosen. Given themreh question sought to answew and
why something happened, the prior knowledge of theayaés did not impede the research
objective. Théhowandwhywere uncovered by focusing on the conditions umdech the

exemplary outcomesame to be from case to case.

The fourliteral replication features imbedded within the case seleprocess were as

follows:

1. Formal integration management structure existed;

2. Designated formal PMI leader was present;

3. Merger was a success as defined earlier in Chapterthe discussion of

Definition of Terms;

4. The time period of the transactions consideredlve#sween 2005 and 2010. The
five year period was deemed appropriate due toghsonable expectation that
the details of the integrations were a) likely frés the memory of participant,
and b) the participants were still affiliated witte acquiring organization. The
latter was deemed important by the researcher Beagamaintained the necessary
inroads to the organization and its members thecistéding data collection

activities.

Participant Selection
Study participants were individuals recognized asger integration leaders that also
were part of successful mergers as defined instidy. To this end, a purposive sampling

technique was utilized to construct the targetedigrof participants. Potential participants were
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first identified as presenters of the ConferencarBis 2010 Post-Merger Integration Conference
in New York. An introductory e-mail was sent t@ppective participants briefly explaining the
study purpose and inquiring whether or not theyld@onsider participating in a study if one
were to be conducted (Appendix A). Once favorabsponses were received, the researcher
followed-up with a larger group of perspective stparticipants with the consent form
(Appendix D) and began the data collection. A spaWtechnique was also used to further
expand the possible pool of research participahtsthat end, the researcher requested the
consented PMI leaders to recommend others of phefessional network who might be
interested in participating in this study. In aduh, the researcher also relied on her network of

professional contacts to locate study participants.

As was described in section Theoretical Model,ip@dnts that were aware the PMI
leader’s work was also sourced for the purposesef jterviews. To this end, the researcher
requested the PMI leader to nominate up to fourgyekrect reports or superiors from his

organization. The researcher followed-up withribeninees to collect necessary information.

Theory Development
This research utilized Lynham's codification of Db eight-step theory development
model in order to develop the theory (Lynham, 20@ybin's two-phased theory building cycle

which included an eight step process is depictdegare 6 below.
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Figure 6. Overview of Dubin's theory building method.

Per Lynham (2002), the first four steps of Dubthisory building method constituted the
theoretical development phase of the research eyule the remaining steps constituted the
operationalization of the theory being develop&tep one called for the identification of the
units of the theory. Thenitsrepresented the “things or variables whose intenag constitute
the subject matter, or phenomenon, that is thetadte of the theory” (Lynham, 2002, p. 245).
The theory proposed in this study included a totaleven units. They would be identified and
described in the next section. Step tlaays of interactionrequired the researcher to specify
how theunitsidentified interact or relate to one another. fis £nd, the researcher proposed
that PMI leaders that demonstrated higher thanageelevels of select competencies had a
tendency to positively influence merger succedse third stepboundariesin Dubin's theory
building process required the researcher to idetiié domain within which the proposed theory
would hold true. Within this study, the theorydh&lue when an organization engaged in merger

integrations had a) appointed a dedicated leadérproven managerial skills, b) the leader had
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the formal authority to make integration relatedig®ns, c) the leader was provided the
necessary resources (i.e., structure, teams, éintemoney), and d) principal executive
leadership supported the leader and his integrafifonts. In addition, the theory explored also

assumed the merger was a success as the ternmisddeithin this research.

The final step of phase one, step four, callecherrésearcher to specify thgstem states
of the theory. Dubin referred system statas being a condition of the theory proposed where
the units take on characteristic values (Dubin,6)91n other words, theystem statesr values
taken on by the units provided the basis upon wttiehprediction of the theory was possible.
For example, within this study, thmit, self-awareness, had the characteristic value oigbei
high as in the PMI leader having a high level df-awareness as opposed to a lower level. The
unit, cognitive awareness of culture, had the charatiternalue of being present within the PMI
leader as opposed to being absent. Togethemiiteeand their characteristic values assigned
represented thgystem stateasnd they provided the basis upon which the priediaif the

proposed theory possible.

The phase two of Dubin’s theory building cycle loe steps five through eight
represented the operational side of the processhdm, 2002). Step five, specified the
propositionsof the proposed theory. It required the researtthi&tentify the logical deductions
that could be made from the theory. Dubin congidéhepropositionsto be “true logical
statements of the proposed theory and not necsgeitrue statements about the real world
that the theory represented” (Dubin, 1976, p. ZB)is study’s theory predicted that all else
being equal, the PMI leader’s high Emotional Ingelhce and culture specific competencies help

increase the likelihood of merger success.
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Step six required the researcher to idergifypirical indicatorsof the proposed theory
thereby making it subjected to testing. @mpirical indicator“is an operation employed by the
researcher to secure measurements of valueuait’a(Dubin, 1978, p. 182). In other words, the
researcher pre-defined a given uni&dueand its (i.e.value’s measuring procedure.

According to Dubin, the value of a givenit produced by aempirical indicatorincluded a test
score, a dial reading, or an ordinal position etale. It also could be a category Ikesentor

absent, centrabr peripheral,anddominantor submissive For example, in the context of this
study theempirical indicatorof theunit self-awareness was the ESCI score of a given i¢hde

is higher than the survey’s (i.e., ESCI) norm score

The step seven called on the researcher to cotiheempirical indicators of the theory’s
propositions into testableypotheses The final step, step eight, called on the redearto
“engage in the actuatstingof the theory through a thoughtfully specifiedaash plan of
ongoing data gathering to enable adequate veiditand/or continuous refinement of the
theory” (Lynham, 2002, p. 246). Dubin’s steps seard eight were not implemented within
this study. Instead, the proposed theory wasdestd validated utilizing the existence of the

empirical indicatorsat levels pre-determined to be supportive of ki®ty’s proposition.

Theoretical Model

There were many contributors to merger succesgy Tdnged from the organization's
strategic motivation, deal's clear relation to¢bee business, economic pricing of the deal,
prudent cash-debt financing, efficient integragmanning, and even an arbitrary advantage such
as luck (Lajoux, 2006). This research focused onlghe meaningful contribution of post-

merger integration leadership’s influence in makimgrgers a success.
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While the PMI leader focused extant literature tdead a long list of prescriptive leader
competencies, this research narrowly focused opfeml. This was due in part for the analytic
ease the simplification provided for theory testiagearch. Moreover, the study of related
works by academics and practitioners enabled teareher to perceive broad patterns within
the said list of leader competencies. This outl@okipled with the researcher’s preference to
explore a leader’s culture specific competencisslted in selecting only few leader

competencies towards testing among many.

Per Dubin (1976)heorywas “an attempt of man to model some aspect oénhgrical
world” (p. 26). He explained further that the urigieg need for this modeling was either a)
“that the real world is so complex that it needbaaconceptually simplified in order to
understand it” or b) “that observation by itseliedmot reveal ordered relationships among
empirically detected entities” (p. 26). The resbar developed a causal model isolating specific
PMI leader competencies and merger success. Thiarokieng conceptual roots of the selected
competencies were separated into two broad catsg@) emotional intelligence, and b) culture
specific competencies. The four select competsnithin the broad conceptual category of
emotional intelligence included the PMI leader’§-agvareness, social awareness, self-
management, and relationship management. The brdage specific competency category
included three competencies namely, the PMI lead=xrgnitive awareness of culture,
application of culture knowledge and active managanof differences born out of culture. The

Figure 7 shown below is a graphical representaifchis study’s theory.
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Figure 7. Overview of proposed theory.

The theory demonstrated the proposition that a# ekeing equal, the use of PMI leaders
with these specific competencies results in theaue of merger success. The researcher
argued that the latter, merger success, was pedstichuse a number of select leader
competencies operated. In other words, the themposed suggests that a positive relationship
exists between merger success and PMI leaders arhortstrate high levels of select
competencies. As was indicated earlier, a mukitofifactors might influence the outcome of a
merger. This researcher modeled only one poskbter (PMI leader competencies) why a

merger may succeed thus simplifying a complex dyoamio a narrower, more testable scope.
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In general, the operational validity of the propbsgeory was measured by quantifying
the existence of each of the identified competenioiethe PMI leaders. The methods of data
collection and analysis as well as how the researdbtermined how the proposed theory was

supported would be discussed in detail in the segtion.

Units of Analysis. Within the context of theory building, Dubin defith a theory’s
variables whose interactions constituted the stilojedter of interest asnits(Dubin, 1976).
This was a sharp difference of definition from Y&009) who referred to the same term, in a
research methodology context, to refer to a cd$e researcher utilized Dubin’s definition of

unitsto explain the variables of the theory.

This study’s theory was composed of seven unitseyawareness, b) social awareness,
c) self-management, d) relationship managememh@)itive awareness of culture, f)
application of culture knowledge, and g) managemoénifferences born out of culture. These
units were further bounded by the two of the fquecsfic case selection criteria, PMI leader and
merger success. The relationship among these sevsnand the two case selection criteria
together constituted the researcher’s theory. D(®76) referred to this interaction between
units of analysis alaws of interactiorwhich also was the second of his seven step theory
building method. Seen from Dubin’s view, the sgst@odeled by the proposed theory consisted
of two fundamentdlaws of interaction The first, there was a positive relationshipAzsn the
culture specific competencies of the PMI leader twedikelihood of merger success. The
second, a positive relationship also existed betveeBMI leader's high emotional intelligence
(i.e., combined competencies of self-awarenesslsa@areness, self-management and
relationship management) and the likelihood of reesgiccess. The proceeding four segments

identified in detail how the researcher collecuialyzed, and evaluated the data of the theory’s
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unitsand two case criteria in order to determine iffdeors presumed by the theory were a)

present or absent and b) if present, at what léhéh-medium-low).

Measurement of Case Criterion, PMI Leadership. As was indicated earlier in the
section titled case selection criteria, one ofrdguirements of the case selection guideline was
the presence of a dedicated leader who oversaméhger integration process. PMI leadership
played a major role within the researcher’s thdmgause it delineated the domain within which
the proposed theory was operational. Given thisran was already incorporated in the
purposeful case selection process, the researaghaotlinclude it as part of her theory’s units of
analysis. While cursory inspection was given ie thmiterion at the case selection process, the
researcher opted to examine this criterion moreotinghly given its importance to the theory.

As such, the following segment explained in ddtailv the case criterion PMI leadership was

evaluated within this study.

The existence of aassigned leadership positigNorthouse, 2007) dedicated to the role
of overseeing post-merger integration activities aaritical component of the proposed theory.
This was because the theory inherently assumedhtbaterson with EI and culture specific
competencies also occupied a formal leadershigiposiThe purposeful installation of this
specific organizational role was also seen as ecel®f top management's commitment and
support to take merger integration seriously. lkemnore, the joining absk(i.e., merger
integration) andhuthority (i.e., decision making) under one dedicated foreedier provided a
better impetus towards effective merger managetheist increased the potential for merger

Success.
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The PMI leader therefore, was a formal leader withe organization who occupied a
position of leadership and had explicit respongibd of post-acquisition management and
oversight. For the purposes of this research dinigtual fulfilling the above definition of a
formal leader was considered a PMI leader. Thesoreanent of this criterion was a simplistic
verification of the fact that the person occupyihg role was a formal leader within the
organization. The data collection method congdutn organizational document review. In
particular, the leader’s position title as it apelon business cards, job descriptions, and
organizational charts were utilized to ascertagittfiormation necessary to verify this criterion.
Examples of actual position titles of the PMI leadeurrently found within organizational
settings vary. They included titles such as irdégn managers, department heads, directors or
vice presidents of integration to name a few. Qagan, the goal of the verification was to
confirm if a) a said PMI leader occupied an offilgiassigned formal leadership position within
the organization, and b) the leader’s respong#slincluded activities related to merger

integration leadership.

Measurement of Case Criterion, Merger SuccessWhile the criterion merger success
played an important role in this study’s theoryuse during the case selection process precluded
the researcher from also including it as a undrwdlysis of the theory. Initial conversations with
the PMI leader and secondary data analyses wededusing the case selection phase in order to
gauge the merger success as defined in this si@oken its importance to the theory, the
researcher opted to evaluate this case criteriengen success, more rigorously thereby
verifying that merger success was indeed demoesttcording to Dubin’s (1978) theory

testing guidelines. This process is describeceiaitibelow.
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As was described earlier in the introduction sectitted definition of termsmerger
successvas defined throughout this research as the aefhieut of financial and strategic
outcomes identified by each organization’s top nganaent at the outset of a merger. Compared
to mostmerger succes®lated research that focused primarily on thevegl of financial
expectations such as increases in stock priceno@tne or economic value of the merged
enterprise over time, this research opted to censite delivery of both financial and strategic
expectations when considering the achievement ofenesuccess (Zappa, 2008). Examples of
strategic expectatiaincluded access to new customer bases, geogmgbansion, new
product portfolio, overcapacity reduction, and &sci® intellectual property. A more detailed
expression of the financial and strategic expemtatis forthcoming in the upcoming section

which described the taxonomy utilized to measurggeresuccess.

The researcher utilized two data collection methadmely document analysis and PMI
leader interview to facilitate the confirmationtbfs case criterion. Document analysis was the
primary source of compiling the list of pre-definaancial and strategic expectations identified
by each one of the merging organizations at the tfracquisition. Botlprimary andsecondary
sources of documents were analyz@dimary sourcesncluded data produced by the acquiring
organization itself such as online press releas®sjal reports, and financial resul&econdary
sourceswere those produced by business media outletsaiBltoomberg L. P., Reuters Group
Limited, Wall Street Journal, Financial Times, $t@analyst reports, and press releases by

acquired organization.

PMI leader interview was also utilized to colleeickences towards confirmation of this
criterion of the theory. At first glance, interwigng the PMI leader to ascertain information

towards confirming merger success may appear coatiéive. This was because one can



61

argue that the PMI leader would be compelled tg pnbclaim evidences that supported the
achievement of synergistic expectations, thereleyvgig the data. While this possibility did
exist and cannot be fully avoided, the researchantained that the potential skewing of data is
reduced given the PMI leader’s self-report inforimratvas triangulated with the data discovered

via primary and secondary document analysis.

The taxonomy of merger success utilized was idedtiénd defined in a study conducted
by Duncan Angwin (2007). He classified mergerteslasynergistic expectations into four
distinct motive archetypes which are defined beldwe researcher opted to utilize Angwin’s
framework in measuring merger success becausetdré in both financial and strategic

expectations in the process of defining mergeressc

Exploitation: Leverage the acquisition synergiesught on by combining with

the acquired firm to increase acquirer value withigh degree of certainty.

» Exploration: Prospect new territories of latentueaind for future opportunities

with low certainty of improving returns to the aagu but with big potential.

* Preservation: Attempt to defend the acquirer's agditipe situation through
control of potential new competitors. Although #eguisition may not result in
an immediate positive return, it may protect curiamd future cash flows as well

as future strategic options.

Survival: Attempt to prevent the acquirer's endae-over through acquisition.

The measurement of the case criterion, merger sacesas conducted in three steps.

Step one, generated the pre-defined financial trategic expectations lists of the mergers on a
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case by case basis. This was accomplished thithegtiocument analysis and summarized
responses to PMI leader interview questions (PlsaseAppendix G). Findings of these two
data collection processes were combined to genarewenprehensive list of financial and
strategic expectations of the mergers on a casasy basis. Step two, confirmed if the
espoused financial strategic expectations at tkeebof the merger have indeed been achieved.
The researcher utilized the same data collecticimoals to validate these claims. Step three,
compared the list of confirmed expectations, agdlmestaxonomy of merger success shown in
Table 1 below. The merger was considered a sudcisspresence of at least two of the
merger success criteria were confirmed presenimwahy combination of the four merger

success archetypes.

Table 1

Mergersuccess archetypes and criteria

Merger Success Success Criteria

Archetype
Increased economies of scale and scope, gain tonpvalue chain,
elimination of redundant functions, reduction oty new customer base,
. broadening of product portfolio, globalization, ass to intellectual
Exploitation

property, HR and technology, increased revenuesaco target company
cash and borrowing capacity, gain access to matwfag capacity and
suppliers, enhance reputation in the marketplace

Sequential acquisitions as an organizational legrtool or as a prologue to
Exploration a larger acquisition later, access to product pbetidiversification, new
customer base, quick access to geographic expansion

Eliminated competition by acquiring privately heldd start-up companies,
Preservation gained dominance in the market place through aicqguin a competitor’s
main market thereby reducing the competitor’s pidéfor acquisitions

Reaction to industry consolidation, acquisitiorgtow the firm to a critical
size, merge to create sufficient critical massaf@roduct/industry to take

Survival off, merger due to sustained financial under-pengmce, acquire in order
to reinvent business model thereby fundamentaftyctesing company’s
direction

Source: Adapted from (Angwin, 2007)
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Measurement of PMI Leader’'s Emotional IntelligenceUnits of Analysis. This
research utilized the multi-rater Emotional andiSic€ompetency Inventory (ESCI) to evaluate
the level of emotional intelligence of the PMI leasl This validated behavioral measure was
created by the Hay Group, a global management torgsaompany, in partnership with two of
the prominent mixed model (i.e., ability and pedy trait) El theorists, Daniel Goleman and
Richard Boyatzis. The researcher purposely salextaulti-rater tool to avoid potential
distortions that might occur when using tools thaly included self-report data. The ESCI
utilized in this study required a minimum of fowrgy raters for each individual PMI leader being

evaluated.

Four of the seven units of analysis in this studly&ory fell within the broader category
of EI. The four EI specific units of analysis wereself-awareness, b) self-management, c)
social awareness, and d) relationship managenTdr@se four units of analysis were an exact
match to the four clusters described in Goldmam'mé&del. Henceforth, the researcher opted to
refer to the four clusters of Goleman’s EI modeEaspecific units of analysis. This was done

to avoid confusion to the reader.

Goleman’s descriptions of the four El specific arof analysis are defined below

(Boyatzis, 2010, p. 5).

» Self-awareness: Knowing one’s internal states gpegices, resources and

intuitions;

» Self-management: Managing one’s internal stateguises and resources;

» Social awareness: How one handles relationshigsamreness of other’s

feelings, needs and concerns;



64

* Relationship management: The skill or adeptneswating desirable responses

in others.

As was described in detail in the four El speaificts of analysis together housed the

twelve El subscale competencies or behaviors assepted in Table 2 below.

Table 2

ESClclusters and competencies version 3.0

ESCI Cluster Subscale Competencies
Self-awareness Emotional self-awareness

Achievement orientation, Adaptability, Emotionalfsmntrol,

Self-management Positive outlook

Social awareness Empathy, Organizational awareness

Conflict management, Coach & Mentor, Influencepiretional

Relationship management, . o i Teamwork

Source: (Boyatzis, 2010)

The administration of the multi-rater ESCI was @lfofvs. The inventory composed of
two sub-surveys; a self-survey intended for PMtéraand a multi-rater survey intended for peer
raters. Each PMI leader was given the self-supation of the inventory. They were asked to
identify and nominate at least four additional rateho were familiar with their work. Once the
peer rater candidates were identified, the resea@ntacted and requested the peers to fill in

the multi-rater portion of the ESCI.

Both sub-surveys followed the exact same resparseat which was a 5 category Likert
scale plus aon’t knowoption. The sub-surveys included 68 questionslwhiere organized
into four sections. These four sections were #aeiesame four El specific units of analysis
(self-awareness, self-management, social awaremedselationship management) utilized in
this research. The respondents were to rate reguéntly they demonstrated each of the twelve

competencies within themselves (if respondent Wwag$MI leader) or the person they are rating.
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Once completed surveys were received, the resedtatre utilized the ESCI scoring key and
technical manual provided by the Hay Group to daleuESCI results. Per confidentiality
agreement with the Hay Group, the tool ESCI, itwisg guide or the technical manual were not

published in this dissertation.

Data analysisstep I. Given this research was conducted employing aipiellcase study
strategy, ESCI results were calculated for each.cAssample result of ESCI scores by case

study is represented in Table 3 below.

Table 3
Sampleresult of ESCI scores of a case study following IEfda analysis step |

El specific Units C-1 C-1 N-M N-SD N-M N-SD

Competency Scale

of Analysis Self  Other Self Self  Other Other
Self-awareness  =motional self- 379 052 372 0.34
awareness
Achievement 429 049 428 033
orientation
Self-management Adaptability 4.09 0.45 4.01 0.32
Emotional self-control 3.94 0.54 415 0.41
Positive outlook 4.15 0.51 4.15 0.34
Empathy 3.95 0.45 3.92 0.36
Social awareness Organizational 419 047 425 031
awareness
Conflict management 3.86 0.47 3.88 0.33
Relati hi Coach & mentor 4.02 0.58 3.97 0.44
elationship Influence 389 049 391 036
management —— -
Inspirational leadership 3.94 054 394 0.43
Teamwork 4.27 0.44 4.23 0.37

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDeriN Standard Deviation.

The above table depicts how ESCI results were suimethfor each case included in this
study. Thecase studgolumns represented the results calculated dfteresearcher had
administered the ESCI to PMI leaders and peer® sélitscores were the results of the sub-

survey given to principal participant, in this céilse PMI leader. Thetherscores were the
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results of the multi-rater portion of the sub-syrv@henorm columns represented the ESCI
norm group data which were extracted from the B8€Hnical manual. The 2010 norm group
data shown above were derived from a databasedhgtined 62,055 assessments of 5,761
managers. These data were collected over thedoefigears 2001 through 2008 (“ESCI
technical manual,” 2010). This norm group dataenesed in a later step for a statistical

analysis.

Data analysisstep I1. This stage began the process of transformingsantmarizing the
ESCI scores into a format that was most usefubdf@lyzing and displaying research results.
First, self-scores and other-scores were combimedltulate a new aggregated score. This was
done because the researcher was not interestednipacing results between self and other but
only interested in comparing totality (i.e., aggatgl) of PMI leader results against the totality of
ESCI norm group data. In order to arrive at alsiaggregated score, a weight was assigned to
each case study’s self and other scores basedamthber of participants of the ESCI. For
example, if the ESCI scores of a case study catsitone PMI leader and four peer raters,
then the weight for self-scores would be 1/5 amdvwiight for other-scores would be 4/5. This
aggregated score calculation was done for both stasly and norm scores. In keeping with
mathematical principles, one should calculate BEf®Gl) aggregate norm related means and
standard deviations (SDs) employing a special nma#ttieal equation which is described in

Appendix H.

The rationale behind the assignment of weights wgesreratinqaggregate scoregas as
follows. The assignment of weights to the scoreseld on the ratio of each case’s survey
participants (i.e., number of self to others) hedf@dardize the data. In other words, the

assignment of weights as described above allowedatios betweeselfandother of the two
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data sets (i.enormdata andase studylata) to be proportionally identical. As a restlie
subsequent statistical comparisons were more mgfahinlf the weighting were to be omitted,
the statistical comparisons may be biased. Inrdodebtain unbiased results, the influence of
selfscores on thaggregatedscoreshad to be identical in both data sets (i.e., sasgy and

norm data).

In Table 4 below, a sample resultagfgregated scoresf a case study is shown
following the step Il of the ESCI data analysisqass. Thease studygndnormcolumns now
consisted oaggregate scoreas opposed tselfandotherscores. As mentioned earlier at the
beginning of step Il of data analysis, the scoresvaggregated because the research interest
was to compare thease studpndnormscores and naelfandotherscores. The equations

employed to convert norm data into aggregate nata i$ listed in Appendix H.

Table 4

Aggregated scoresf a case study following ESCI data analysis step |

El specific Units of C-1 N-M N-SD
Analvsis Competency Scale Aggregate  Aggregate Aggregate
Y score score score

Emotional self-
awareness

Self-awareness

Achievement
orientation
Self-management Adaptability
Emotional self-control
Positive outlook

Empathy
Social awareness Organizational
awareness

Conflict management

Coach & mentor
Relationship managementnfluence

Inspirational leadership

Teamwork

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDariN Standard Deviation.
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Data analysisstep I11. This stage was a further continuation of the gssaf
transforming and summarizing the ESCI scores irftoad result format. Thus far, each case
study’s results table comprised of both El specaifids of analysis and their corresponding
competency scales. Step Il rolled up the compstecales under each of the four El specific
units of analysis. To do so, a simple averagecaézilated at each El unit of analysis level.
For example, the self-management unit of analystsfour corresponding competencies. The
average was calculated by dividing the sum of the Eompetency aggregate scores by four.
This calculation was done to both the case studynanm aggregate scores and result in unit
scores. An example of a case study’s resultsvatig the completion of step Il of the ESCI

data analysis is shown in Table 5 below.

Table 5

An example of a case study’s results following@B€I data analysis step

El specific Units of Analysis C-1 Unit Score N-M Unit Score N-SD Unit Score

Self-awareness

Self-management

Social awareness

Relationship management

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDariN Standard Deviation.

Data analysisstep I V. The fourth and next to last stage of ESCI datdyais focused on
the logic and mathematics utilized in the procdssomparing case study results to the norm

results
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Table 6

An exampleof the final ESCI results format for a given cakelg

A B C D E F G

El specific
Units of LcJ:mlt IEIJnI\Q %2? Difference S-score Z-test
Analysis sgn(A - B) P p<a

Score Score  Score

Self-awareness

Self-
management

Social
awareness

Relationship
management

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDarN Standard Deviation, sgn(A-B) =
the sign of the difference between column A andiicwi B, p = Probability value associated with
the z-score.

*o = 0.05

The Table 6 shown above is an example of the &SI results format for a given case
study. The columns A, B, and C consistedade studynit scoresnormunit scoresand
standard deviations of norm unit scorespectively. In column Diase study unit scoregere
subtracted fronmorm unit scores This subtraction was done because it paved #yefor the
researcher to subsequently comparectise studyesults tanormresults. For example, if the
difference was positive, then the research reputtgided evidence supporting the proposed
theory’s El specific unit of analysis. And if théfdrence was negative, then the research results
would not support the EI specific unit of analyS&ce the actual difference between two scores
will not influence the degree of support for or imgathe proposed theory, tegnumfunction
(i.e.,sgn was applied to the difference in order to indécatipport or non-support of the

proposed theory by the numbers +1 and -1 respégtive

In the next phase, significance testing was empldgeanswer the question whether or

not the observed difference be attributed to chaniceother words the researcher was interested



70

in understanding the strength by which the resalierved support or did not support this
study’s theory. To that end, the z-test was cotetlicThe columns E throughrépresented the
z-test process. First a z-score was calculatddiigg the difference between the twait
scoresdivided by the SD of theorm The mathematical formula employed is descrilped i
Appendix I. The z-score is a measure of differeneg@esented in standard deviation units
(Gravetter & Wallnau, 2009). Once the z-scoreeswed, the researcher then employed the z-
tableto locate the probability value associated withdeaved z-score. This probability value
was represented bypavalue In order to complete the significance testingcess, the value
must be compared to a predetermined probabiligstiwld ¢). This probability threshold
helped the researcher to make a decision abosgigh#icanceof this study’s results. The
researcher assigned probability threshold, callgllaa), was set at 0.05. For example, the
research results were considesaghificant,if thep values is less than or equaldpha In

other words, there would only be a less than oakfu5 percent chance that wignificant

study results occurred due to chance. The colurohTable 6 was used to represent whether or
not a case study’s results were considsrgdificant A significantresult was assigned the

number 1 and aon-significantresult the number O.

Data analysisstep V. The last step of data analysis presented ths-case study ESCI

results for each unit of analysis as shown in Taldbelow.
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Table 7

Anexample of the cross-case study ESCI results fdr aait of analysis

Literally

El Units of Analysis Case 1l Case 2 Case 3 Case 4 Replicated
?

Self-awareness

Self-management

Social awareness

Relationship management

The data presented in the Table 7 above summateethse study specific results in
Table 6. In particular, the above Table 7 inclutteelColumns D of all case studies’ Table 6.
Furthermore, Table 7 also showed whether or nedlitreplications of cross-case results were
achieved Once the correspondirgoss-case literal replicatiowas achieved, then the
researcher concluded that the corresponding umihallysis supported the claim of the proposed
theory. If however, aross-case literal replicatiowas not achieved, then the researcher

concluded that the corresponding unit of analyglsndt support the researcher’s theory.

Measurement of PMI Leader's Culture Specific Unitsof Analysis. This research
employed Schein’s definition of culture. Givenstihesearch anticipated to measure the PMI
leader’s culture specific competency; a furtherifitation of theculture definition is warranted.
According to Schein, “culture is an abstractiort, the forces that are created in social and
organizational situations that derive from cultare powerful. “If we don’t understand the
operation of these forces, we become victim to th@&uohein, 2011, p. 349). Therefore, a PMI
leader’s culture specific competency was definethkisig an active role in such situations that
required taking a cultural perspective or seeimgwibrld through cultural lenses. Per Schein,

such a capacity required an individual to be coewteihcultural analysiswhere the individual
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was able to perceive and decipher the culturakef®that operated in groups, organizations, and

occupations.

Three units of analysis of the proposed theory$eduwon the PMI leader’s culture
specific competencies. They included the leadar{mitive awareness of culture, application of
culture knowledge at work, and active managemediftdrences born out of culture. In this
section, the terr®MI leader’s culture specific competen®ferred to all three culture related

units of analysis unless specifically identifiethetwise.

The three culture specific competencies were caitegd into separate units of analysis
as a necessary step for constructing and presemtiegfable theory. The researcher assumed
that these three units were both distinct andrelated. For example, cognitive awareness of
culture comprised nuances of consciousness regpagiplication of culture knowledge and vice
versa. Furthermore, management of culture bofaréifices involved delicate awareness of
culture knowledge (i.e., Cognitive awareness ofura) and subtleties of culturally informed

behavior (i.e., Application of culture knowledge).

Two semi-structured interviews which included bogen-ended and Likert scaled
guestions were utilized to collect data pertaitm@MI leader’s culture specific competencies.
One interview focused on the PMI leaders and therawith any one of the leader’s peers, direct
reports or superiors who were aware of the leadeoik. The PMI leader was requested to
nominate possible candidates for the peer intervi€e researcher triangulated both sources of
interview data during the data analysis phaseorder to eliminate potential coercion and
maintain confidentiality, the names of the peetipgrants who actually participated in the

interviews were not shared with the respective Riddlers.
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The interview guides used during the data collectimcess by the PMI leaders and
peers are shown in Appendix E and Appendix F raspdyg. A pilot test was conducted to
assess and refine the culture questionnaire mribeing administered to the study participants.
The questions in the interview guides were grouwpster 1 of 3 subsections depending on the
culture specific unit of analysis being measur@éd.mentioned earlier some questions were
purposely phrased in a quantitative tone usingegbint Likert scale. The researcher chose to
include these questions for analytic ease. A leta@xplanation of the scoring and interpretation

of the questionnaire results can be found in Appedd

Similarly, the peer interview guide (i.e., Appendixalso included open-ended questions
and Likert scale questions. The peer intervievdguvas different from the PMI leader
interview guide such that it only included quessi@alating to two and not three culture specific
units of analysis. The untbgnitive awareness cultumeas omitted from the peer interview
guide because it was unlikely that useful datadbel derived by askingthersof the leader’s

level of culture related knowledge.

In the event the researcher was unable to seciemiews with the peers, direct reports
or superiors of the PMI leader to supplement |€éadeiture competency related data, pre-
determined corroborative data already availablenftioe multi-rater ESCI were used. The
specific ESCI data points of interest includedpiker responses to subscale competencies a)
empathy, b) adaptability c) influence, d) inspwatl leadership, and e) conflict management.
Although not directly interchangeable to the thcalture specific units of analysis identified in
the proposed theory, the ESCI subscal#soughe identified above resembled the personal
gualities, behaviors, and administrative actiorsirée of a culturally competent PMI leader as

defined in this study. In the event that the ES@@iscales were utilized to supplement data
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related PMI leader’s culture specific units of as&, then each subscale had to demonstrate
ESCI scores at or above its corresponding normpyrdgain, the select ESCI subscale

competency data were used only when repeated dadempecure peer interviews failed.

Appendix J described the data analysis and inte&fioe process of the culture related
units of this study. The analysis and scoring sjeeto the open-ended questions were described
in Appendix K. An example of how the final resulisre interpreted and displayed is presented

below in Table 8.

Table 8
Final results of the culture-specific competency questoe

o . Literally
Culture_ specific Units of Case 1 Case 2 Case 3 Case 4 Replicated
Analysis 5

Cognitive awareness of culture

Application of culture
knowledge

Management of differences born
out of culture

The above table summarized the cultural competegsylts of the cases included in this
study. Each culture related unit of analysis wemesidered supported if all cases demonstrated

results that were at or higher than the resultsjméting criteria used.

Overall, the data collection within the measurenaodra PMI leader’s culture specific
competency included two semi-structured intervieuih Likert scale questions. In some

instances it included select corroborative datenftbe multi-rater ESCI.

A summary of the data collection and analysis pgses as well as the method of

evaluating the validity of this study’s theory fsosvn in Table 9 below.
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Overview of criteria for data collection and integting findings

Case Criteria &
Unit of Analysis

How to collect How to analyze Empirical indicators How to decidefitheory is
data supported

a. PMI Leader

Scan documents to confirm
leadership position is
. formally assigned; leader
Document review
possesses the power to
influence/drive PMI in
their organizations.

PMI leader occupies a forma
leadership position within
the organization, position
grade level is managerial or
higher

L’MI leader role is formally
assigned with explicitly
stated merger integration
duties

b. Merger Success

Track emerging themes
and trends of document
analysis and interview
response to identify if
merger success was
achieved

Primary and
secondary
document review,
interview with
PMI leader

Presence of merger successConfirmed achievement of
criteria underpinning the fourat least two merger success
archetypes of merger successriteria belonging to any
taxonomy as shown in Tablecombination of the four

1 merger success archetypes

Emotional Intelligence Specific Units of Analysis:

1. Self-awareness
2. Self-management
3. Social awareness
4. Relationship
management

Emotional & The corresponding cross-

Social Use ESCI scoring guide  Case study specific ESCI ) .
. case sum total in Table 7 is
Competency and technical manual results "
a positive number
Inventory (ESCI)

Culture Specific Units of Analysis:

5. Cognitive
awareness of
culture

6. Application of
culture knowledge

7. Management of
differences

Semi-structured  Sort interview responses Demonstrated presence or Demonstrated presence of
interviews, multi- and field notes to create  absence of the correspondingorresponding competencies
rater responses of common themes and competencies by the PMI by the PMI leaders, ESCI
select ESCI emerging patterns, Use leaders, multi-rater ESCI scores for select competency
competency ESCI scoring guide and  scores for the select subscales match or exceed
subscales technical manual competency subscales the norm group
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Data Collection

Data collection methods included the use of vadéidahulti-rater ESCI, two semi-
structured interviews, and document analysis. sfezific details of how these methods were
applied to this study were discussed above at eaitlof analysis level. The purpose of this
section therefore was twofold. One, to brieflyriflathe rationale behind the construction of
semi-structured interviews as they pertained ttucellspecific units of analysis and two, to

articulate the rationale for the inclusionatherquestions as seen in Appendix G.

The bulk of the semi-structured interviews focueadyathering information pertaining to
the measurement of a PMI leader’s culture specdiopetencies. According to Schein (1999),
culture was largely an unconscious process assymptionsvere tacit and out of awareness)
thus making it difficult to study using methods Bus surveys. He suggested the use of
individual or group interviews instead. The resbar therefore, chose a semi-structured
interview method which included both open-ended lakdrt scale questions under each of the
three select culture competencies of this studyesity. The interview guides (See Appendix E
and Appendix F) were tested using a pilot groupasticipants. Changes were made to the
original interview guides thus refining them befomlecting the data from the target population.
The intent of the open-ended gquestions was ta sliciies as well as to gauge the leader’'s
content specific knowledge. Using the stories thrednterview question scoring guide
(Appendix J) as catalysts, the researcher sougtetdify whether and how the PMI leaders

demonstrated the select competencies.

A second semi-structured interview with leader’srgevas also planned for the

collecting data pertaining to PMI leader’s culturampetency. This data were used to
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supplement the self-reported data collected froenRNlI leader interview. This enabled the
triangulation of the entire culture competencytedadata set. The semi-structured peer
interview guide (See Appendix F) only included tefdhe three select culture competency
themes. This was because the third competencyetheMl leader’s cognitive awareness of

culture, could not be meaningfully measured viadtipiarty input.

The researcher also requested the study partisipamrovide a copy of their job
descriptions. This document was used to gleantheverganization as a whole viewed the
function of the integration leader through a schitsacontents, especiallgsponsibilitiesand

qualifications This information helped the composition of eaake summary.

Though not directly applicable to the testing & theory, the researcher gathered the
following data which she believed prove usefulhia tomposition of individual case reports.
The two data points of interest included the ideraiion of the nature (size, organizational
chart, departmental vision etc.) of the PMI teard tre perceived belief of the chief executive of
the organization concerning the PMI role (Yunké&83). The underlying reason for collecting
data pertaining to the nature of the PMI team wagain insight into the level of resources made
available to the team in carrying out their espdussponsibilities. To this end, the researcher
requested the research participants to sharedkpariences or documentation. The
documentation included items such as organizaticmait of the integration team, evidence of
integration planning such as the plan itself, plagmmeeting agenda, reports, e-mails and
departmental vision, mission and values. The rekeaalso was interested in understanding
how the chief executive officer of the organizatioews the PMI leader role. Specifically, the
researcher was interested in discovering if thedataentrusted upon the PMI leader by the

executive was conciliatory or adversarial in natifenker, 1983, p. 142). The researcher
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utilized the PMI leader interview to gather thisd®mnce. An executive’s conciliatory mandate
constituted an expectation of the PMI leader thdeful, avoid destructive criticism and be
tactful in implementing merger integration actiegi An adversarial mandate on the other hand
constituted an expectation of the PMI leader t@refaults and failings of the integration efforts

with subsequent interest in eliminating perceivesigtances.

The researcher predicted that a conciliatory mandatl ample availability of
organizational resources would help create a pesitiork environment for the PMI leader and
his team thus increasing the likelihood of theierall effectiveness. Once again, the above two
data points were only be used in the compositiandifiidual case reports as they provide a rich
backdrop to each individual case study. The unalvidity of this data does not impact the

testing of this study’s theory.

Validity of the Research

Yin (2009) described four criteria for measuring tjuality of research designs which
included: a) construct validity, b) internal vatigic) external validity, and d) reliability.
Construct validityreferred to “identifying correct operational measufor the concepts being
studied” (Yin, 2009, p. 40). In essence, constuadidity tested if the measures utilized in the
study indeed measure what the study stated it veasuming. Per Yin (2009), the
appropriateness of the measures used to testabgytim turn affords the researcher reasonable
legitimacy when making inferences from the studsutes. The following steps were taken to
maintain construct validity of this research. Hie tlata collection phase, this study utilized semi-
structured interviews and a validated multi-rateslirvey to gather data from the integration

leaders. In addition, the researcher sought dmritdans from the leader's superiors (i.e., chief
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executive) and peers as well as relevant informagleaned from the review of organizational
documents. Furthermore, an additional step waantdkring the case report composition phase
in order to maintain construct validity. To thatdethe integration leaders were given an

opportunity to review their summary case reporisrgo including them in the study.

Internal validity of the research design was establishediditions describeth the
theory do indeed lead to teeitcome describegyin, 2009). For example, the high levels of
PMI leader’s select competencies (i.e., in Yinisrg, conditions describedoositively
influenced post-merger success (i.e., in Yin's gowatcome describgd Per Yin (2009), the
test of internal validity was only applicable topéanatory or causal studies. Since this research
was fashioned in agxplanatorymultiple case study design, the researcher wasreztjio
maintain internal validity. The pattern matchieglnique utilized in the data analysis phase
aided in maintaining internal validity. For exampihe convergence of patterns across multiple
replication cases allowed the researcher to mdkeeinces, which as a consequence supported

the existence of a relationship betweenditionsandoutcomedescribed.

At a macro level, this study was formulated to test factor's (i.e., PMI leaders with
select competencies) contribution towards influegenerger success. As such, the internal
validity's, “attempt to establish causal relatiomshwvhereby certain conditions are believed to
lead to other conditions” (Yin, 2009, p. 40) is kepdact. The definition ofausal relationship
employed here by the researcher meant to reféetéact that a relationship appeared to exist. It
could be possible that there was some other variabk tested in the theory that caused the

outcome.
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External validityreferred to the capacity of generalizing studgiiigs to other situations
beyond the immediate cases utilized (Yin, 2009)pdrticular, it referred to the extent to which
this study’s results provide a correct basis fqrlamation of other situations. Yin's case study
methodology claimed that generalizations of stiebults may be made to the broader theory,
that is theory derived from the use of specificesas this study, and not larger populations, that

is cases not used in the study.

Yin (2009) suggested that theplication logiccould be used to strengthen the
generalizability of results. For example, extewalldity could be increased if a multiple case
design was used as opposed to single case sturhydeethe findings in one case study could
likely be replicated by the findings of the secotinitd or even fourth case study. The multiple
case study design adopted in this research allthestesearcher to replicate the theory testing
process on multiple people and locations. Singatiern confirming this study’s theory

emerged through the replication of cases, the eatealidity was considered stronger.

Reliability involved the study's ability to “demonstrate ttreg operations of the study,
such as data collection, can be repeated withaihme sesults” (Yin, 2009, p. 40). In essence it
referred to the ability to consistently and repébtgielding the same results using the same
study procedures. To that end, this study maiathfia chain of evidence” (Yin, 2009, p. 122)
and a “case study database” (Yin, 2009, p. 118)es& sources allowed other interested
investigator an opportunity to review evidence pmatess employed in gathering the
information necessary to produce written case tepdtontents of the database included
interview notes, digital copies of document revidwaigital recording of interviews where
available, narratives of open-ended questions wéegidable and other case specific documents

collected etc.



81

Chapter IV — Findings
The research question underlying this study has:kddéew do PMI leaders’ Emotional
Intelligence and their culture specific competeadidluence merger success? To explore this
guestion the researcher proposed a theory whicttifidel some PMI leader competencies that
may influence merger success. The theory whicludtezl seven units of analysis was tested

using the positivistic case study method.

The results presented in this chapter were basdéounrtase studies. Each case study
focused on a PMI leader who steered a successfgemmtegration effort. Three out of the
four cases represent a company that is publictiettavhile the fourth case was based on a
privately held family owned holding company. Thretipant structure on all cases consisted
of one PMI leader and four peers of the leadedefographic overview of the study
participants are shown in Table 10. Data wereectdld using a validated multi-rater Emotional

Intelligence survey, culture specific questionnaingerviews, and document analysis.
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Table 10

Demographicverview of research participants

Participants  Gender Race Functional Geogra_lphic Repres_entgtive
Area Location Organization

Case 1

Leader A Male Caucasian HR Midwest State Acquirer

Peer Al Male Caucasian Finance Midwest State Aequir

Peer A2 Female Asian Operations Western State Aadjui

Peer A3 Male Caucasian IT Midwest State Acquirer

Peer A4 Male Caucasian Management Overseas Acquirer

Case 2

Leader B Male Caucasian HR Midwest State Acquirer

Peer B1 Female Caucasian Management Western State  cquirér

Peer B2 Female Caucasian Executive Midwest State quirer

Peer B3 Male Caucasian Operations Midwest State uikeq

Peer B4 Female Caucasian Management Overseas adquir

Case 3

Leader C Male Afnc_an HR Midwest State Acquirer

American

Peer C1 Female Caucasian Operations Midwest State  cquirkd

Peer C2 Female Caucasian HR South West State Acquir

Peer C3 Female Afrlc_a n Operations Southern State Acquired

American

Peer C4 Female  Hispanic Operations Southern State  cquirer

Case 4

Leader D Male Caucasian Finance Southern State IAscqu

Peer D1 Female Caucasian Executive Midwest State quiker

Peer D2 Female Caucasian Finance Midwest State icqu

Peer D3 Male Caucasian Risk Midwest State Acquirer

Management
Peer D4 Female Caucasian Operations Southern State Acquired

In the following, each case is discussed indiviuiay providing an overview of the case
details and its participants. In addition, a highel result summary is presented focusing on the
two case criteria and seven units of analysis desteach case. This chapter will conclude with

a cross-case analysis and findings summary.
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As was indicated in Chapter Three, the use of R¥ddiér and merger success as case
selection criteria precluded the researcher fromsiag them as units of analysis of the theory.
Given the importance of these two criteria to thierall theory, the researcher opted to
demonstrate in detail how these criteria were m#timeach of the cases. As such, all
upcoming case result summaries would include Hoghwo case criteria and the theory’s units
of analysis. The seven units of analysis can bensarized into two broader categories;
emotional intelligence and culture specific competes. For the purposes of brevity and ease
of readership the researcher opted to presenetudts utilizing these two broad category

formats.

Case 1

Description. The PMI leader of this case was identified addéea. He is the vice
president of integration at a publicly traded matequipment company. The company’s
manufacturing operations were spread worldwideiamdrketed its products in more than 120
countries. The company which continues to growugh acquisitions and targeted divestures is
operated under two broad medical equipment relatisthess segments. In the fourth quarter of
2010 the company created an additional third bgsisegment by acquiring the assets of a seller

for a reported $billion.

Among many acquisition types, an asset purchasehaag a special impact on the
follow-on integration process. A typical assetghase type of acquisition structure required the
acquirer to purchase only a portion of sellersetsand liabilities. For example, a acquirer
could only purchase a product line of a seller Whiy include the product manufacturing

plants, technology, product specific human cagtel It is likely that such a purchase not
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include the migration of the core functions thgi@arted the product line such as accounting &
finance, information technology, regulatory repogtetc. From an integration standpoint, an
asset purchase likely required the acquirer to tasirtlose contact with the seller for ongoing
support throughout an agreed upon duration of tifffee support was intended to help the buyer
lay the necessary ground work that facilitatesftiseng of newly purchased assets into the
acquirer’s core business. Case 1, was set in\xdroement where the acquirer retained the

support of the seller for number of years at a cost afillion.

Leader A’'s company managed its business operaiticamsiecentralized manner. A
decentralized organizational structure often retiedshared” decision making made by “teams”
at different levels of business. As such, eadefacquirer’s many divisions and business units
had some autonomy in operating their business. cohgorate headquarters, which consisted of
multiple functional groups such as HR, finance, taxmpliance, IT etc., provided the said
services to the business divisions and units. deoentralized elements, corporate headquarters,
business divisions and business units were inteexed by a common vision, mission and

culture.

At the time of this study, leader A was the vicegdent of integration and had been with
the company for many years with much of his temuthe functional group of human resources.
Prior to his current position at the headquarteeshad the opportunity to work in different
business divisions in the US and abroad. Amongdts#ions he held in the past range from
general manager to vice president of global hureaaurces. The leader’s work experience in
the company'’s various business divisions as weathagorporate headquarters had given him a
unique perspective in understanding the nuanceésrtlke the company a success. Leader A

began his current role in the fourth quarter of Ba&ported directly to a C-suite executive, and
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had many other employees that report to him. élistten member core PMI team included five
members from the acquired organization. The lea@darsatisfied with the budgetary and other
resources allocated to him to carry out his misside also felt the company leadership team
expected him to take an overall persuasive andetmos building approach to the integration.
When asked about the nature of the communicatiathstiae C-suite (i.e. access, frequency,
openness etc.) he responded, “I have a very opemcmication with the [C-suite leader’s
name] and have incredible autonomy in managingntiegration” (Leader A, personal

communication February 29, 2012).

Leader A provided the researcher with the namesanthct information of his peers for
this study. All four peers of leader A participdie the semi-structured interview and
completing the multi-rater portion of the ESCI seyv They all had responsibilities related to
the integration effort and worked closely with lead. One of the four peer participants joined

the company as a result of the recent acquisition.

Theoretical Units Summary. The Table 11 shown below is an overview of tiseiits
of Case 1. The sections that follow the table @ixygld the analysis processes which led to the

case results on a case criteria and unit of arsgbasis.
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Table 11
Overviewof Case Icriteria andtheoretical unit summary
Criteria
o confirmed
Ca§e Criteria & Data Source Empirical indicators found or Units
Unit of Analysis
supported
?
a. PMI Leader Interviews, Formal leader of company with explicit Yes
document review integration responsibilities
b. Merger Success Leader Findings satisfy three success
interview, archetypes listed in Table 1. Yes
document review
Emotional Intelligence Specific Units of Analysis:
1. Self-awareness Leader score > norm score, result
o " Yes
statistically significant
2. Self-management Leader score > norm score t resul Yes
statistically significant
. ESCI Survey
3. Social awareness Leader score > norm scordt resu Yes
statistically significant
4. Relationship Leader score > norm score, result Yes
management statistically significant
Culture Specific Units of Analysis:
5. Cognitive Leader interview responses indicate
awareness of high cognitive awareness of culture Yes
culture

6. Application of Leader & peers agree or strongly agree

culture knowledge Interviews, with Likert scale statements, Interview
culture i ) . Yes

. : responses were consistent with Likert

guestionnaire
scale responses
7. Management of Leader & peers agree or strongly agree

differences born with Likert scale statements, Interview
. . . Yes

out of culture responses were consistent with Likert

scale responses

PMI leader. Since leader A a) was the vice president of natéégn at major company,
b) was a full time employee with formal authorityfacilitate the integration of the recent
merger, and c) occupied a position of leadershgmager level or higher, the researcher

concluded that this case criterion was confirmed.
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Merger success.When measuring merger success, the focus wasearchievement of
both financial and strategic outcomes set forthhayacquiring company at the outset of the
merger. To aid this process the researcher adepfi®ar category success archetype system
which was outlined earlier in Table 1 within thethwology chapter. The four archetypes were
exploitation, exploration, preservation, and sualivEach archetype included a set of specific
financial and strategic metrics which indicatedcass. According to the results analysis criteria
outlined in Table 9, at least two success archestjgentified must be met in order for the
criterion to be confirmed. Data collected via leaohterview and document review (press
releases, stock market data and equity researels pavduced by investment advisory firms)
provided a variety of merger success indicatorsese fell into three of the four success
archetypes identified. The following is a summafyhe case specific financial and strategic

metrics which were found:

In support of the archetymxploitationthe following financial and strategic metrics were
found; a) broadened the product portfolio, b) asedsiew intellectual property and
manufacturing capacity, c) increased revenue {lik&0% addition into operating margin, tax
benefits), and d) regained sales momentum and gropgortunities which had declined

previously due to economic conditions.

The empirical indicators which embodied the sucesesketypesxplorationinclude a)
quick access to geographic expansion (emergingetsgtc.), b) inorganic entry into a new
segment of the medical equipment market space¢)apmlogue into subsequent acquisitions

within the market sub-space.
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The data analysis process also uncovered the pesésuccess archetygeeservation.
For example, with the acquisition of this markeidmg product line, the acquirer likely
defended its competitive situation. This was beeaay moving first, the acquirer disallowed the

other competitors a chance of an acquisition.

Given multiple financial and strategic metrics whapanned across three success
archetypes were identified (minimum of two requ)retis case criterion was considered to be

verified.

Leader A’s emotional intelligence. Steps | through Il of the data analysis of tf&CE
survey for Case 1 was described in Appendix L. fEsalts following the step IV of the data
analysis process is presented in Tabl&dldw. This table showed whether or not the resufit
case study 1 (i.e., C-1) exceed tlmemresults (column D) and if the observed resultsawer

statistically significant (column G).

Table 12

Leader A'EESCI results

El specific A B ¢ D E F S
Units of Smlt 'dn'\ﬂ I\LlJritD Difference 0 Z-test
Analysis Score  Score Score SINA-B) p=a
Self-awareness 4.253 3.722 0.345 1 3.442 0.001 1
Self- 4.380 4.147 0.355 1 1.471 0.071 0
management

Social 4480  4.085  0.339 1 2611  0.005 1
awareness

Relationship — 4 167 3986  0.389 1 2760  0.003 1
management

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDariN Standard Deviation, sgn(A-B) =
the sign of the difference between column A andicwi B, p = Probability value associated with
the z-score.

*o = 0.05
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The columns A, B, and C consistedcase studyl unit scoresnormunit scoresand
standard deviations of norm unit scorespectively. While column A represent leader A’s
specific results, columns B and C represeninrelated scores which were obtained from the
ESCI technical manual and further processed to theeatesults comparison needs of this study.
Column D indicated if thease study tesults met or exceeded thermby subtracting column
A (unit scorg from column B formunit scorg. The expression of +1 represents a positive
result which meant that tloaseresults exceeded tl®rms A negative indication, expressed in
-1, meant thease study tesult was below that of tmrm According to column D of Table
12, leader A clearly exhibitgnit scoreghat exceed that of tmeormgroup. In other words,
leader A’s EI specific competency levels were hrghaelation to the validated multi-rater
surveynormgroup. As such, all four EIl specific units of bysés of case study provided

evidence supporting this study’s theory.

As was described in the section Theoretical Modelen data analysis step 1V, the
researcher also opted to perform a statisticaifsignce test. Such a test helps determine if the
observed results (ex: results in column D) occudeel to chance. Columns E, F, and G present
different phases of the significant test (z-te#t)detailed analysis of thetestwas provided in
Appendix |. Z-scores calculated for each unitmdlgsis are presented in column E. Column F
presents the corresponding probability valuedlug that is associated with tlzescore
Column G presents the z-test where the z-scorecagedo value(column F) is compared to
this study’s predetermined probability thresholohal (1) of 0.05. For example, a research result
was consideredignificant,if the corresponding value was less than or equablpha The last

column (column G) showed the outcome of the t@st.indication of the number +1 showed that
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the observed unit of analysis results was statiyisignificant. An indication of O denoted that

the corresponding result was not statistically igicgmt.

In summary, all four El specific units of analysiores of leader A were higher than that
of thenorm scoress indicated in column D. In addition, three olthe four units of analysis
outcomes were statistically significant as showndlumn G. Accordingly, the likelihood that
the results of these three units of analysis haggbéry chance is at most 5%. The non-
statistically significant result produced for theusit, self-management, meant that there was

more than 5% probability that this theory-suppatiasult occurred due to chance.

Leader A’s culture specific competence.The researcher’s theory consisted of three
culture specific units of analysis. A culture gi@snaire that included Likert scale questions
and interviews which aimed at probing deeper ihtodubject matter were employed to collect
the pertinent data. Leader A and all four of leens contributed to the data collection process.
The leader and peer culture questionnaire respaos#d be found in Appendix P and Appendix
Q respectively. The data analysis process spdoifice culture questionnaire and interview
were described in detail in the Theoretical Magkdtion. The culture specific units of analysis

results of leader A are presented in Tabldé&@w.

Table 13

Resultsof leader A’s culture specific units of analysis

Culture specific Units of Analysis C-1
Aggregate score
Cognitive awareness of culture 51/60 pts
Application of culture knowledge 4.280
Management of differences born out of culture 4.000

Note: C-1 = Case study 1, pts. = Points.
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The unit, cognitive awareness of culture, was tkageng a set of open-ended questions
posed only to the leader. Peer data on this ugniewntentionally not collected because no useful
data about the leader’s cognitive awareness cailghthered by this means. According to the
scoring method adapted (Appendix K) leader A waarded 51 points out of the maximum
possible 60 points. This score indicated supmovatds the researcher’s theory. Leader A also
supported the researcher’s theory in units, apypbicaf culture knowledge and management of

culture born differences with aggregate scoreswleaé at or higher than 4.0.

Leader A attributed much of his cognitive learnaimput culture to have taken place due
to “fair amount of foreign travel” and various “wWorelated assignments.” In particular his
career at the current employer allowed him to gxiposure into multiple functional areas such
as HR, general management (production), distributltannel and materials management etc.
The time spent at different functional areas ofdbmpany had given the leader a unique
understanding of the total company culture as a®Uifferent sub-cultures of the decentralized
organization. Furthermore, he also attributedeljzatriate assignment in country X as a plant
manager and his role as a global HR lead to alge bantributed to his knowledge about

international cultures.

Leader A was unable to identify specific authorowirite about culture. This probing
guestion was intentionally placed in the intervieWurther investigate leader A’s conceptual
understanding of culture. Instead he referredloak by stating, “ | am probably dating myself
here but the booood to greaby Jim Collins really resonates with me and | alsveeep going
back to it” (Leader A, personal communication Feloy29, 2012). He most passionately
referenced a work experience during his expatdasggnment where he heavily utilized specific

takeaways from this book. Although leader A dem@tet remarkable grasp of the subject
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matter of the book in question during the coursthefinterview, the researcher did not award
any points towards the specific interview quesbecause Jim Collins was not pre-identified as
an author of choice in the interview scoring guidievertheless, the leader accumulated a total
of 51 out of a possible 60 points in the interviegment which focused on the cognitive

awareness of culture.

The unit, application of culture knowledge soughinvestigate leader A’s ability to turn
his cognitive awareness of culture into actionsrduthe integration efforts. This was evaluated
using a Likert-scale culture questionnaire as aglbpen ended questions for probing further
into the Likert questions. The leader and fourpeentributed to the data collection process.
An aggregate score of 4.28 was calculated for tiie T'he process by which score was

generated is explained in Appendix R.

The responses to the open-ended questions pegdmabove unit were consistent with
the Likert-scale responses. Select peer stateexeptpts which were aimed at reinforcing

support towards leader A’s application of cultureWwledge are as follows:

“He is respectful even when he is frustrated-keefevel head.” “[He is] calm and
consistent, I'm yet to see him agitated.” “Oneldd things | see him do well is to adjust
his communication style and understand the diffiesgries of stakeholders whether they
are at the top or bottom of the food chain.” “laivery disciplined individual who has
a broad understanding of how to run a businessditét pick his team but he knows
how to get the best out of the team.” “[He] untkmgls [company name]. [Company

name] is fiercely decentralized and it takes gkilleverage differences between groups.



93

He has passion for it [building inclusive cultuegld cares for it. That really helps him in

this role.”

Furthermore, the peers found leader A’s interpaakdistening, negotiation and general
management skills to be vital in his ability to¢abn culture integration processes. Given this
unit’s aggregate score of 4.28 was higher thamtimemum required (4.00), the researcher

concluded that case study 1 supported the thedheinnit, application of culture knowledge.

The results from the data which analyzed the nmiinagement of differences born out of
culture, demonstrated support towards the rese@sdheory with an aggregate score of 4.0.
The responses to open-ended questions complentbigegliantitative score generated from the
responses to Likert-scale questionnaire. Thewoflg are a compilation of leader A’s responses

when asked what strategies he had used to mitigatger failure due to culture issues.

“[Understanding] the rate of change is number ¢vosy much how quick. Build trust
first [with acquiring company members] and therstin the people driving the change.”
“Ours is a strength based organization. Our caelamphasizes growth and
accountability as fundamental to success of peodegurally [we] have an appreciation
for best practices and value that. The new compaings some clearly superior
practices. We [acquiring company] do a pretty gmddat incorporating them as it's
critical to achieving business goals.” “Findingooptunity outside the formal integration
[activities] to improve relationship is also kelygo out of my way to connect...bond
[with members of the acquired company] at evenaoizgtional level. This gives me a
chance to understand cultural norms which canfédities [in upcoming integration

efforts].”
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Some peer statements which demonstrated suppatdsewhe unit management of

differences born out of culture are as follows:

“He listens well and learns from others. Ofterdn@ws people in. It's not us versus
them.” “He assimilates very well even to otherdtions like IT, regs [regulatory] or
accounting. His style is, | dive deep, deep, daed,deep as deep could be and then | get
out.” “ He does not come in wielding an axe, heds afraid of it, but won't use it right
away.” “He is not an avoider. Differences thaieoup [during integration] are

discussed. It's not just | [referring to leaderdyt it done, he really delves into the
problem and checks if this is the right thing floe business going forward.” “His whole
job is conflict resolution [laughter]. He is sugmaman [thus] not fatigued by this [PMI

role] yet.”

Leader A’saggregate scoréor the unit, management of differences born dutudture,
was 4.0. This demonstrated that he had the compete manage such issues during the
integration. The researcher came across an ititegeilemma during the step | of the result
calculation process. When asked the question (euthvbon peer interview guide) whether or
not the leader addressed the culture related diifsys with due respect and delicacy (a Likert-
scale question), one of the leader’s peers optadswer the question in the following manner
“If the person came from [acquired company nantedntl would give him a 4 [i.e. agree]. If
it's one of us [acquiring company], then | wouldghim a 2 [i.e. disagree]” (Peer A4, personal
communication March 7, 2012). This response pasdéittmma for the researcher because the
scoring guide adopted did not include the poss$ybaf two responses to Likert questions. The
researcher proceeded in the following manner. Ugdem considering peer A4’s open-ended

responses to the same unit as well as peer Adlmlreomments to the Likert question number
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14, the researcher determined to utilize the higbgponse in calculating the peer contribution to
theunit score All in all, with a unit score of 4.0, leader Agprayed a higher competence in the

ability to manage differences born out of culture.

Case Study 1 Summary.All findings of the seven units of the theorytezsmet or
exceeded the results analysis criteria adoptedsudk, case study 1 supported the theory of this

research.

Case 2

Description. The PMI leader of this case was identified addéed. He was the senior
director of Human Resources at a publicly tradedioa technology company. This global
company had grown steadily with a mixture of itsnawternal research and development
prowess as well as acquisitions. With a presemo@ér 120 countries, this company generated
an estimated 40% of its overall business in intéonal sales. In the fourth quarter of 2008 the

company acquired an internationally based firmafoeported $million.

One of the unique features of this acquisitiongrdéion process was the added dynamic
of having to incorporate international culture ¢aawith corporate culture). From the acquirer’s
point of the view, the overt differences includmduage, time zones, and regional business

etiquette.

Yet another dynamic was added to the ongoing iaternal integration activities when
the acquirer made a subsequent related acquistiaiJ.S. company. Leader B was assigned
the integration activities of the subsequent adtoinsas well. The company leadership made

this decision because both acquisitions were utgipdao be housed under a newly created
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business franchise. As such, leader B was chavghdhe task of facilitating the integrations of

both international and domestic acquisitions siamdbusly.

Much of leader B’s tenure with the acquirer was$péthin the functional area of
human resources. Prior to becoming the senioctiref HR of the current business division,
he was responsible for the merger integration daning activities of another division of the
acquiring company. He also was well adept in manrgpigternational assignments due to his
current and previous career experience. LeadexdBdirect access to the CEO of the
organization throughout the first three monthshefintegration process. The weekly meetings
included but were not limited to providing statyslates on the on-going integration. Although
the frequency of the meetings decreased afteir$tetiree months, leader B felt he had
sufficient access and continued support of the i@ snanagement in implementing the
integration tasks. Although he did experiencedygefrom time to time, the leader did receive

necessary resources such as finances, technigarsgbc. to implement the integrations.

Leader B was not part of the due diligence teath®imerger. He did acknowledge
taking on additional fact finding initiatives togalement his knowledge and understanding of
the acquisition. According to the leader, the @@gls due diligence team typically consist of
members that represent technical areas such axénkegal, and operations. Although he
believed HR was included in the due diligence atestevel, no pertinent information was
relayed to the leader. In an ideal case, leadaeRrred being included in the due diligence

activities and as such stated the following:

“I think we [acquirer] are missing out on a googopunity here. We have been very

lucky with our profits that we seem to have develbp dangerous case of organizational
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arrogance. At the moment, more of our involvenjeet, PMI leader] in the due
diligence phase does not seem to click with theafefring to upper management]”

(Leader B, personal communication November 14, p011

As part of data collection activities, leader B vaaked to provide the names of four
peers who were aware of his work. All four peeadipipated in the semi-structured interview
and completed the multi-rater portion of the ES@Wey. One of the four peers joined the
company as a direct result of the first acquisition is housed in the acquired firm’s country of
origin. The remaining three peers had been inrtbdical device company for many years. One
of these members in particular had the responsilmfiassisting leader B with the integration
activities of the second related acquisition (Frased in the U.S.) which was added on to leader

B’s on-going integration efforts.

Theoretical Units Summary. A high level overview of case 2 findings is preteel in
Table 14 below. A detailed analysis of what leathe determination of the case results are

presented in the sections below.
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Table 14
Overviewof Case 2 case criteria and theoretical unit sumynar
Criteria
o confirmed
Ca§e Criteria & Data Source Empirical indicators found or Units
Unit of Analysis
supported
?
a. PMI Leader Interviews, Formal leader of company with explicit Yes
document review integration responsibilities
b. Merger Success Leader Findings satisfy three success
interview, archetypes listed in Table 1. Yes
document review
Emotional Intelligence Specific Units of Analysis:
1. Self-awareness Leader score > norm score, result
o " Yes
statistically significant
2. Self-management Leader score > norm score t resul Yes
_ ESCI Survey statistically significant
3. Social awareness Leader score > norm scord{ negu Yes
statistically significant
4. Relationship Leader score > norm score, result not Yes
management statistically significant
Culture Specific Units of Analysis:
5. Cognitive Leader interview responses indicate
awareness of high cognitive awareness of culture Yes
culture

6. Application of Leader & peers agree or strongly agree

culture knowledge Interviews, with Likert scale statements, Interview
culture i ) . Yes

. : responses were consistent with Likert

guestionnaire
scale responses
7. Management of Leader & peers agree or strongly agree

differences born with Likert scale statements, Interview
. . . Yes

out of culture responses were consistent with Likert

scale responses

PMI leader. Given leader B, a) was a senior director of hunesources position at the
medical technology company, b) was a full time esgpe with formal authority to facilitate the

merger integration processes of the product dimisi® represented, and ¢) occupied a leadership
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position managerial level or higher, he met thaiigite PMI leader criterion. Thereforegase

study 2satisfied this case selection criterion which wiasctly applicable to this study’s theory.

Merger success.The data sources, document reviews and leadewietvs were used to
identify the financial and strategic metrics thaib®died the empirical indicators of merger
success. The four category merger success areheiyp described in Table 1. In order for the
merger to be considered a success, at least tthe agluccess archetypes must be present. Data
collected and analyzed were able to identify finalnend strategic metrics that fell into three of

the four success archetypes which were as follows:

Metrics that satisfied the archetypeploitationinclude; a) inorganically gained access to
a spot for being in the running for receiving thretfFDA approvedyzproduct in a very
competitive market space, b) received R&D tax d¢riedm the acquired firm’s home country, c)
widened product portfolio, d) acquired intellectpabperty, research and development capacity
and highly skilled human capital, e) increased nexeestreams, and f) enhanced company

reputation (goodwill) in the marketplace.

The success archetypgplorationwas met because this acquisition a) was a prolague
subsequent acquisitions, b) provided immediatesaciceo new markets, especially with tya

product line, and c) delivered product line divicsition.

The empirical indicators which satisfied the suscshetyp@reservationnclude, a)
the elimination of competition by purchasing a dingval, b) preservation of company’s
competitive ranking by disallowing other rival coampes the opportunity to buy the target (An
estimated hefty premium of 10 times the targetisuah sales was said to have been paid for the

acquisition in order to secure the deal), and o)eghquick access to target’s product offerings
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which bolstered the acquirer’s recently launchaadhise thereby making it the provider of

industry’s broadest range of tools and therapies.

Given three success archetypes were identifiedifmoim of two required) this case

criterion was considered confirmed.

Leader B’s emotional intelligence. As was indicated earlier in OESCI data analysis
process contained multiple data analysis stepsummary of steps | though Il which
essentially organized the survey responses intgparable statistical data format were

provided in Table 37. The results of data analggp IV is presented is Table 15 below.

Table 15

Leader B'ESCI results

El specific A B ¢ D E F S
Units o_f szt IEIJnI\lq I\LlJr?tD Difference S-score o Z-test
Analysis Score  Score Score SINA-B) p=a
Self-awareness 4.073 3.722 0.345 1 2.277 0.011 1
Self- 4197 4147  0.355 1 0315 0377 0
management

Social 4320 4085  0.339 1 1.554  0.060 0
awareness

Relationship 4081 3.986  0.389 1 0546  0.292 0
management

Note: C-2 = Case study 2, N-M = Norm Mean, N-SDariN Standard Deviation, sgn(A-B) =
the sign of the difference between column A andicwi B, p = Probability value associated with
the z-score.

*o = 0.05

Leader B’s El specific units of analysis results presented in column A of table above.
Column’s B and C were populated with the valideged/ey’snorm group results which were
adjusted according to the mathematical formulamesd in Appendix H. As was indicated in
Table 37, this mathematical treatment was necessangintain meaningfulness of the results.

The difference between thmit scores of leader B (i.e., column A) and ES@irmgroup are



101

presented in column D. A positive difference wasated with the number +1 while a negative
result was denoted by the number -1. The columeshlts indicated that leader B scored higher
than the survey’sorm scoreat each of the El specific unit of analysis. tieet, case study 2

supported the El specific units of analysis ofriagearcher’s theory.

The next phase of the data analysis process foaursegbting the statistical significance
of thecase 2results. This test helped determine if the olegresults in column D occurred
due to chance. The researcher adopted the ztestatistical significance testing. Columns E
through G presented key stages of the z-test pgodéisst, a z-score was calculated at each of
the EI specific unit of analysis level using theth@mnatical function described in Appendix |.
These results are presented in column E. Columepfesented the probability value associated
with the z-score which were obtained from the A¢ali’he z-test compares the probability value
(p valug associated with the calculated z-score (i.e.roollr) against this study’s
predetermined probability threshold, alpha, of 0.06Be @se study 2esults indicated in column
D are consideresignificant,if thep values are less than or equaatpha The outcomes of the
z-tests were denoted using +1 or 0 which indicatatistical significance or lack thereof

respectively.

According to Table 15 column G, only the EI unitamfalysis, self-awareness, was found
statistically significant. This meant that theelikood of the unit, self-awareness demonstrating
its support towards the theory due to chance wssstlean 5%. The z-test results for the
remaining units of analysis indicated that thereenmaore than 5% chances that the theory

supporting results of column D occurred due to ckan
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Leader B’s culture specific competenceData pertaining to the culture specific units of
analysis were obtained from the interviews anducaljuestionnaire. The leader and all four
peers contributed their inputs to the data collecprocess. Their responses to the culture
guestionnaire were summarized in Appendix P andeAgdp Q respectively. Leader B’s culture

specific unit of analysis results are presentetiable 16 below.

Table 16
Resultsof leader B’s culture specific units of analysis

- . . C-2
Culture specific Units of Analysis A

ggregate score

Cognitive awareness of culture 53/60pts
Application of culture knowledge 4.220
Management of differences born out of culture 4.333

Note: C-2 = Case study 2, pts. = Points.

Leader B’s cognitive awareness of culture was nreasutilizing a set of open-ended
guestions which was posed only to the leader. Aliog to the scoring criteria described in
Appendix K, leader B was awarded 53 points ouhef@0 points maximum. Given the leader
scored more than the study’s minimum of 40 poiths,researcher concluded that leader B
supported the theory in the unit, cognitive awassr@ culture. Wittaggregate scoreigher
than the study’s minimum of 4.0, the leader B algpported researcher’s theory in units,

application of culture knowledge and managemeiutifire born differences.

Leader B'’s first exposure to culture dated to ayesge where he remembered growing
up in a “strict German catholic family.” At age,1te spent time in Mexico where he developed
an interest in Mexican culture and Spanish languatg continued this interest all throughout
high school by learning to read and speak Sparilitiple study abroad opportunities during
high school, undergraduate and graduate schoohalped expand his culture awareness. When

asked to identify any particular authors who walb®ut culture, leader B was able to recall up to
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eight authors all of which were not part of the-glentified culture authors. He acknowledged
that although much of his academic career was gpennded in cultural anthropology, he
cannot remember the specific names at this tinte dverarching subject matter focus of the
authors he did identify by name was strategy aaddeship. This probing question about culture
authors was purposefully included in the intervievdelve deeper into the understanding of the
leader’s cognitive awareness of culture. Althouaglpoints were awarded to leader B on this

specific question, he was able to accumulate &a@btB points out of 60 points possible.

The unit, application of culture knowledge, focusedgauging the leader’s ability to
transfer his intellectual awareness of culture priactice. Data for this segment of the
evaluation were collected from the interview anésjionnaire responses of the leader and four
of his peers. The calculatedgregate scoréor this unit of analysis was 4.22 which was highe
than this study’s minimum of 4.0. The processaitulating the aggregate score was explained

in Appendix R.

The responses to open-ended questions within tiheagplication of culture knowledge,
corroborated with the Likert scale questions respen Peer statements which helped confirm

the leader’s ability to apply culture knowledgeidgrthe integration activities were as follows:

“I strongly agree that [Leader B] tries to undemnstéhe implicit elements of [acquired
company] culture, he doesn’t just scratch the serfee goes deep.” “He is often out
there feeling the culture, learning the businesgatting more involved.” “[He is] always
learning and I think it's a part of who he is, haisavid reader of articles and books even
after being out of school for so long”. “He hagaod sense of humor and uses it to form

relationships.” He is very passionate about wiegatldes and able to establish trust [with
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others] quickly.” “He understands [organizationadjitics very well and sometimes

even uses it in a respectful way.”

According to the peers leader B’s interpersonsiehing and communication skills were
an asset to his role as an integration leaderth€umore, his ability to be resourceful, organized,
accountable and adaptable was also mentionedrémites which made working with leader B a
pleasant experience for the peers. Wittaggregate scoref 4.22 and corroborating open-ended
guestion responses, leader B showed sufficientyalrilapplying culture knowledge during
merger integration activities. As such, the reslear concluded that leader B supported this

study’s theory in the unit application of cultunedwledge.

Theaggregate scoréor the unit, management of differences born dwuiture, was
4.33. This was calculated using the responsesktrtlscale questions posed to both the leader
and four of his peers. This result was later gyidated with the responses to open-ended
qguestions. The researcher identified a patteresgonses which aligned with the favorable
guantitativeaggregate scoref 4.33. Few peer statements which demonstratgplosttowards

this unit of analysis are as follows:

“I think [name of acquirer] as a company could dme#ter job at culture integration. It
definitely is in the top of mind for [leader B] ah& is more focused on it than anyone
else | know. He can’t always make it the priobBcause things get in the way.”
“[Leader B] is very sensitive to the feelings ofiets and somewhat empathetic. When
people become childish, and believe me it hapgendpes not put up with it.” “He tries
very hard to resolve problems [silence] a lot of-@m-one conversations to get people to

open up and talk.” “Sometimes it's hard when heason location [due to international
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acquisition] but he makes a tremendous effortitolsarn what's going on and have a
pulse of what's happening by being there in persban he can, on phone or simply by
asking for information.” “He is very, very, vergissitive to the cultural integration. He
makes sure information is disseminated in bothlaggs and always uses [native

language of foreign acquisition] first.”

When asked what strategies were used to mitigaenpal culture related merger

failures, leader B responded in the following manne

“I do an assessment as quickly as possible. Fample, a short survey is given to the
management team within the first 30 days of theoannement of the deal. It's hard
when you don’t have access to that informationgeak This [management survey
within 30 days] gives me a chance to get a quiek iof what's important and then prep
[prepare] the management team accordingly. el with an organization wide
survey soon after which we are completing right ndou see, the financial aspect gets
too much focus and people think culture issuegasy to fix as long as strategy and
numbers [financial metrics] are there. This [wayhinking] is furthest from the truth.

Culture eats strategy for lunch” (Leader B, perseoanmunication November 14, 2011).

The quantitative scores for all three culture dppeanits of analysis for leader B were
higher than the study’s minimum. Furthermore,résponses to probing open-ended questions
contained descriptions that were consistent wighféivorable quantitative scores. Therefore, the
researcher concluded that case 2 supported thee¢bheire specific units of analysis of this

study’s theory.
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Case Study 2 Summary.All seven units of the theory posited met or edsl the
minimum results analysis requirements adopted isyrédsearch. Furthermore, two of the four
case selection criteria that were directly appliedab theory were also confirmed. In effect, the

researcher concluded that case study 2 suppomdti¢bry presented in this study.

Case 3

Description. The PMI leader of this case was identified adée&. He occupied a
senior human resources manager position at a phubliced pharmacy benefit management
(PBM) company. The company was among the larggbt Bompanies in North America. In
the second quarter of 2009 the company acquirégM division of another entity for a reported

$x billion.

The acquirer had experience in successfully integygrevious acquisitions. At this
organization, the integration activities were magthyy a core team of leaders who represent
different functional categories such as finance, HRetc. Each functional category leader had
the autonomy to organize a sub-team through whaldted integration activities were
performed. Leader C was responsible for oversedingR related merger integration activities.
He worked alongside a core team of HR professics@ise of whom were housed in different

geographic locations.

Leader C had over 21 years of work experiencearfuhctional area of human
resources. Prior to his current position as asdf#iR manager, he held various other HR
positions in different geographic locations of #oguirer’'s organization where he gained
valuable knowledge of the various subcultures if lirge organization. Prior to joining the

acquirer, leader C had experience working in tharfcial services industry.
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According to leader C, the integration team wasveord after the merger had been
announced to the public. As a result, he wasmatlved in the due diligence phase of the
merger process. He also did not experience angeattle disadvantage in not being part of the

due diligence activities and as such stated thevioig:

“We have had so many acquisitions and integratwaitisn the last several years.
Although each one [acquisition] is different, thare some basic similarities in the
integration processes. We build on our previoustadge of what worked and what
didn’t work. That has worked for us so far” (Lea@x personal communication October

17, 2011).

The leader was satisfied with the amount of finalh¢iuman, and technical resources
that were made available for the HR integrationvéms. As was mentioned earlier, this
acquirer’s integration team was structured as a tsam of functional area heads where leader C
represented HR. The head of the core team hact @diceess to the C-suite while leader C did
not. He felt that the C-suite leadership expettedacquirer culture to take a more prominent in
the integration efforts of the two entities. Hesaatecalled specific instances where company
leadership requested the integration leaders ttifgiehe differences of the two organizations if

any, in an attempt to formally assess the needHange.

Per the researcher’s request, leader C providecoinformation of four of his peers.
All four contributed their inputs to the data calien process. One peer participant, who was

also part of the integration team, joined this PBifhpany as a direct result of the acquisition.
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Theoretical Units Summary. A brief summary of the case 3 results are preseintthe
Table 17 below. The sections that follow explaiimedetail the data analysis process and the

logic which governed the determination of supportthe overall theory tested.

Table 17

Overviewof Case 3 case criteria and theoretical unit sumynar

Criteria
o confirmed
Ca_se Criteria & Data Source Empirical indicators found or Units
Unit of Analysis
supported
?

a. PMI Leader Interviews, Formal leader of company with explicit Yes

document review integration responsibilities

b. Merger Success Leader Findings satisfy three success

interview, archetypes listed in Table 1. Yes
document review

Emotional Intelligence Specific Units of Analysis:

1. Self-awareness Leader score > norm score, result

. S Yes
statistically significant

2. Self-management Leader score > norm scoretresul Yes

statistically significant
. ESCI Survey

3. Social awareness Leader score > norm scordt resu Yes

statistically significant

4. Relationship Leader score > norm score, result Yes
management statistically significant

Culture Specific Units of Analysis:

5. Cognitive Leader interview responses indicate
awareness of high cognitive awareness of culture Yes
culture

6. Application of : Leader & peers agree or strongly agree

Interviews, o ;
culture knowledge with Likert scale statements, Interview
culture . o Yes
. , responses were consistent with Likert
guestionnaire
scale responses

7. Management of Leader & peers agree or strongly agree

differences born with Likert scale statements, Interview
. o Yes
out of culture responses were consistent with Likert

scale responses
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PMI leader. Leader C was a senior human resources managgruddicly traded
pharmacy benefit management company. Among her eéisponsibilities as a HR manager, he
had the formal authority to engage in merger irdgggn activities. The researcher deemed this
case criterion to be confirmed if the two empiricalicators of; a) formal managerial leadership
position, and b) explicit integration authority wenet. Given both empirical indicators were

satisfied, the researcher determined the caseicrtEMI leader was confirmed.

Merger success.The data sources, document review and leadeaviete were used to
identify the empirical indicators which determirtb@& merger success. The researcher included
both financial and strategic outcomes that weratitied by the acquiring company at the outset
of the merger as components of the empirical irtidrsaof success. Merger success was
evaluated using a four category success archeygbens which was described in Table 1. Each
of the four categories consisted of a list of polesiinancial and strategic metrics. For this case
criterion to be confirmed, at least two of the ssscarchetypes had to be met. The data analysis

process was able to identify three out of the Buacess archetypes which are described below.

In support of the archetymxploitation the following strategic and financial metrics
were found; a) Increased economies of scale dazéadriven cost advantages such as increased
usage levels, purchasing leverage and productindfeetc., b) increased economies of scope
due to reduction of average costs, ¢) enhanced aoygexisting product offerings, d)
encountered tax benefits due to the structureeofrimsaction, e) added an approximately 25
million more customers to its base, f) leveragesdrdiution platforms of both companies to scale
up sales, g) increased company market share, amadg synergistic improvements to the
acquirer’'s in-house consumer behavior relatedthéaflormation system due to combination of

the two data warehouses.
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The presence of the success archegymorationwas met because this merger was a

prologue to subsequent related acquisitions.

The data analysis process also discovered thermresd thepreservatiorarchetype. To
that end, the following financial and strategic rnostwere found; a) re-established acquirer’s top
raking (by revenue) in the fiercely competitive PBhArket, b) eliminated #4 ranking competitor

by purchasing it, and c) established business moityiin a consolidating market.

After the acquisition was announced to the pulbie,stock price of the acquirer rose
15.8% higher from its previous day’s closing priégom a financial markets point of view such
an increase typically indicated the (stock) maskévvorable outlook on the potential financial
success of the merger. According to company doatsnehe acquirer’s profits rose 8% in the
fourth quarter of 2009 as a direct result of thguégition. Given three success archetypes were
identified (minimum of two required) the researcbencluded that this case criterion which was

directly applicable to the theory was verified.

Leader C’'s emotional intelligence. The leader and four of his peers participatetthén
multi-rater ESCI survey. The data were first amatyaccording to the technical manual
provided by the survey distributor, the Hay Grolyext, they were further analyzed and
formatted according to the data analysis stepsoutyh 11l which were described in detail in the
Table 40. Data analysis step IV organized theltegsuo a format that was conducive for
determining if the EIl units support the researchéreory. A summary of the ESCI results

following the data analysis step IV is presentedable 18 below.
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Table 18

Leader C'€£SCI results

El specific A B ¢ D E F S
Units o_f LCJ:n|3t IEIJnI\lq I\LlJr?tD Difference S-score o Z-test
Analysis Score  Score Score SINA-B) p=a
Self-awareness 4.150 3.722 0.345 1 2.773 0.003 1
Self- 4598 4147  0.355 1 2848  0.002 1
management

Social 4.600  4.085  0.339 1 3.403  0.001 1
awareness

Relationship 4501 3.986  0.389 1 2.956  0.002 1
management

Note: C-3 = Case study 3, N-M = Norm Mean, N-SDariN Standard Deviation, sgn(A-B) =
the sign of the difference between column A andiicwi B, p = Probability value associated with
the z-score.

*o = 0.05

Theunit scorepresented in column A of the table above represaer C's ESCI scores
after bothselfandpeerdata have been combined. The columns B and C pogrelated with the
survey’snormgroup data. As was described in Table 40ntiren group data underwent a
similar mathematical treatment that was performethe data ofase 3 The rationale for this
treatment was to maintain consistency betweenwbealata sets thereby making subsequent
comparisons more meaningful. Column D helped dater whether or not leader C’s scores
were higher in relation to the surveyisrmscores. This was determined by simply subtracting
theunit norm score$rom the scores of leader C. A positive differemdhich was denoted with
number +1 indicated that the leader scored higiar thenorm A negative difference which
was denoted with the number -1 indicated thatéheér scored lower than therm Per
column D of Table 18, all four of leader C’s ursbses were higher than that of the survey

norm This case’s El specific units of analysis supgabthe researcher’s theory.
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Columns E through G of the Table 18 above focusetésting the statistical significance
of the case study 3 results. In other words, éisearcher opted to test whether or not the
observed results in column D occurred due to chageamploying the z-test. First, z-scores
were calculated at each of the El unit of anallesriels (displayed in column E) utilizing the
mathematical function described in Appendix I. @oh F presented the probability valye (
value associated with the corresponding z-scores white obtained using the z-table.

Column G referred to the z-test, where epalaluewas compared to this study’s pre-determined
alphaof 0.05. The z-test results which are displayedalumn G indicated that all four of the
El units of analysis results were statisticallyngiigant. In other words, there was less than 5%

chance that the results of case 3 occurred dueatoce.

Leader C’s culture specific competenceThree of the seven units of analysis of the
researcher’s theory focused on culture specificpgtences. The data which were used to
evaluate the three culture specific units wereiabthfrom both the leader and peer interviews.
Each interview included open-ended as well as Ligeale questions. One peer was unable to
participate in the interview due to schedulingidiffties. Data were analyzed according to the
criteria described in Appendix J and Appendix KheTesults of leader C’s culture specific units

of analysis are presented in Table 19 below.

Table 19

Results of leader C’s culture specific units of lgais

Culture specific Units of Analysis -3
Aggregate score
Cognitive awareness of culture 53/60pts
Application of culture knowledge 4.733
Management of differences born out of culture 4.689

Note: C-3 = Case study 3, pts. = Points.
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Leader C’s cognitive awareness of culture wereuatall using a set of open-ended
guestions (Appendix E) posed only to the leadeatalpertaining to this unit were not collected
from the peers because no meaningful informationbeagleaned from it. The responses were
evaluated according to the scoring criteria outlimeAppendix K. Leader C was awarded 53
points out the 60 points possible. Given his sexaeeded the minimum threshold of 40 points,
the researcher concluded that support towardewy by the unit, cognitive awareness of

culture, has been met.

The second culture related unit of analysis focusethe leader’s ability to apply his
cognitive culture knowledge in merger integratietated activities. The unit specific Likert-
scale question responses obtained from the leadgoeers were used to calculate the aggregate
score. Following the scoring guide described ipémdix J, an aggregate score of 4.68 was
calculated for leader C. The thematic analysithefopen-ended questions also demonstrated
support towards the leader’s high level of compegen the unit, application of culture
knowledge. Selected peer statements which hefpatbrce leader C’'s competence in this unit

are as follows:

“I have worked work with him in several other intatjon projects. In this integration |
have personally experienced how he really triasnberstand their [acquired company]
world. He even spent some time at [headquartetilmt of acquired company] before
the integration officially kicked off.” “I came &m [acquired company name] and | was
a bit reluctant at first being part of the integratteam. [Leader C] made me feel part of
the team right away and was really interested iatwihad to say. | was impressed by
how he actually, really listened. He did identé&gknowledge and respected us.” “Most

of his staff are from [acquired company] and he haitt these bonds with them. | have
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worked with those[referring to acquired companylera who are now part of leader C’s
staff] leaders outside of [Leader C’s] presencetirer capacities and they have a huge
amount of respect for him and you know they truist how, ummm I'd say he

absolutely goes out of his way to form relationsHip

The peers found the leader’s open-mindednesstyatuilsee the big picture, willingness
to accept change and trustworthiness to be impiaténibutes that helped him along the culture
integration activities. This unit's aggregate scof 4.68 exceed the study’s minimum threshold
of 4.0. Furthermore, the analysis of open-endeabtion responses also corroborated the high
guantitative score. As a result, the researchecladed that case 3 supported the study’s theory

in the unit, application of culture knowledge.

With an aggregate score of 4.81 the unit, manageofatfferences born out of culture,
also demonstrated support towards the researdhecsy. Peer statements which demonstrated

support towards the unit are as follows:

“There have been times where [acquirer name] $egjsdre going to incorporate both
cultures and the reality is that we [acquired conypaave to change. It's like they are
talking from both sides of their mouth. [Leadert@fes time to explain why it was
decided that way. And it makes sense sometim&nmetimes it's possible to keep the
[sub] cultures in tact in certain [regional] sitdBut at times corporate makes changes and
it really disrupts how some sites work. | havensgeader C] question corporate by
asking them do you see how this is going to affieetsite? And do you really want to do

this at this time"?
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Leader C was asked to identify specific strategesitilized to mitigate potential merger

failure due to culture issues. He responded vhi¢hfollowing:

“There are couple of things. One, we take cultugy seriously and it’s built into our
[organizational] DNA. So, even when there’s so mtacdo during the integration we
don’t lose attention of its [culture’s] importanc8econd, we have an in-house OD team
that also specializes in culture. They do a trednes job in helping us [integration
team]. Culture integration is real hard work.s Itot like flipping on a switch, it takes
time. |take all the help | can get. Lastly, wsoado team debriefs during different
stages of the integration. This allows us to skatwent well, what went wrong and

why” (Leader C, personal communication October207,1).

All three culture specific units of analysis resubtained for leader C indicated scores
that were higher than the minimum threshold esthblil in this study. As such, the researcher

concluded that case 3 supported the researcheosytin all three units pertaining to the culture.

Case Study 3 Summary.The seven units of analysis of the theory presksatisfied or
exceeded the minimum requirements of the resutiysis criteria of this research. Moreover,
two of the four case selection criteria that waredly applicable to this researcher’s theory
were also met. Therefore, the researcher detedhtiha case study 3 supported the theory

posited by this study.

Case 4
Description. The PMI leader of this case was identified adéed. He was the chief
financial officer (CFO) at a privately held holdiegmpany which consisted of thirteen specialty

finance subsidiaries. Prior to his current positioe was the CEO of a regional bank also owned
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by the holding company. The thirteen subsidianese located throughout the U.S. and their
business varied from banking, residential lendamgnmercial lending, and venture capital to
asset management. As the CFO of the holding compeader D had some financial oversight
responsibilities in all the subsidiaries. The ddcompany was an active participant of
mergers and acquisitions. In the third quarteyealr 2009, leader D was responsible in

integrating a regional bank acquisition.

Leader D was a seasoned financial services indagegutive who had extensive
operations and management experience. He had metggration expertise in the financial
services sector for over twelve years. The holdmmpany which leader D represented did not
have a dedicated merger integration team. Instetfjration teams were formed on an “as
needed basis” when acquisitions were made. Dinigmtenure with the acquirer, leader D
steered all acquisition integration teams. Howesiice year 2008 he was only responsible for

leading bank acquisition integration teams.

The leader was included in the due diligence pb&diee merger. He acknowledged that
his position as the CFO (previously CEO of holdmegnpany owned bank) invariably granted
him a seat in the due diligence team. He alsdlegtaot having HR represented in the due
diligence team until the negotiations have movedel to a mutual agreement. To that he stated

the following:

“Our typical due diligence team is about five te people that represent finance, risk
management, credit compliance, and general managerim®st of the people in the

small team will continue to work closely with tregget if we move to buy it. So we take
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their expert opinion [from a functional point oew] and their gut feeling about target’s

management seriously” (Leader D, personal commtiait®ecember 1, 2011).

Leader D felt that he had the cooperation of tien€C-suite management and the
owners of the holding company during the integragfforts. He explained that some members
of the ad hoc integration team included C-suiteléea while others were high level managers of
different functional groups. Furthermore, he stdteat he always made sure that the highest
ranking leader of the acquired company (i.e. CE@tained) also played an integral role within

the integration team.

In terms of resource availability for integrati@sks, leader D felt that he received
sufficient financial, technology and human resosrcelowever, he also stated that there were
times that the human capital availability felt smar This was primarily due to integration
members still having to fulfill their normal worksponsibilities in addition to the tasks of the
integration team. Although some measures werantakiessen the amount of regular work load
for those who were also members of the integragam, the effort, in his mind only yielded

mixed results.

Leader D provided the contact information for fofihis peers. All four participated in
the ESCI survey. Only one peer participated initiberview based culture questionnaire.
Despite multiple efforts to secure interview tinhats, the researcher was unable to collect
culture questionnaire data from three peers dtieetio travel and other time constraints. One of
the peers who participated in the ESCI survey pite holding company as a direct result of

the acquisition.
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Theoretical Units Summary. A high level results summary of case 4 is pre=sgnt the
Table 20 below. This is followed by a detailed lexyation of the results at each case criteria and

unit of analysis level.

Table 20
Overviewof Case 4 case criteria and theoretical unit sumynar
Criteria
o confirmed
Ca_se Criteria & Data Source Empirical indicators found or Units
Unit of Analysis
supported
?

a. PMI Leader Interviews, Formal leader of company with explicit Yes

document review integration responsibilities

b. Merger Success Leader Findings satisfy two success archetypes

interview, listed in Table 1. Yes
document review

Emotional Intelligence Specific Units of Analysis:

1. Self-awareness Leader score > norm score, result

. S Yes
statistically significant

2. Self-management Leader score > norm score t resul Yes

statistically significant
. ESCI Survey

3. Social awareness Leader score > norm scordt resu Yes

statistically significant

4. Relationship Leader score > norm score, result not Yes
management statistically significant

Culture Specific Units of Analysis:

5. Cognitive Leader interview responses indicate
awareness of high cognitive awareness of culture Yes
culture

6. Application of : Leader & peers agree or strongly agree

Interviews, o ;
culture knowledge with Likert scale statements, Interview
culture . o Yes
. , responses were consistent with Likert
guestionnaire
scale responses

7. Management of Leader & peers agree or strongly agree

differences born with Likert scale statements, Interview
. o Yes
out of culture responses were consistent with Likert

scale responses
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PMI leader. Leader D was an executive vice president and @hiencial officer (CFO)
at a privately held specialty finance company. wée a full time employee whose formal
responsibilities included merger integration ambisgCFO duties. Given leader D met both
empirical indicators of a PMI leader as describethis study (i.e. formal integration authority
and managerial position or higher), the researdbtarmined the case criterion PMI leader in

case 4 was verified.

Merger success.A leader interview and a document review weralueadentify the
metrics which delineated the empirical indicatdrghcs criterion. These metrics were then
compared to this study’s established criteria feasuring success, namely the merger success
archetypes, which were described in Table 1. Thisrion was considered verified if financial

and strategic metrics fell into at least two of therger success archetypes.

Given the privately held nature of the companyinaricial documents were publicly
available for review. Leader D did provide a capyhe consolidated financial statements which
included the financial results of years 2008 thio@§10. Only directional financial success
indicators were identified from this data. Thesi@sher was able to find merger related press
releases which were available to the public. TWwihe four success archetypes were identified
using the leader interview data, consolidated fumarstatements provided by leader D and

publicly available press releases. They are pteddrelow.

Empirical indicators that fulfilled thexploitationarchetype include; a) increased
revenue, b) accessed target company cash and hogroapacity to further acquirer’s strategic
intents, c) leveraged acquirer’'s excess back-otiperations capacity, and d) gained access to

proven management team.
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Strategic and financial indicators that helpedséatiheexplorationarchetype were; a)
quick access to geographic expansion, b) gainedcastomer base, and c) diversified product

offerings by entering into market niche that sesdithe oil industry.

Since two success archetypes were identified cte criterion was considered to be

verified.

Leader D’s emotional intelligence. The data for this unit of analysis was colledtedn
the leader and four of his peers via the ESCI t@idta were then evaluated according to the
technical manual provided by the survey distributioe Hay Group. Data analysis steps |
though Il which analyzed and organized the resolts a comparable format was described in
detail in Table 43. Table 21 below representsBE8€I results of leader D after data analysis

step IV was completed.

Table 21

Leader D'sESCI results

El specific A B ¢ D E F S
Units of Sni 'dn'\ﬂ I\LlJritD Difference S-score 0 Z-test
Analysis Score  Score Score SINA-B) p=a
Self-awareness 4.317 3.722 0.345 1 3.852 0.001 1
Self- 4155 4147 0.355 1 0052  0.479 0
management

Social 4.400  4.085  0.339 1 2.083  0.019 1
awareness

Relationship 4212 3.986  0.389 1 1.297  0.097 0
management

Note: C-4 = Case study 4, N-M = Norm Mean, N-SDarN Standard Deviation, sgn(A-B) =
the sign of the difference between column A andiicwi B, p = Probability value associated with
the z-score.

*o = 0.05

The column A of Table 21 above represented leadeEBCI scores once aglfand

peerresults were combined, and b) EI subscales wdleslrop to respective unit of analysis
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levels. Columns B and C represented data that fivetextracted from the survey’s technical
manual and then subjected to a mathematical proeethscribed further in Table 43. Both case
study 4 data andormgroup data were subjected to the same mathemptima¢dure in order to
maintain consistency between data sets. Columma®utilized to determine how the leader
scores fare in relation to tim®rm scores This was obtained by subtracting the leadenis
scorefrom thenorm score A positive result denoted with the number +ligated that leader’s
unit scorewas higher in relation to the ES@drm score Similarly, a negative result which was
denoted with the number -1 indicated that the |éadmit scorewas lower than the ES@brm
score As was indicated in column D, the leader scdrigtier than th@ormgroup in all four

units of analysis. Therefore, the four El unitsaaglysis showed support towards the

researcher’s theory.

The researcher chose to perform a statisticalfsignice test of the case 4 results in order
to determine the strength of the support observexdthis end, a z-test was performed to
determine whether or not the results observed lumwo D occurred due to chance. Results of
the various stages of the z-test process are gegsencolumns E though G. Column E
represented the z-scores which were calculatedinglthe mathematical function described in
Appendix I. The probability valug (valug associated with the z-score is presented in colum
F. Finally, the z-test required the researcheotopare the already obtainpdialuewith this
study’s predeterminealpha valueof 5%. The study results were considered stadiléyic
significant if thep valueis less than or equal to the alpha. Per thetz¢ssilts indicated in
column G, two out of the four EI specific unitsasfalysis were found to be statistically
significant. In other words, there was less th&3@achance that the results of these two units of

analysis occurred due to chance. The El uniténsahagement and relationship management
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which were denoted with number 0 in column G, iatkd that the theory supporting results

observed in column D could have been obtained debdnce.

Leader D’s culture specific competenceThe three units of analysis of this segment
were evaluated using leader and peer interviewdy @nhe peer participated in the interview.
The same data analysis processes which were deddnilAppendices J and K were utilized to
evaluate culture specific units of analysis. Leddls results of the culture specific units of

analysis are presented in Table 22 below.

Table 22

Resultof leader D’s culture specific units of analysis

Culture specific Units of Analysis C-4
Aggregate score
Cognitive awareness of culture 42/60pts
Application of culture knowledge 4.480
Management of differences born out of culture 4.433

Note: C-4 = Case study 4, pts. = Points.

Per the open-ended question scoring guide outimégpendix K, leader D was
awarded 42 points out of 60 points possible. Baglér recalled that his formal awareness of the
elements of culture originated in his undergradsaidies. He credited much of his
understanding of culture to keen observation, praend “knowing how | want to be treated.”

Explaining further he stated that:

“Culture can be different things to different pempll feel that universally it [culture] is
about treating people with dignity and respect. rifgdi.e. organizational culture
statements etc.] are nothing; it's the actions tioaint. As long as you treat people right
and have communication flow both directions you wawigate most cultures” (Leader

D, personal communication December 1, 2011).
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Leader D also strongly agreed that the compardelship had a role in creating
organizational culture by continually setting ammple of the core values. When asked what
the leader thought as disadvantages to undertakiliigre integration he responded by stating

the following:

“It's hard to compare time, money and effort spamit [culture integration] with a
tangible outcome. So it's hard to convince sonmpfeeabout its [culture integration]
merits. You have to realize we are a financial pany and we are not known to be
touchy feely. So you end up having to first edaeatd convince our own people”

(Leader D, personal communication December 1, 2011)

Leader D was unable to identify authors who wrhiewd culture. Given the leader’s 42
point unit score for cognitive awareness of cultexeeeded the study’s minimum of 40 points,
the researcher concluded that case 4 supportatlébgey in this unit; cognitive awareness of

culture.

The results of the units, application of culture@wtedge and management of differences
born out of culture, were 4.48 and 4.3 respectivélgspite only one peer participated in the
interview, theaggregate scorealculation process maintained the 1/5 and 4/gisifor leader
and peer. The researcher made this decision tetamaiconsistency of the case results
throughout this study. In addition the resear¢bek further steps to augment the findings of
these two units of analysis before determining Wwlebr not the case supported this study’s
theory. The additional step which was describetthénsection Theoretical Model, involved
considering the results of five pre-identified ESQbscales which were related to culture

specific units of analysis. The considerationhaf tive ESCI subscales was feasible because all
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four of leader D’s peers participated in the ES@Vey. The results of the pre-identified El

subscales are presented in Table 23.

Table 23
SelectedESClsubscalaesults of leader D (Means)
A B C
Culture specific ESCI Subscales Leader D
Aggregate Adgregate sgn(Column A - B)
Score Norm
Adaptability 4.367 4.012 1
Empathy 4.280 3.921 1
Conflict Management 3.880 3.880 1
Influence 4.100 3.910 1
Inspirational Leadership 4.280 3.940 1

The column A of Table 23 presented above cons@téshder D’saggregate scorefor

the five El subscales. This was followed by élggregate normesults. As was the case

throughout this study, all scores presented inroaklA and B were calculated means. Column

C subtracted leader D’s results from tieem Positive and negative results were denoted with

numbers +1 and -1 respectively. Column C indicttedl leader D’s competency levels in the

five El subscales were at or higher than that ehtbrmgroup. This exercise was meaningful to

the research because it provided an alternativeodedf gauging peer perspectives on leader

D’s units of analysis; application of culture andmagement of culture born differences. The

aggregate scoregolumn A) considered in Table 23 above were carpof 20% leader and

80% peer input. Given all four peers participatethe ESCI data collection process the

researcher concluded that the results of the abwercise provide important insights when

triangulating data points pertinent to the cultspecific units of analysis. Overall, the results o

the interviews, culture questionnaire, and theigestified ESCI subscales indicated support
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towards leader D’s culture specific units of anelyapplication of culture knowledge and
management of differences born out of culture.séeh the researcher concluded case 4

demonstrated support towards the three culturdfgpenits of analysis of this study’s theory.

Case Study 4 Summary.All seven units of the theory tested by this egsk met or
exceeded the results analysis criteria adopte@ tWwh case selection criteria that were directly
applicable to the theory were also verified to bespnt. As such, the researcher concluded that

case study 4 supported the theory presented iistilnily.

Cross-Case Analysis

This section examined whether or not the conclsadrthe multiple case studies support
the researcher’s theory. According to Yin, thessroase report “should indicate the extent of the
replication logic and why certain cases were ptedito have certain results, whereas other
cases, if any, were predicted to have contrasgsglts” (Yin, 2009, p. 59). Accordingly, the
remainder of this section was organized accordirtiriee subsections; literal replication, cross-

case units of analysis and case criteria summag/ceoss-case summary.

An explanation of the overall logic used to orgarize findings is warranted here. Two
of the four case selection criteria PMI leader aretger success were directly applicable to this
study’s theory because they helped delineate taecteristics of the domain within which this
study’s theory were to hold true. Given the twitetia were already utilized during the
purposeful case selection process the researctseunedle to consider them as units of the
theory. While cursory confirmation of the critevi@s met during case selection phase, the
importance of these two criteria to the theory ppted the researcher to subject them to the

same rigorous empirical testing procedures outlime®ubin’s (1978) theory testing method.
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As such, cross-case findings are also presentdabtbrunits of analysis and case criteria. For

ease of readership case criteria and units of yheere clearly identified.

Literal Replication. The four case studies presented above were clagsending to
Yin’s (2009)literal replication logic. To this end, the researcher purposefully chosesdhse
predicted similar results by identifying the comatils upon which this study’s theory was likely
to be supported. As was described in case setectiteria segment, four such conditions were
identified. All cases presented in this study destiated these conditions which were as

follows:

1. Formal integration management structure existed;

2. Designated formal PMI leader was present;

3. Merger was a success as defined earlier in Chapterthe discussion of

Definition of Terms;

4. The time period of the acquisitions considered betsveen years 2005 and 2010.

Other similarities across all cases also existdobagh they were not deliberately
planned by the researcher. For example, all Phtldes had the support of the C-suite
management and received sufficient resources teemgnt integration activities. All four
leaders provided contact information for at least peer (out of four total) who had joined the
company as a result of the acquisition being disedis All leaders also had extensive

managerial experience prior to their role as a Riddler.

Dissimilarities among the four cases included tiliving. Three out of four leaders

had HR specific background while one leader’s egpee was in finance. While one case
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represented a privately held firm, the remaininmgehcases represented publicly traded
companies. The companies highlighted in each gsesented four industries which spanned
from financial services, medical technology, pharylenefit management, and medical
appliances and equipment. The dollar values otidads also varied with two cases representing
acquisition values that were worth billions and taining two acquisitions valuing in the

triple digit millions. None of the differences miemed above were identified to be issues
affecting this study’s theoretical model. Givehfalr cases met the four conditions identified
during case selection criteria they were considevdzkliteral replications(Yin, 2009) of each
other. In other words, the all four cases congdisfehe context and setting similar to each other
and demonstrated initial results which couldabalytically generalizedYin, 2009) from one

case to the next.

Cross-Case Units of Analysis and Case Criteria Sumany. This segment focused on
examining whether and to what extent the replicatibthe results was achieved across the
cases. Per Yin, each case under the cross-cdgsianechnique was regarded as a separate
experiment. He stated that “replication logichs@gous to that used in multiple experiments.
For example, upon uncovering a significant findiran a single experiment, an ensuing and
pressing priority would be to replicate this fingiby conducting a second, third, and even more
experiments” (Yin, 2009, p. 54). An overview oétbross-case results are shown in Table 24

below followed by an explanation of the findings.
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Table 24

Anoverview of the cross-case results
Case 1 Case 2 Case 3 Case 4

o o ) © )

Case Criteria & £ S ) S %) S %)

Units of Analysis 3 D S 7] S n 3 o
5 ) S n S n 5 n
O n @) O @)

a. PMI Leader Confirm NA Confirm NA Confirm NA Confirm NA

b. Merger Success Confirm NA Confirm NA Confirm NA Confirm NA
Emotional Intelligence Specific Units of Analysis:
1. Self-awareness Support Yes Support YesSupport Yes Support Yes
2. Self-management Support No Support No Support Yes Support No
3. Social awareness Support Yes Support No Support Yes Support Yes
4. Relationship

management Support Yes Support No Support Yes Support No
Culture Specific Units of Analysis:
> Sﬁ?unrgwe awareness of Support NA Support NA Support NA Support NA
6. Application of culture

knowledge Support NA Support NA Support NA Support NA
7. Management of

differences born out of Support NA Support NA Support NA Support NA

culture

Note: SS(S) = Statistical Significance of Support.

*o =0.05

PMI leader. The criteria for interpreting the findings (Tal¥lgindicated that this case

criterion was confirmed if a formal leader with &g responsibility to facilitate the merger

integration was appointed by the acquiring orgaioma All four cases included formally

appointed PMI leaders who had the authority tditaté merger integration tasks. Therefore,

this case criterion which contributed to the ovetaory of this study was confirmed.

Merger success.The overarching definition of merger successt aas used in this

study, was the achievement of financial and strategtcomes identified at the outset of the

merger. In order to assist the evaluation of thise criterion, the researcher employed four

success archetypes which were defined in Tablkctording to the results analysis criteria, the
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theory was considered supported if any combinatiaat least two archetypes were present in
each one of the cases. Three out of the four dalgied three archetypes while one fulfilled
the required minimum of two archetypes. As sudpar cases met the guidelines that

constituted this case criterion.

Emotional intelligence specific units of analysisA total of four units of the theory
tested were related to EI. Each EI unit was cared supported if thease study unit scores
met or exceeded the validated multi-rater EB@in scores The cross case results of the four

El specific units of analysis are shown in Table 25

Table 25
Cross-caseesults comparison against validated multi-rater@@®&orm

El Umt; of Case 1 Case 2 Case 3 Case 4 the_rally
Analysis Replicated?
Self-awareness  Exceed norm Exceed norm Exceed norm Exceed norm Yes
Self-management Exceed norm Exceed norm Exceed norm Exceed norm Yes
Social awareness Exceed norm Exceed norm Exceed norm Exceed norm Yes
Relationship Exceed norm Exceed norm Exceed norm Exceed norm Yes
management

All four individual case studies demonstrated resstilat exceeded the ESCI norm.
Furthermore, the results were literally replicaéaong all cases. Therefore, the sample of four
cases demonstrated support towards this studyssythén order to gauge the strength of the
results observed above, the researcher calculaedatistical significancef the results
portrayed in Table 25. To this end the resultsevgeibjected to a statistical significant test (z-
test) which helped determine whether the obsergsdlis happened due to chance. The cross

case results following the completion of the stat#d significance testing are shown in Table 26.
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Table 26
Cross-caseesults following the statistical significance test
Case 1 Case 2 Case 3 Case 4
(O] - () — (] — () -
El Units of Analysis 5 0 g 2 5 2 g 0
=1 n o ) o n o N
> w > wn S wn > w
O @) O @)
Self-awareness Support Yes Support Yes Support Yagport Yes
Self-management Support No Support No Support Yespp&t No
Social awareness Support Yes Support No Support Yagport Yes

Relationship management Support Yes Support No @&tppYes Support No
Note: SS(S) = Statistical Significance of Support.
*a=0.05

According to Table 26 above the unit, self-awarensBowed statistically significant
results in 100% of the cases. This was becausewaslcases passed the statistical significance
test (z-test). As it pertains to the unit; selfragement, only case study 3 result passed the
statistical significance test. The lack of statatsignificance for the cases 1, 2, and 4 meant
that the there was more than 5% (i.e. alpha thtdslbance that the results observed in those
cases might have occurred due to chance. Singeoaslcase out of four met the requirements
of the test, it was determined that the unit, ssfhagement, showed statistically significant
results in only 25% of the cases. Given the reqaflthe El unit, social awareness, met the z-test
requirements in cases 1, 3, and 4 it was deternthregd75% of the cases which supported this
study’s theory also showed statistically significesults. Lastly, the EI unit, relationship
management produced two cases whose results metéise criteria successfully. As such this

unit showed statistically significant results irtb®f the cases.

Each one of the four EIl units of analysis of caseal found to be statistically

significant. The EI units of the other three cadesonstrated mixed statistically significant
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results where some results were significant whiteis were not. However, the El unit, Self-

awareness was found to be statistically signifieambss all cases.

Culture specific units of analysis. This study’s tested theory consisted of threéucel
specific units. The units were considered supplaftthey demonstrated the presence of the
respective competence according to predefinedrieritehich were established according to
Table 9. For example, the unit, cognitive awassra culture was supported if leaders
accumulated at least a minimum of 40 points oyp@ts possible for the semi-structured
interview questions. The Table 27 summarized ¢iselts by this unit of analysis for cases 1
through 4. Given all cases supported the unit itivgrawareness of culture it was concluded

that literal replication was achieved and suppmatards this study’s theory was obtained.

Table 27

Cross-caseesults of the unit cognitive awareness of culture

Culture specmp Units of Case 1 Case? Case3 Case 4No. of cases wit
Analysis pts.> 40
Cognitive awareness of culture 51 pts. 53 pts. 53 pts. 42 pts. 4

Note: pts. = Points.

The two units a) application of culture knowledged b) management of difficulties
born out of culture were considered supported d triteria were met simultaneously. First, the
leaderaggregate scoresyhich were calculated based the Likert-scale quesesponses on the
culture questionnaire, must be 4 or above. Sedbedyattern of Likert-scale responses must
also be corroborated by the open-ended questipomes posed to PMI leaders and their peers.
For example, if a leader received aggregate sebogsigher, it is expected that the directional
response pattern for the corresponding open-enagestigns to also be supportive. The cross-

case results of these two units of analysis areemted in Table 28 below.
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Table 28

Cross-cas@aggregate scores of remaining two culture spedifiits of analysis

No. of
Culture specific Units of Analysis  Case 1 Case 2 Ga3 Case 4 cases wi/t
scores> 4
Application of culture knowledge 4.28 4.22 4.73 4.48 4
Management of differences born 4.00 433 4.69 4.43 4

out of culture

According to the Table 28 above, all cases dematestaggregate scoresf 4 or above.
As was demonstrated earlier within individual cesgorts, the open-ended question responses
did corroborate the Likert-scale aggregate scoresemted above. As such it was determined
that the results were literally replicated amordalr cases and support for the researcher’s

theory was achieved.

Other Findings. Although it was not one of the units of analysishe theory proposed,
the researcher was interested in identifying otékted information that shed light into the
context of the cases. One such piece of informatias whether or not PMI leaders were
involved in the merger related negotiations or diligence activities. Three out of the four PMI
leaders interviewed were not part of these acotisitiinstead, they were assigned soon after the
negotiations have closed or soon after the annonectof the merger. To that end, leader A
pointed out that the knowledge transfer from duligeice phase to integration phase “could
have been better” and that he was “very vocal albouth [his] boss” (Leader A, personal
communication February 29, 2012). Leader D orother hand was an integral part of the
negotiation and due diligence teams. All leadelssthat they were given sufficient financial,

human and technology resources to facilitate theyaerentegration process. They also felt that
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their respective executive teams expected thek®an overall persuasive and consensus

building approach to the integration as opposezhtauthoritative and unyielding approach.

Cross-Case Summary.The four cases presented in this study melitdral replication
requirements identified by Yin (2009). The datdexted and analyzed were interpreted
according to the criteria described in Table 9e Taur literally replicated cases supported all
seven units of analysis which formed this studigeory. In other words, the theory supporting
results of case 1 was literally replicated in casease 3, and case 4. The supportive results of
the four El specific units of analysis were alssted for statistical significance. This was
undertaken only to gauge the strength of the supgddre percentage of cases producing
statistically significant results varied. This iaion did not affect the support of the theory
because statistical significance of El relatedltesuere not considered in the interpretation

criteria of this study’s results. A cross-case swary of the results is shown in Table 29 below.
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Cross-casaupport for researcher’s theory

134

Number of Percentage of Overall

o : . cases cases outcome of the

Case Criteria & Units of Analysis supporting demonstrating criteria &
theory SS(S) units

a. PMI Leader 4 NA Confirmed
b. Merger Success 4 NA Confirmed
Emotional Intelligence Specific:
1. Self-awareness 4 100% Fully support
2. Self-management 4 25% Fully support
3. Social awareness 4 75% Fully support
4. Relationship management 4 50% Fully support
Culture Specific:
5. Cognitive awareness of culture 4 NA Fully support
6. Application of culture knowledge 4 NA Fully support
7. Management of differences born out of 4 NA Fully support

culture

Note: SS(S) = Statistical Significance of Support.

*a=0.05
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Chapter V — Discussion

Using the multiple case study methodology, thigaesh tested the theory which
purported that PMI leaders’ emotional intelligeraee their culture specific competencies
positively influenced merger success. All sevetheftheory’s units of analysis focused on the
PMI leader competencies. In this study, four cgsesented and they supported the theory at an
individual and cross-case basis. In this sectiom significance of this research was addressed
which was followed by a discussion of findings.crtical evaluation of the theory, research
implications of the findings, limitations of theusly and suggestions for future research were

also included in this chapter.

Significance of the Research

This research contributed to the current literaturgpost-merger integration leadership
by presenting and demonstrating support for a thesiich identified PMI leader competencies
that positively impact a merger. The practical amipnce of the findings was twofold. First, it
echoed the findings of previous literature whicéntified the significance of appointing a
dedicated formal PMI leader to manage merger iategr efforts in order to increase the
chances of merger success (Ashkenas et al., 19@81d3 2005; Ellis, 2004; Epstein, 2004;
Koch, 2002; Pablo, 1994, Sirower & Stark, 2001;ehdlaum, 1999). Second, the findings
presented an empirically proven list of leader cetapcies which could be helpful in the
selection of PMI leaders. To the best of researkhewledge, the extant literature only
consisted of studies that identified requisite cetapcies (Ashkenas & Francis, 2000; Buono et
al., 1989; Covin et al., 1997; Marks & Mirvis, 2Q&helton, 2003; Thach & Nyman, 2001) and

they did not test their validity in real life. Waiother complementary attributes which might
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have assisted the support of the theory were alsodf during the course of the research, the
confluence of competencies identified by the theerngained a key pre-condition in increasing

the capacity of PMI leader’s influence on mergercess.

Discussion of the Findings

The findings were based on four cases, all of whigbported this study’s theory: all else
held constant, PMI leaders with a confluence oid culture specific competencies positively
influence merger success. As was articulatedezanithe Findings chapter and in Table 9, the
researcher adopted a well-defined decision makindegines in determining whether or not this
study’s theory was supported. For example, the cateria PMI leader and merger success
were evaluated on the basis of leader interviewdspaimary and secondary document reviews.
The support for El related units of analysis weaiedal solely on quantitative measures.
Specifically, any El specifianit aggregate scorthat was higher than the validated multi-rater
ESClaggregate norm scomnas considered evidence of support towards thayheOverall, the
researcher determined the El units supported #@ylbecause all case study El unit aggregate
scores were higher than its comparative norm gsazopes and that literal replication of these
results were met within, and across all four cagedditionally, it should also be noted that the
unit aggregate scoresere composed of input from the leader as welbasof his peers. In all
four sample cases, at least one peer contribuioredrom the perspective of a member of the

acquired organization.

The units contained within the broader construatuifure specific competencies were
evaluated using corroborative evidences obtainedjvantitative and qualitative measures.

Specifically, the responses to Liker-scale culyumestionnaire were used to determine the
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guantitativeunit aggregate scoresAs with the EI units, the culture umiggregate scoreo
included input from leaders and peers. The qualgéaneasures considered included the pattern
of responses documented and observed for the apdeortion of the leader and peer
interviews. The culture specific units of analysisre deemed supported when a) all culture
relatedaggregate score@uantitative measure) were above the requirednmuim scores, b) the
observed pattern of open-ended question respogaabtétive measure) indicated each leader’s
high culture competency in the areas evaluateboit) quantitative and qualitative measures
corroborated each other, and finally d) literalliegion of the aforementioned pattern of results

were achieved within and across all four cases.

In essence, each of the seven units of analysishenivo case criteria which represented
the entire theory was supported within each indigiccase and this scenario was literally
replicated among all the four cases. As suchenmisions to this study’s theory which posited
that, PMI leaders’ emotional intelligence and tleeilture specific competencies influence
merger success were needed. The supported thelgrgneant that the four PMI leaders
examined in this research demonstrated the comgieteidentified within the theory. As such,
support does not prove causality. A graphicalesgntation of the supported theory is presented

in Figure 8.
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Figure 8. Supported theory.

The theory required the PMI leader role to be andrlieadership position (authority)
within the organization with explicit responsibylito facilitate the activities of merger
integration. This characterization assured thatehders had both the authority and
responsibility. In this study’s cases, all fousiders met this criterion. In addition they also
reported having open access to the executive téamsmunication, support) and sufficient
allocation of resources for (financial, techniogbgort, human capital) integration activities.

According to Marks and Mirvis, “when an executieam does not have the bench strength to
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free up key people for this [PMI role] assignmeéintan be an early warning sign that the
transition will not receive the resources necessasucceed” (2000, p. 38). Therefore, this
study’s finding also confirmed the existing litareg that emphasized the appointment of a
dedicated leader to manage integration activinesrder to increase the likelihood of merger
success (Ashkenas & Francis, 2000; Buono et &9;1Qovin et al., 1997; Marks & Mirvis,

2000; Shelton, 2003; Thach & Nyman, 2001).

Apart from the leader competencies examined byttbery, the findings of this sample
also suggested that beingll resourcedelped the PMI leaders in facilitating integratefforts
thereby contributing to their overall success. &mmple, sufficient availability of funding,
ready access to IT and other resources, cloutmitie organization (i.e., backing of CEO/Board
of Directors etc.), power influence and the leasleank among others helped elevate the PMI
leader’s perceived importance within the organarati This elevated status might have assisted
the leader in navigating the sometimes stiflingamigational practices (i.e., destructive

organizational politics) that could be especialigyalent during a merger.

The findings related to the El and culture specifigs of analysis also made
contributions to the integration leadership litarat The specific competencies and subscales
(Table 30) that formed the seven units of analgbibis study provided empirically validated
support to the notion that PMI leaders with thgsectic attributes influenced merger success
positively. Although much was written about theiwas competencies of PMI leaders, to the
best of the researcher’s knowledge, no study atieatp empirically test the leader

competencies against merger success.
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Table 30

El and culture unit competencies and subscales

Units of Analysis/Competencies Subscale competergie

1. Self-awareness Emotional self-awareness
Achievement orientation, adaptability,

2. Self-management : o
emotional self-control, positive outlook

3. Social awareness Empathy, organizational awasene

. . Conflict management, Coach & mentor,

4. Relationship management . Sm ;
influence, inspirational leadership, teamwork

5. Cognitive awareness of culture NA

6. Application of culture knowledge NA

7. Management of differences born out of NA

culture

Leader statements throughout this research indid¢atg all four leaders openly and
repeatedly discussed the presence of fear, tersti@ss, denial, and acts of self-preservation
during merger integration activities with the orgational members. This acknowledgement
and willingness to discuss the psychodynamics@tttange process might have brought on a
disarming or neutralizing quality to tfRMI leader - organizational member relationships.
These purposeful acts by the PMI leaders therefoght have helped increase the individual,
group and even organizational performance as thglitrhave reduced the likelihood of

destructive tension and covert processes that oadfohange efforts (Marshak, 2006).

In their work Nahavandi and Malekzadeh (1988), higifted that cultural integration
efforts ought to be highly scalable. They suggestat in a scenario where various subgroups
and subcultures exist within one organization, éi®srious subcultures must be understood by
the acquirer and that each may need to be manaifectdtly” (p. 86). All four leaders of this
study agreed that it was possible for multiple sitinces to exist within one organization thereby

complicating culture integration efforts. More sihieally, the culture related interview
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comments of leaders B and C demonstrated incidemese they communicated to the C-suite
leadership the need to pursue different levelautitice integration for different subgroups of the
acquired organization. While further investigatisas necessary to determine the leader’s
success in convincing the C-suite leadership isygng scalable culture integrations, the
comments acknowledged the PMI leader’s capacitgd¢ognize, understand and react to

complex culture integration nuances.

Much of the previous research primarily focusedhanfinancial outcomes when
examiningmerger successThe unit, merger success, as it was defineddeuTheoretical
Model sectionn this study, included the achievement of botlarficial and strategic goals. By
including both goals, the researcher attemptectlioehte the elements that formed the
overarching concept of merger success. Along thighLarsson et al., (2004) study, which
included a wider definition of merger success, thgearch also refined the definition and

measurement of merger success as it could be ndatlire academic research.

More often than not, the early phases of a mengghn as due diligence and negotiations
were conducted by a smalbre groupof individuals. As a result, the potential of gcoming
merger was kept a secret from the rest of the a@gaonal members for as long as practically
possible. Out of the four sample cases of thisaeh, only one PMI leader was included in the
due diligence and merger negotiation process. oflmer three leaders were brought into¢bes
group near the end of the negotiation process or befor®uncing the deal to the public. These
three leaders were disappointed by the lack of kedge transfer from the due diligence phase
to the integration phase. Collectively, they thht this knowledge transfer could have helped
them in planning the operational aspects of thegiration. For instance, the leaders felt that

having a seat at the core group from the onsetdvoave given them a chance to be educated
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early on about the acquired organization membetitsides and behaviors, formal and informal
aspects of the target organization, and the sitatagionales for the deal as uncovered during
due diligence phase. Moreover, the opportunityadicipate in meetings, discussions, and site
visits would have given these leaders a chancaitoapreliminary understanding of the target
organization and its culture early on. In effélog researcher recommended that the acquiring
organizations include integration leaders indbee merger group The advantages of early
diagnosis capacity (Marks & Mirvis, 2001; SirowerSRark, 2001) and predictive power of due
diligence activities (Cameron & Mora, 2003) wersoatliscussed in the current literature of

merger integration.

Comments of the leader and peer interviews througtiis research identified a theme
which spoke of the leader building trust and relahips with the members of the now
combined organization within and outside of higriat integration leader role. For example, the
integration team members who joined the acquirer disect result of an acquisition spoke of
specific instances where the PMI leaders went bhisoway to form bonds with them as well as
other acquired company members. According to MgG@r¢2006) one of the assumptions of
Theory Ystated that the knowledge to overcome organizatiproblems is widely distributed in
the population [of the organization]. The PMI le&d ability to build trust and gain the respect
of all levels of the acquired company members mingivie afforded him the capacity to tap into
this collective problem solving ability. The abylito form a coalition of support therefore might

have enabled the leader to work pass impedimemisgdonerger integration efforts.
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The proactive efforts taken by the PMI leadersutdarust and form mutual respect for
each other were not limited only to members ofdbguired organization. Peers who were
veteran members of the acquiring organizations @ésaribed how the PMI leaders made time
to strengthen one-on-one relationships with thegration team members in and outside of the
formal role as a leader. Some peer interview states even suggested that the PMI leaders
assumed the role of supporting individuals experrenchange whether or not they were part of

the integration team. In one instance peer A2dttie following:

“[Leader A] pushed us to do our best. Once | waxy ¢lose to a nervous breakdown
[while managing a merger related conflict] andihkhhe knew it too. He invited me out
for a beer after work one day and we talked. regpted that he eased off on the
pressure a bit after our talk. | was able to regrand later give it my all. | know it's
hard on him too [as] there’s so much to do in atstimeline” (Peer A2, personal

communication March 9, 2012).

The findings from this sample suggest that thed€advillingness to engage with the
integration team in and out of his formal role las PMI leader as well as the support provided to
the individuals undergoing change had contributelli$ overall effectiveness in facilitating
integration activities. This finding was considteth the extant literature that also identified
similar actions by the PMI leaders as a means twag@complex personnel dynamics during
merger integration activities (Ashkenas & Fran2300; Buono & Bowditch, 1989; Marks &
Mirvis, 2000; Shelton, 2003). PMI leaders therefplayed an important role in supporting

organizational members during change.



144

One final observation of the findings in generabwlaat all leaders not only
demonstrated higher than average competency Ibuellso mindfully and strategically
incorporated their skills when executing variouggnation related tasks. Among few of the
processes through which the PMI leaders executadsgkills included; a) modeling the way, b)
incorporating humor into work when appropriatepaying attention to and addressing tacit and
explicit mental and emotional processes at playpei)g open to meet in the middle (i.e., during
conflict) and e) establishing ground rules wherkliag difficult situations. Furthermore, each
leader appeared to have a clear understanding obla as it related to the organizational
goal(s). The combination of competence, perceimhapplication likely increased the leader

effectiveness thereby positively influencing thergee.

Critical Reflection on the Theory

While this study’s findings determined the propo#ezbry to be supported, this section
was dedicated to discuss three critical observatidithe aforementioned conclusion. In the
following, the predictive value of the theory wasalissed using the theory development method
utilized in this study. In addition, other liketpntributors that might have enabled the support
for this study’s theory were addressed. Lastlg,ttieory’s claim with respect to the higher than

average competency level was discussed focusifitg onportance given the observed results.

First, as was articulated in the Methodology chajhe researcher utilized Dubin’s
theory building method to construct this study’'sdty. As noted by Dubin (1976), one of the
key features of the theory development processtavaentify theboundariesof the proposetheory.
He stated that “theories have a domain over whiely eire expected to mirror the empirical

world. Beyond that domain it may be problemati¢caghether the theory holds” (Dubin, 1976,
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p. 27). This study identified folnoundarieso the theory, within which the seven units
interacted in the predicted pattern. As such, evttils study’s theory was found to be supported,
it may remain so only within the domain identifietlich included the following: a) the
acquiring organization appointed a dedicated Plsldiéz with proven managerial skills, b) the
leader had both the responsibility and authoritgnke integration related decisions, c) the
leader received sufficient financial, HR and teclahresources to implement his duties, and d)
the executive team supported the integration effo8ince alboundariesdentified were
satisfied by all four cases of this study, the aesleer could only predict that this study’s theory
holds true within the specified empirical domaifherefore, this study’s theory may not be
considered supported beyond the specificationsetbdundariesbecause “ it may not be at all
clear that the units [of the theory] will continteeinteract by the specified law, or that all units

will remain in the system, or even that system wathain intact” (Dubin, 1976, p. 28).

Second, théoundaryfeatures identified above might have assistedgbhbzation of
support for this study’s theory. For example fallr leaders indicated that they had direct access
to the C-suite leadership and they supported aathpioned his integration efforts. The power-
influence of the PMI leader as well as the C-sla@igelership might have contributed to the PMI
leader’s overall ability to influence merger suseSimilarly, the consistent cross-case theme of
sufficient resource availability (finances, HR,hawal) also might have assisted the
effectiveness of PMI leader integration efforta.atdition, the pattern of other PMI leader skills
identified during data analysis phase such aspetepnal skills, negotiation skills,
trustworthiness and ability to see the bigger peetmight also have contributed favorably to the
support of the theory. Although these additioraltéires do not diminish the important role

played by the PMI leader competencies specifiagdiytified in this study’s theory, it can be
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reasonably argued that they too directly or indiyecontributed to the overall support of the

theory.

Third, Dubin’slaws of interactiorbuilt into this study’s theory indicated that iagvthe
PMI leaders’ higher than average levels of selentpetencies that helped influence merger
success. According to the results analysis caitediopted for the El related units, the higher
than average competency level was determined empease study with aaggregate score
(i.e., PMI leader specific aggregate score) that alzove the validated multi-rater ESCI
aggregate normAlthough all case study results indicateghregate scoreabove theggregate
norm, the spatial distance of the results comparetidaggregate nornvaried as shown in

Figure 9 below.
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Figure 9. Z-test results of El specific units of analysis

The above graph plotted the z-scores obtainedIfepé&cific units of analysis. Each
guadrant is represented by one of the four El wifiemalysis. Within each quadrant, the four
cases are identified as follows: Case 1 = C-1, Qas€-2, etc. The x axis was represented by
the z-scores while the area of statistical sigarie (i.e.o. = 0.05) was identified in the green
shaded area under the normal distribution. Theeggde norm was represented by the vertical
line intersecting z-score of zero. As demonstratethe graphical representation in Figure 9
above, some leaders clearly demonstrated compekevelg much higher than tlaggregate

normwhile others surpassed the said average barélyysnerically higher nevertheless.

The above variability therefore suggest the polfsilthat perhaps even PMI leaders with
average levels of competency might also be ahbieflicence merger success. In addition, one

might also argue whether the requisite higher tharage competency levels claimed by the
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theory indeed was a dominant requirement in inftirggn merger success. These questions were
not addressed by this research. Therefore, ond oot truthfully predict that the theory as it
stands accurately represent the empirical worldis $tudy’s theory however, “does link in some
way within the empirical domain. The knowledgelté phenomenon being modeled is

contained in the theory, not in the empirical wd(ldubin, 1978, p. 231).

Per Dubin (1976), a theory is a conceptual sinmgdifon of a phenomenon observed in
the complex real world. During the theory buildpigcess the researcher, “tries to make sense
out of the observable world by ordering the relaiips among elements [units] that constitute
the theorist’s focus of attention”(1976, p. 26)aege elements or units were factors that the
researcher assumed to be interrelated in the m@dd wThe theory building requirements of a)
the simplification of a complex phenomenon, anthi)inclusion of informed guesses of the
elements which constituted the phenomenon, alstylifosed limitations to the empirical
validity of the theory in the real world. Althoughe shortcomings outlined above led to
guestion the empirical “validity” of this study’sdory beyond itboundariesit did help provide

an explanation of the “process” by which the pheanom manifested in the complex real world.

Research Implications for Organization Development

Organization Development (OD) concerns itself vithcess conscious planned change
(Cummings & Worley, 2005; Marshak, 2005; Vaill, Z)0 The intent of OD therefore, was to
apply and transfer behavioral science knowledgeséiidto the organization so that it (i.e.
organization) as a system was more capable ofingrout planned change. One of the tasks of
this research was to identify the processes; @raftsubtle, a PMI leader might have utilized to

influence merger success. More specifically, toestested how the PMI leaders’ Emotional
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Intelligence and their culture specific competeadrgluence merger success. The findings
indicated that the confluence of the above statedpetencies enabled the leader to notice,
identify, relate and respond to the complex demanadserger integration activities. From an
OD theory perspective, this study’s findings pravidsights into the PMI leadership process by

isolating specific channels through which the pesiinfluence was transmitted.

This research also made a number of practical iborimns to OD. The supported theory
indicated that the culture specific competenciethefleaders helped influence merger success.
Although further research is necessary to valitiateinterrelationship, this study’s findings
could be used to assess the areas of cultureaddéstming and development needs of PMI
leaders within organizations. For example, tamjetdture related training assistance provided
to PMI leaders prior to or during the merger inggigm would help increase the leader’s capacity

to address culture issues thereby increasing theces of merger success.

From a business practice standpoint, OD practitonere engaged in merger integration
planning to a) ensure alignment with corporate gl&) attract high levels of employee
participation, and c) provide transition assistams@eeded (Cummings & Worley, 2005).
According to the interview comments throughout tieisearch, OD’s contribution to merger
integration appeared to be transactional in natimere the OD practitioners came in and out of
the merger integration life cycle to provide spiecissistance. This suggested the possibility
that, at least for the cases of this study, ODllspgotential was not leveraged to benefit merger
integration efforts. OD practitioners could as&istl leaders in a variety of activities which
might help ensure the success of the integrati@r.example, during the early phases of the
integration, the OD practitioners could assistRMI leader in assessing the managerial,

organizational and cultural components of the irgggn action plan. Moreover, the
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practitioner’s expertise might also be leveragedaiduct evaluations of the overall integration
effort in an attempt to identify and learn areagfféctiveness and improvement. It is hoped that
this research encouraged merging organizationnsider including OD practitioners to assist

the PMI leaders on a full-time basis.

Mergers and their follow-on integrations are ofterught with tension among
organizational members of the acquired and acquonganizations (Appelbaum, Gandell,
Shapiro, Belisle, & Hoeven, 2000; Buono, 2003; Marko99; Marks & Mirvis, 2000;
Tannenbaum & Hanna, 1985). Both PMI leaders hadpidid in this research and those in extant
literature demonstrated that these leaders prowedeational support for the organizational
members in order for them to cope with the paiefgeriences that were at times associated
with the merger integration activities. While PMaders were a source of support for others, the
leaders themselves might not have received theossufhiey also needed. For example,
constantly giving support and keeping some levelistance from the emotionally painful
processes in order to maintain the larger perspeofileadingthe integration, might cause the
PMI leaders stress and tension. OD professioaafggcially internal OD could assist the PMI
leaders as a source of mutual learning and supgeot. instance the OD professionals could
support PMI leaders by being available to “give captual and emotional support and serve as a

sounding board for ideas and problems” (Cumming&/&ley, 2005, p. 170).

The PMI leader competencies identified in the eliggrature closely resembled some of
the skills and characteristics of OD practitioneffie ability to facilitate concurrent
interventions, communicate implications of systéheory, interpersonally relate to others,
facilitate complex emotional patterns as well agigpgative decision-making processes were

some of the OD competencies identified by the Omgdion Development Network (Sullivan,
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Rothwell, & Worley, 2001). When observed withire ttontext of mergers and acquisitions, the
skills and characteristics of OD practitioners appd instrumental in facilitating post-merger

integration and influencing merger success. A$istis research provided an ancillary benefit
to the OD community by highlighting the unique estge of its practitioners in being capable of

playing a key role in leading post-merger integnadi

Lastly, this study was an example of how OD theagt practice could be incorporated
into other disciplines (i.e., business) in ordeethance overall organizational performance.
This study addressed what was perceived as a lsssiekated subject matter, PMI leadership
and merger success, from an OD point of view. Adiog to some leading scholars and
practitioners of OD, the field of OD as whole waarginalized by the modern business
community due to its perceived inability to reinvéself from the classical roots (Bradford &
Burke, 2005). “The principles and premise<laissical ODwere first developed in the 1950s to
1970s and they took on more humanistic values htité attention given to business values”
(Marshak, 2005, p. 37). Some scholars engagednvitie debate of reinventing OD suggested
possible ways in which to bring OD back to the fiaret, in particular within the business field.
One such scholar, Marshak (2005), suggested thenopftintentionally creating and
legitimizing neoclassical OD Neoclassical ODcontinued to maintain the objectivist, action
research traditions alassical ODwhile augmenting some of the original humanistitues
with business values and processes. For examplisidk believed that such an updating and
rebalancing of classical OD might make it closeibiat not identical with, change management
(2005, p. 39). With its focus on both OD and bassfields, this study fell within the definition
of neoclassical ODbecausehe study focused on the humanistic values withéndomains of El

and culture while also exploring their connectiorhe business process of re-configuring an
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organization for success after a merger. There&ira macro level, this study could be
considered as one of the examples of how OD cosito be important within the business

community in itsneoclassicaform.

Limitations

This research suffers from the limitation thatntyostudied one factor (i.e. PMI leader)
that contributed to merger success. Merger suagassiot exclusively a matter of leadership
merit as it could be attributable to multiple fasto Other reasons for success might include the
payment of appropriate deal price, prudent cash-a®dncing, clear relation to core business
strategy, adequate due diligence, CEO/Board badkinigtegration activities, authority and
availability of resources for the integration teata. As Gladwell (2008) wrote, the reality of

success takes a biologist’s notion of an organisch shat;

The tallest oak in the forest was the tallest net pecause it grew from the hardiest of
acorn; it was the tallest also because no othes toéocked its sunlight, the soil around it
was deep and rich, no rabbit chewed through itk &aa sapling, and no lumberjack cut

it down before it matured. (p. 19)

While better merger success could be achieveddgppointment of the right kind of
integration leader (i.e., hardy acorn), it remaing/ one of the multitude of factors that might
have contributed to merger success. As suchntekir only one contributor of success (i.e.,

integration leadership) was an important limitatodrihe study.

Another limitation stemmed from theerger succesdefinition utilized by the
researcher. As described in the methodology sediis research adopted a broad definition of

merger success by including both financial andeiia outcomes as empirical evidence for
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success. Some may view this perspective as ationtfavoring the measurement of merger
success only using financial metrics. Furthermone of the success measurement criteria,
strategic (non-financial) outcomes, was analyzedparing thestated goalsgainst itaactual
attainment This required the researcher to accepsthted goal®f the merger, as espoused by
the organizational members, at its face value had proceed to observe a pattern for its
achievement. It was inherently difficult to pogdly identify if the organizationatated goals
were in fact itsactual goals Therefore, this lack of clarity of the truthfelss of the success

outcomes measured also posed a limitation to ésisarch.

A third limitation occurred during one of the dati@alysis steps of the culture specific
competencies. During the open-ended question sisgifrase, the researcher utilized a scoring
and interpreting method which was described in ApjpeK. A maximum score of 4 points
were assigned to each open-ended question. Fewespked questions were posed and scored
in such a way that each relevant response waséveel point each. For example, the question
“How much learning about culture have you had mphst?” could generate relevant responses
such as the number of years of formal educatiaejda travel, foreign friends, reading books,
interest in international business, workshops, lsp@@ther language etc. There were instances
where interview participants identified multipletbiese response options available thus
accumulated points greater than the maximum allofvedints. As such, the response scoring
method applied to some of the open-ended quespiatentially confined a given participant’s
ability to score more points. This researchersiofto apply a consistent scoring method
across all questions (i.e., open-ended and Likieerefore, might have caused a limitation of this

study.
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In addition, the retrospective bias posed a linatain this study. For example, some of
the leaders and peers were asked to recall pastsaweorder to assess the competencies after
the integration took place. To mitigate theseessilne study focused on recent integration
efforts and triangulated data collection effortaakhinclude in-period document analysis where
available. The acquisitions presented within thges of this study took place between the years

of 2008 and 2010.

Some elements of the demographic similarities efpthimary study participants might
also pose another limitation to the current studlg.was described in Table 10 all four cases
examined PMI leaders who were male. Furthermbregtout of the four PMI leaders were
Caucasian, represented the functional area of HRnane located in a mid-western state. As
such it is likely that this study’s sample was reyiresentative of the PMI leader population in
the real world. While the researcher neither guaited nor foresaw this pattern at the time of
data collection, future research might consideragnaphic diversity of research participant as

part of the case selection criteria.

Finally, from a research design methodology aspketfindings are only generalizable
to the theory tested thus creating a limitatioer ¥Yin, even a multiple case study designs which
followed aliteral replication logic do not representsampleas defined in natural sciences.
Thus case study findings are “generalizable tortexal propositions and not to populations or

universes” (Yin, 2009, p. 15).

Suggestions for Future Research
As was mentioned earlier, research findings basetti® case study methodology are

only generalizable to the sample used (Yin, 2000)order for this study’s theory to be
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considered more robust, it should be tested agangua variety of other merger integration
efforts. By using similar multiple case study aadults analysis criteria future studies could
replicate this research in order to test the vagdhe current study’s results. Researchers may
also want to a) increase the number of peer ppatits per leader, b) include merger integrations
across a variety of industries, and c¢) study PMti&s whose functional area of expertise was
not HR. It is also hoped that other researcheligaithis study’s theory as a mere starting point

for developing more sophisticated theoretical medel

Future research may also consider studying the hwmoatribution to merger failure
from the perspective of a PMI leaddduman contributiormay be defined as managerial and
leadership decisions and inactions that led to ereeglure. For the researcher, it is imperative
that the focus be cast wider to include the peegbrontributions to failure (i.e., decisions and
inactions) by PMI leaders as well as other orgdiupal leaders alike. This wider scope might
help defuse the likely unwillingness to discustutais thus encouraging the participation in the
proposed study. Understanding the human contdbstio failure from a PMI leader perspective
was important because he or she was likely to geomiore contextual detail of the human
contributions from the acquirer and acquired conydeame of reference. This more descriptive
detail might help uncover areas of additional plagrand attention during merger integration
activities. The potential findings of such a studgy prove useful to the business community

and the OD field.

Another recommendation for future study includeel @nalysis of a successful merger
which also had a PMI leader with the specific footisvaluating the integration process in its
entirety. The focus of the study might be learrang identifying a) what of the planned

integration went well, b) what went wrong, c) hdve unexpected negative events were handled
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including the impact of the resolution on the imtgmn, and d) takeaways for the future
integration efforts. Such a study could serve ipl@tpurposes. From a researcher standpoint, a
study with this focus might ease the entry intaeganization to study the integration process.
At least according to this researcher’s experiega#ing access into organizations to study
merger integration efforts were often met with erie scrutiny. If a study, such as the one
proposed was undertaken, the OD researcher miginiexr not only the PMI leader
effectiveness but also what other factors that triggd to the merger success. From an
organization’s point of view, the proposed studgu® of “evaluating the merger integration
effort” might also be appealing, because it produdieect benefits for the organization in the
form of a review of their integration effort thaight include valuable insights for future use,

and identify areas that might still need ongoinggnation attention.

A study of the career trajectory of PMI leadergatheir integration roles might also
benefit the career development and talent managesmeas within OD. Although the strategic
importance of the PMI role was established, onehirsgll be curious in knowing what happens
to the leaders once the integration was complalelaare were no mergers on the horizon.
According to most leaders in this study sample& 2 years after the integration assignment,
PMI leaders re-assumed their previous responsdsilds leaders in the respective HR or finance
areas. Other leaders continued on in the PMI menrade due to changes in organizational
design of that acquirer. The specific researatr@sts might include) how does the PMI role
help or hinder the individual career advancemeeaders, b) PMI leader turnover, c) what

could OD as a field do to help organizations fohereffectiveness of PMI role assignments?
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Conclusion

Finally, the theory tested in this research wasigogily supported by a sample of four
case studies. The findings indicated that PMIéesicemotional intelligence and their culture
specific competencies positively influenced meigarcess. During the course of this study, the
researcher also uncovered data, other than the sewves of analysis of the theory, which might
have contributed to the overall support of the thieddowever, higher levels of competencies
identified did serve as a pre-condition that insezhthe leaders’ capacity to influence merger
success. From a theoretical standpoint, this stodyributes to the PMI leader literature by
empirically testing the validity of the charactéids of successful PMI leaders. The practical
implications of this work included the (re)confirtizan of the importance of PMI leader role in
effectively managing integrations and offering amp@ically tested list of competencies that
might assist in appointing PMI leaders. M&A coni@s to be an important tool of corporate
growth strategy. This research offered some aghteninsights into how human capital, by way

of competent PMI leaders, could be leveraged tlizeethe expected synergies of a merger.
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Appendices

Appendix A Lead Participant Recruitment E-mail

Email #1

Dear [Participant’s name],

My name is Asha Prasangi De Alwis and | am a dettandidate in Organization Development
at the University of St. Thomas. | first made yaaquaintance at the Conference Board’s 2010
Post Merger Integration Conference. | am contgcjiou to ask if you would be interested in
participating in my research.

My dissertation topic is post-merger integratioadership. In particular, the study | conduct
theorizes that integration leaders with certaiecetompetencies are likely to influence merger
success. The two competency categories of intarest) emotional intelligence; which research
indicates to be a distinguishing characteristiefééctive leaders, and b) culture specific
competencies; which research suggests are higbklyedeof integration leaders.

In order to continue with the investigation, | amsearch of post-merger integration leaders. |
invite you to participate in this research. Pgvaats will be asked to do the following:

1. Complete a 360 degree emotional intelligenceeyu(30-40 minutes)

2. Participate in an interview (60-90 minutes)

3. Nominate at least four peers, colleagues or cosve who would be invited for an
interview (30-60 minutes) and as survey participant

4, Provide a copy of the job description, organdzedl structure etc. for analysis purposes
only (Optional)

Your participation in this study is entirely volany; you can choose to withdraw any time
before or during the interview. If you choose #stipate in the study, you will be provided a
copy of your Emotional Intelligence survey results.

Please reply to the email indicating whether orymat will be able to participate. Upon receipt
of your favorable response, you will be sent a cofpiye letter of consent for your review.

| am looking forward to working with you in this @kng research study.
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A brief description of my background is attachedhis email, and please do not hesitate to
contact me in case you have further questions.

Thank you.

Asha Prasangi De Alwis

Doctoral Candidate

aade@stthomas.edu

651-494-4851

Dept. of Organization Learning & Development

Email #2

Dear [Participant’s name],
Thank you for agreeing to participate in my reskar@am looking forward to working with you.

As the first step in this process, please reviemattached Letter of Consent form. | will get in
touch with you to discuss and answer any quesgionsnay have on it. Upon completion of our
conversation, please return a paper or electrapyg of the signed form.

At this time | would like to arrange a time for timerview (60-90 minutes) within the next three
weeks. Please let me know what time works besgdar If your schedule will not allow you to
participate within this time frame, please let nm@w and | will find a better time to fit your
schedule.

As mentioned in my earlier e-mail, | need to haweeas to at least four of your peers, colleagues
or co-workers who are aware of your work. | woafipreciate it if you would please provide

me the contact information (e-mail and/or phonehefcolleagues of your choosing. | will
engage them to complete the multi-rater portiothefsurvey and participate in a brief interview.

Again, it is an honor to have you as a participanhis study.
Thank you.

Asha Prasangi De Alwis

Doctoral Candidate

aade@stthomas.edu

651-494-4851

Dept. of Organization Learning & Development
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Email #3

Dear [Participant’s name],

Thank you for agreeing to participate in my reskar@am looking forward to working with you.
Please click on the secured URL below which wHetgou to the Emotional Intelligence
Survey. The survey is estimated to take 30-40msut would appreciate you completing the
survey within the next two weeks.

[Place link here]

Again, | really appreciate your time and it is ambr to have you as a participant in this study.
Thank you.

Asha Prasangi De Alwis

Doctoral Candidate

aade@stthomas.edu

651-494-4851
Dept. of Organization Learning & Development



173

Appendix B Multi-rater Participant Recruitment E-mail

Email #4

Dear [Multi-rater participant’'s name],

My name is Asha Prasangi De Alwis and | receivedrymntact information from [Lead
participant’s name]. | am a doctoral candidat®rganization Development at the University of
St. Thomas. | am contacting you to ask if you widug interested in participating in my
research. Your valuable contribution will be ie ttapacity of [Lead participant’s name] peers.

My dissertation topic is post-merger integratioadership. In particular, the study | conduct
theorizes that integration leaders with certaiecdetompetencies are likely to influence merger
success. The two competency categories of intarest) emotional intelligence; which research
indicates to be a distinguishing characteristiefédctive leaders, and b) culture specific
competencies; which research suggests are higbklyedeof integration leaders.

In order to continue with the investigation, | amsearch of peers of post-merger integration
leaders. | invite you to participate in this resba You will be asked to do the following:

1. Complete a multi-rater portion of an emotiomaéiligence survey (30-40 minutes)

2. Participate in an interview (30-60 minutes)

Your participation in this study is entirely volany; you can choose to withdraw any time.

Also, I will not disclose to [Lead participant'sma] whether or not you participated in the study
UNLESS, you would like to be identified. The redsof this study will be kept confidential.
Thus, any report | generate will not include infatron that will make it possible to identify you
in any way.

Please reply to the email indicating whether orymat will be able to participate. Upon receipt
of your favorable response, you will be sent a cofpihe letter of consent for review.

| am looking forward to working with you in this €kng research study.

A brief description of my background is attachedhis email, and please do not hesitate to
contact me in case you have further questions.

Thank you.

Asha Prasangi De Alwis
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Doctoral Candidate

aade@stthomas.edu

651-494-4851

Dept. of Organization Learning & Development

Email #5

Dear [Multi-rater participant’'s name],
Thank you for agreeing to participate in my reskar@am looking forward to working with you.

As the first step in this process, please reviemditached Letter of Consent form. | will getin
touch with you to discuss and answer any quesgionsnay have on it. Upon completion of our
conversation, please return a paper or electrapyg of the signed form.

At this time | would like to arrange a time for timerview (30-60 minutes) within the next three
weeks. Please let me know what time works besgdar If your schedule will not allow you to
participate within this time frame, please let nm@w and | will find a better time to fit your
schedule.

Again, it is an honor to have you as a participarthis study.
Thank you.

Asha Prasangi De Alwis

Doctoral Candidate

aade@stthomas.edu

651-494-4851

Dept. of Organization Learning & Development

Email #6
Dear [Multi-rater participant’'s name],
Thank you for agreeing to participate in my reskar@am looking forward to working with you.
Please click on the secured URL below which whetgou to the multi-rater portion of the

Emotional Intelligence Survey. You will be askedotease complete the survey from the
perspective of how you perceive [Lead participandse] in his/her capacity of work. The
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survey is estimated to take 30-40 minutes. | wayddreciate you completing the survey within
the next two weeks.

[Place link here]

Again, | really appreciate your time and it is anbr to have you as a participant in this study.
Thank you.

Asha Prasangi De Alwis

Doctoral Candidate

aade@stthomas.edu

651-494-4851
Dept. of Organization Learning & Development
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Appendix C Lead participant Consent Form
My name is Asha Prasangi De Alwis, doctoral can@idar a degree in Organization
Development at the University of St. Thomas. l@nducting a study about select
competencies of Post-Merger Integration (PMI) lea@dad their potential influence on merger
success. | am requesting your participation is study. You have been chosen as a member of
an exceptional group of leaders who have had esmpegiin merger integration activities. |

invite you to participate in this research.

Background Information: The purpose of this study is to investigate if Rééders
with select competencies are more capable of ggithie multi-faceted post integration
activities, thereby increasing the likelihood ofnger success. The two PMI leader competency

areas of interest include Emotional Intelligencd aelect culture specific competencies.

Procedures:Participation in this study will involve complegran Emotional
Intelligence survey, estimated to take 30-40 misyuded participation in an interview. The
interview is estimated to take 60-90 minutes. rineavs will be conducted face-to-face where
possible, via phone or web conferencing per théepgace of the participant. You will be asked
to identify several peers, direct reports or suggerwho are aware of your work. These
individuals will be potential study participants evivill complete a survey and an interview.
They too will be given an overview of the reseaaal the voluntary nature of participation. In
order to maintain confidentiality, the informatias to which of the peers, direct reports or
superiors accepted the invitation will not be sdaxgth you. Additionally, if possible, | would
like to request documents such as the job desaniptine organizational structure (ex: org chart)
and vision/mission of the integration group. Tin®rmation will only be used for data analysis

purposes.
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Benefits & Risks of Being in the Study:Although there may be no direct benefit to you,
you do have the opportunity to receive personaliesdlts of your Emotional Intelligence

survey. There are no anticipated risks of beiniii; study.

Confidentiality: All surveys and interview notes will remain cordidial, only observed
by the researcher. Any paper based data sucmadsvhitien notes during the interviews will be
kept in a locked file cabinet to which | have thdyokey. Electronic data such as completed
web-surveys will be kept in a password securedgpaishome computer. Each participant will
be given a pseudonym. The list linking you as digpant to a pseudonym will be kept in a
separate locked file cabinet to which | have thly &ay. The results of the research study may
be published. Be assured that in any publishedldindings and analysis, you and your
organization will be identified in general and nattributable terms in order to protect
anonymity and privacy. When referencing you asssarch participant, | will do so through the

use of a pseudonym.

Voluntary Nature of the Study: Your participation in this study is entirely volany.
Refusal to participate or discontinuing in the studll not affect your current or future relations
with any cooperating institutions or the UniversifySt. Thomas. If you decide to participate,
you are free to withdraw at any time without pepalShould you decide to withdraw, any data

collected from you will not be used.

Contacts and Questionsif you have further questions, you may reach melmgne
(651-494-4851) or e-mail (aade@sttthomas.eduyoufhave further concerns, you may reach

my advisor, Dr. John P. Conbere, by phone (651-88%) or e-malil
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(jpconbere@stthomas.edu). You may also contadttineersity of St. Thomas Institutional

Review Board at 651-962-5341 with any questionsomicerns.

You will be given a copy of this form to keep for gur records.

Statement of Consentl have read the above information. My questiongeHzeen

answered to my satisfaction. | consent to partteipathe study.

| [_] grant] ] withhold (please select one of the proceedingnsion to audio tape the

interview. Interviews are taped solely for thegmse of analyzing themes.

Signature of Study Participant Date

Signature of Researcher Date
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Appendix D Multi-rater Participant Consent Form
My name is Asha Prasangi De Alwis, doctoral candider a degree in Organization
Development at the University of St. Thomas. l@nducting a study about select
competencies of Post-Merger Integration (PMI) lea@dad their potential influence on merger
success. | am requesting your participation is siudy. At my request, your colleague [lead
participant’s name] has identified you as a posmtiember to contribute your input my study. |

invite you to participate in this research.

Background Information: The purpose of this study is to investigate if Rééders
with select competencies are more capable of ggithie multi-faceted post integration
activities, thereby increasing the likelihood ofnger success. The two PMI leader competency

areas of interest include Emotional Intelligencd aelect culture specific competencies.

Procedures:Participation in this study will involve complegra multi-rater portion of
an Emotional Intelligence survey, estimated to 8B&0 minutes, and participation in an
interview. You will be asked to please complete $hrvey from the perspective of how you
perceive [Lead participant’s name] in his/her cayaaf work. The interview is estimated to
take 30-60 minutes. Interviews will be conductadefto-face where possible, via phone or web
conferencing per the preference of the participdiite information as to which of the peers,

direct reports or superiors accepted the invitaidhnot be shared with you.

Benefits & Risks of Being in the Study:Although there may be no direct benefit to you,
you do have the opportunity to receive personaliesdlts of your Emotional Intelligence

survey. There are no anticipated risks of beinhiis study.
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Confidentiality: | will not disclose to [Lead participant’s nameh&ther or not you
participated in the study UNLESS you would likebidentified. All surveys and interview
notes will remain confidential, only observed bg tiesearcher. Any paper based data such as
handwritten notes during the interviews will be kepa locked file cabinet to which | have the
only key. Electronic data such as completed weliesis will be kept in a password secured
personal home computer. Each participant will vegia pseudonym. The list linking you as a
participant to a pseudonym will be kept in a sefgal@cked file cabinet to which | have the only
key. The results of the research study may be ghiydi. Be assured that in any published study
findings and analysis, you and your organizatiolh lvg identified in general and non-
attributable terms in order to protect anonymitg @anvacy. When referencing you as a research

participant, | will do so through the use of a p@uym.

Voluntary Nature of the Study: Your participation in this study is entirely vobany.
Refusal to participate or discontinuing in the studll not affect your current or future relations
with any cooperating institutions or the UniversifySt. Thomas. If you decide to participate,
you are free to withdraw at any time without pepalBhould you decide to withdraw, any data

collected from you will not be used.

Contacts and Questionsif you have further questions, you may reach melmgne
(651-494-4851) or e-mail (aade@sttthomas.eduyoufhave further concerns, you may reach
my advisor, Dr. John P. Conbere, by phone (65148656) or e-mail
(jpconbere@stthomas.edu). You may also contadtiieersity of St. Thomas Institutional

Review Board at 651-962-5341 with any questionsomicerns.

You will be given a copy of this form to keep for gur records.
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Statement of Consentl have read the above information. My questionghzeen

answered to my satisfaction. | consent to partieipathe study.

| [_] grant] ] withhold (please select one of the proceedingnssion to audio tape the

interview. Interviews are taped solely for thegmsge of analyzing themes.

Signature of Study Participant Date

Signature of Researcher Date
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Appendix E PMI Leader Interview Guide
The questionnaire below guided the semi-structtaed to face interview with the PMI
leaders. Aside from the open-ended questionggdearcher also incorporated pertinent Likert
scaled questions. The Likert questions also acanmmp the possibility to include comments

which facilitated further probing as needed.

Cognitive awareness of cultureThe questions within this unit of analysis atteaaipto
identify the depth and scope of the PMI leadertsliactual grasp of the concept organizational
culture. In other words the questions were desigaaliscern the leader’s conscious ability to
process organizational culture related contenchipestion was designed to address an aspect
of organizational culture. The researcher deerneskt aspects important in order to consider the

PMI leader to be adept in culture specific compeatin the context of M&A.
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No

Questions addressing Cognitive awareness of aule

How much learning about “culture” have you hadhe past?

1 | (Probing reference: foreign travel, foreign friendsading books, interest in internationa
business, workshops, speak another language?)

2 How would you define culture?
(Probing ideas: What comes to mind when you thinutture?)
What authors who write about culture have you read?

3 | (Probing reference: Schein, Hofstede, Trompenddastn etc., What do you think of
“AUTHOR NAME HEERE” ideas on culture?)
How do you understand the term “cultural lens”?

4 | (Probing reference: Cultural lens = A frameworlotigh which individuals/groups
interpret, interact with, and make sense of replity

5 What do you think about leadership’s role in trepculture?

6 What would be the advantages of cultural integmn&t

7 What would be the disadvantages of cultural iraegn?

Application of culture knowledge. The questions related to this unit of analysis

attempted to discern whether or not the PMI leades capable of turning his cognitive

awareness of organizational culture into actiorthiwithe context of post-merger integration

activities. Some guestions were designed to aslsedsvel of various skills possessed by the

leader. ldentifying these skills was deemed ingodras they help translate culture knowledge

into action (i.e., communication and interpersaidlls, adaptability etc.).
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No

Likert questions addressing Application of culture
knowledge

Strongly
disagree

Disagree

Not sure

Agree

Strongly
agree

Comments

| communicate to the upper management the powerfu
influence of culture on the merger success

| encourage all organizational members to havaope
discussion of organizational cultural differenced ¢heir
influences on the merger integration process

10

| spend time to understand why certain customs and
traditions are important to the acquired organarati

11

| take time to explain why certain customs anditrails
are important to the acquiring organization

12

| try to discern the unspoken beliefs and values th
people have within the acquiring organization

13

| make an effort to build trust, show respect, and
cultivate relationships with members of the acagri
organization

14

| adjust my communication style according to thedse
of the different organizational cultures

(Probing reference: oral/interpersonal, writtentiat
documentation, and electronic. Also tone, speed an
accent)

15

| am capable of recognizing and accepting different
values from different culture backgrounds

16

| am confident that | can deal well with people and
organizations that are different

17

Cultural due diligence and cultural integration are
integral activities included in this organizatiopgst-
merger integration process

Note: Cultural due diligence = Culture specific ezsch
and analysis activities undertaken during the eathase

of M&A.
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No | Open-ended questions addressing Application ofitture knowledge

In the context of integration activities how areatgodetermined? (i.e., consensus, top

18 down)

What are some of the basic skills you find to befulsvhen approaching cultural

19 integration activities?

a) How do you inform people of change?
(Probing reference: meetings, communiqués, infogagierings etc.)

b) Thinking back to the contents of those “method€du® inform people of change,
what would you say is the emphasis mostly on?
(Probing reference: only the upcoming change itéekincial and/or all aspects of the
operations, acknowledgement of the emotional tiothange)

20

Managing differences born out of culture. The questions within this unit of analysis
attempted to address whether or not the leaderefgtand consistently managed culture induced
differences. Some questions were also designeldetck whether the leader was aware of the
realities such as the amount of time and patieegeired to address issues born out of culture

while also knowing that the differences may nofully resolved.
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No

Likert questions addressing Management of
differences born out of culture

Strongly
disagree

Disagree

Not sure

Agree

Strongly
agree

Comments

21

Culture related differences that arise during irdégn
activities are discussed with due respect andatglic

22

Upon confronting obstacles, setbacks or even &ilur
am able to reengage in attempting to reconcile
differences

23

Conflicts due to cultural differences sometimes maly
be resolved but always may be managed

24

Culture only changes slowly

25

An organizational culture that is managed t@abaptive
and flexibleoutperforms one that is managed tesbeng
and rigid.

26

To effectively integrate organizational cultureasdeal
with all aspects of organizational life such asngy
firing, incentives and compensation, decision mgkin
organizational structure, polices, procedures,reldyy,
workflow, management and leadership styles, prases
and measures (Note: the idea behind this is thHatreus
pervasive and cannot be managed in isolation)

No

Open-ended questions addressing Management offdrences born out of culture

27

How are decisions about cultural integration bemayle at your organization?

(Probing reference: Want to know if managers makekgdecisions and try to sell others
on their merits OR do they take time upfront toldgobnsensus and then implement the

relatively quickly?)

m

28

Most mergers fail when it comes to realizing expdaynergies and often associate

cultural differences as the cause. Why is it diffi to achieve cultural integration in

M&A?

29

What are some strategies you have used to meitiga above (Q#28) difficulties?

30

How do you feel about emotionally supporting mershsrthe organization during

integration activities? Please explain.
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Appendix F  Peer Interview Guide
The questionnaire below guided the semi-structtaed to face interview with the PMI
leader’s peers. Both open-ended and Likert sagledtions were included in the interview
guide. The comment section of the Likert scalestjoas were intentionally placed to facilitate
further probing as deemed necessary. Only twbethree culture specific units of analysis
were measured using peer information. This waaumzno useful data can be generated by
attempting to measure the PMI leader’s cognitivaramness of culture (i.e., culture specific unit

of analysis #1) through the use of peer information

Application of culture knowledge. The questions related to this unit of analysis
attempted to discern whether the peers felt theaPiMI leader was capable of identifying culture
related nuances and applying this knowledge intios within the context of post-merger
integration activities. Some questions focuseadgproximating the perceived skill levels of the
leader (i.e., communication and interpersonal skdtaptability etc.) as they facilitated the

application of culture knowledge.
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No

Likert questions addressing Application of culture
knowledge

Strongly
disagree

Disagree

Not sure

Agree

Strongly
agree

Comments

The leader communicate to the upper management tk
powerful influence of culture on the merger success

ne

Does the leader encourage open discussion of
organizational cultural differences and their iefices
on the merger integration process?

The leader spends time to understand why certain
customs and traditions are important to the acquire
organization

The leader takes time to explain why certain custand
traditions are important to the acquiring organaat

The leader tries to discern the unspoken belieds an
values that people have within the acquiring orzgtion

The leader makes an effort to build trust, showeet
and cultivate relationships with members of theudrirng
organization

The leader adjusts his/her communication style raticg
to the needs of the different members of the orgdimn
(Probing reference: oral/interpersonal, writtentiat
documentation, and electronic. Also tone, speed an
accent)

The leader recognizes and accepts different valties
members from different culture backgrounds

The leader has the capacity to interact well webpde
and organizations that are different

10

Cultural due diligence and cultural integration are
integral activities included in this organizatioptsst-
merger integration process

Note: Cultural due diligence = Culture specific easch
and analysis activities undertaken during the epthase
of M&A.
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No | Open-ended questions addressing Application ofitture knowledge

11 In the context of integration activities how areatgodetermined? (i.e., consensus, top
down)

12 What skills of the leader do you think are helpfitlen conducting cultural integration
activities?
c) How does the leader inform people of change?

(Probing reference: meetings, communiqués, infogagierings etc.)
13 d) Thinking back to the contents of those "method€dus inform people of change,

what would you say is the emphasis mostly on?
(Probing reference: only the upcoming change ité@lncial and/or all aspects of the
operations, acknowledgement of the emotional tiothange)

Managing differences born out of culture. The questions within this segment

attempted to identify whether the peers felt thatleader actively and consistently managed

culture induced differences. Peers were also dtmtsan whether they felt the leader was

realistic about the time and patience it requitedddress culture issues in a merger integration

context.
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No

Likert questions addressing Management of
differences born out of culture

Strongly
disagree
Disagree
Not sure
Agree
Strongly
agree
Comments

14

Culture related differences that arise during irdégn
activities are discussed with due respect andatglic

15

Upon confronting obstacles, setbacks or even filile
leader is able to reengage in attempting to ret®nci
differences

16

The leader attempts to manage conflicts due tallt
differences

17

The leader is realistic about the time it takeadbieve
cultural integration

18

Would you say that the (new) organizational cultire
this organization is managed to ddaptiveandflexible?

19

When dealing with cultural integration the leader
considers all aspects of organizational life suchidang,
firing, incentives and compensation, decision mgkin
organizational structure, polices, procedures,rneldyy,
workflow, management and leadership styles, pr@asess
and measures

(Note: the idea behind this is that culture is psive and
cannot be managed in isolation)

No

Open-ended questions addressing Management offdrences born out of culture

20

How are decisions about cultural integration bemayle at your organization?
(Probing reference: Want to know if managers makekgdecisions and try to sell others
on their merits OR do they take time upfront todeonsensus and then implement the
relatively quickly?)

m

21

Most mergers fail when it comes to realizing expddynergies and often associate
cultural differences as the cause. How would ywaracterize the cultural integration
efforts at your organization?

(Probing reference: Do you think your organizasapproach is somehow different fron
other organizations?)

22

Would you give me an example of how the leadeaaslled a situation where there wg
conflicting interests/positions?

1S

23

During integration activities, how would you chaeaze the leader's ability to be sensiti

ve

to the feelings and thoughts of different membéth® organization? Please explain.
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Appendix G Other Interview Questions
Other questions were included in the PMI intervtewveollect pertinent information that
was used in the composition of individual casew@$as to corroborate merger success related
findings. The researcher determined that the Spegiestions below provided beneficial
contextual information. The four questions lisbkedow are organized under two categories;

merger success and other.

Merger Success questiondVerger success was defined as achievement oégitat
and/or financial expectations set forth at the tohacquisition. For example, included among
strategic expectationsere geographic or product expansion, acquisésa learning tool for
future acquisitions, and acquisition of talent artellectual property etcFinancial expectations

included revenue, net income or share price ineasccess to capital etc.

1. Given the above definition AND thinking back to tbgpoused expectations of
the past merger, do you feel the (past) merger was
a) Financial success? How so0?

b) Strategic success? How so?

Other questions.

2. Thinking back to your communications with the toamagement (CEO, other
executive leaders to whom the PMI leader reponett) regards to your
integration role, do you feel that they expect y@take an adversarial or
conciliatory approach to integration efforts? (N&tdversarial= authoritative

and unyieldingConciliatory = persuasive and consensus building)
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3. Thinking about the nature and size of the overldll am/dept./group which you
represent, do you feel you have sufficient res@iesailable to implement your
responsibilities? (Note: Resources = Talent, fiesnaccess to leadership, access

to industry specialists, technology)

4. Were you involved during merger related negotiationdue diligence activities?

What did it look like?
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Appendix H Calculating Statistical Measures of Scores

ESCI data analysis step Il focused on creagiggregate scoresWhile creating
aggregate scoresut of researcher generated case study data vasghstorward, accomplishing
the same for the ESCI norm data, which were exadaftbm the technical manual, required
special mathematical attention. Both tltwm means andormstandard deviations must
undergo a mathematical treatment in order to olatggregated norm scordbkat are composed
of the same weighting scheme as the aggregatessgbtiee case studies. The following
segment explains the transformation process oE8@I norms int@ggregate norm scoress

was required by results comparison needs of thidyst

As shown in Table 3, the norm group data extrafited the technical manual included
two sets each composed of mean(u) and standaratidevi) which represents a set feelf-
scoresandother scores A combinedaggregate normvas not provided in the manual. Given
the researcher’s intent was to compare aggregsiisdi.e., self and other results combined) of
case studies and norms and not cagi/s normselfor case studgthervs normother, it was

necessary that the researcher produced the regagtregate norm scores.

The following section was utilized introduce thegaguisite assumptions that led to the
construction of the mathematical formula which wesed to produce treggregate norms

sought after by the researcher.

The researcher utilized the letter m to signify tlienber of sets each composed of a
mean (1) and standard deviatiet \vhich was based on a number of observationdr(rorder
to obtain a combined score, all m sets have taggeegated. In this study, the notation m

referred to 2 score types. The number 2 was useause the researcher merget-scoresand
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other scoresnto one unifiecaggregate norm Furthermore, the researcher assumed that for eac
of the m sets, the number of scorgghre mean, jtand standard deviatiosy, is available

(Found in Table 3 and Hay Group’s technical manueere j= ¥ j<m.

The Abbreviation of Mean and Standard Deviation. A portion of the mathematical
formula which converts ESCI norms iraggregate norm scorescorporated the formulas for
calculating mean and standard deviation. Giverctimplexity of the mathematical notations to
come, the researcher opted to abbreviate the fasmeértaining to the calculation of mean and

standard deviation. They are explained as follows:

In this study, a collection of n individual ESCbses, x, 1<i<n, is often abstracted to
two statistical measures namely the mean, |, amdlatd deviation;. The mean captures the
centrality of the data points;,>and the standard deviation describes how mucHdteepoints
spread away from the mean. Since the following tda® often incorporate sums of scores, the
researcher represented the sum of all ESCI scaresith the symboB, and the sum of all
squared scores using the symbol SS. These abhoegidte., S and SS) were introduced to
simplify subsequent mathematical notations. Us$iregabbreviation S, the mean, Y, is calculated

as follows:

1
n= X=—S

S|

n
i=1

Using the abbreviation SS, the standard deviatiprs, determined based on the

following formula:
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— 1 N 2 — 1 Y 2 2 — 155 2
o= ;Z(xi W* = ;in W= |- W
i=1 i=1

The next sections focused on presenting the matieahirmulae which were used to
calculate aggregate sample size, aggregate norm, med aggregate norm standard deviation.
The researcher assigned a weight of 1/5édf-scoresand 4/5 foother scores As such, a
weight, w, was provided for each set of scores that sigthe degree of influence the

corresponding value was supposed to have on thbinethmeasures. ., ando.

Aggregate Sample Size (nc)Prior to calculating the aggregate mean and agdge
standard deviation, one must first formulate thelsmed sample size {nbased on the sample

sizes of self-scores and other scorgs, n

The weighted, combined number of scorgwas calculated as follows:

m
ne = Z W]Tl]
=1

Aggregate Norm Mean. In the following, the researcher addressed homeans, y
are combined into a single mean, {(Le., combined mean). Since a megrcgn be expressed

using the sum of scores, &hereS; = n;u;, the formula is based on sums of scorgs, S

The combined meanpis based on the following formula:

m
_12 S
Hc—nC' Wjoj
j=1
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Aggregate Norm Standard Deviation. This section addressed how m standard
deviationsg;, are combined into a single standard deviaterti.e., combined standard

deviation). The following formula is based on then of squared scores,;S8heress; =

n; (i + o).

The combined standard deviatien, is determined as follows:

1 m
O, = - lejSSj — p2
]:
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Appendix |  Z-score, Z-test, and Statistical Significance
The researcher opted to perform a statistical Bagmce test on the results of the El
specific units of analysis at each of the individtese level. The statistical significance test,
conducted employing the z-test, help determinesttength of the results observed. The
following sections were dedicated to explain thexare (i.e., one of the steps of z-test), z-test

and the process by which statistical significanicie study results were determined.

The purpose af-scoresvas to describe the exact locatiorvafueswithin a given
distribution (Gravetter & Wallnau, 2009, p. 141 this study, avalue, xwas thecase study
unit scoresof an El unit of analysis that is based on n=5coletions (one leader and four
peers). Thesease study unit scor€s value$ were found in column A of Table 6. The formula
for transforming arx valueinto az-scoreis presented below.

Vn(x — )

o

The differencex — y, signified the distance between thealue and the population
mean, |, which is adjusted by a factor based osdhwle size, n. In this study, u referred to
the ESCInormunit scoreswvhich were found in column B of Table 6. Timemeratomwas
divided by the population standard deviatien,This @) data was provided in column C of
Table 6. The resulting numerical value, thecore was thus presented in terms of standard
deviation units (Gravetter & Wallnau, 2009; Henkigd76). In essence, tlaescoreformula
helped convert unit scores (i.e.yalue$ into corresponding-scores Consequently, this
conversion allowed the researcher to identify tkeecelocation of a giver value(now

converted to a-scorg in terms of where it was positioned on the disttion. For example, &
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scoreof +1 signified that the correspondirgaluewas located one standard deviation above the

population mean (i.e., ES@brm mean)

Z-scorescould be utilized to test thetatistical significancef corresponding values
(Henkel, 1976). Significance testing answeredgihestion whether or not the observed
difference between sample results (this reseanase studies) and a population (ESCI norms)
were likely due to chance? To help answer thistome, the researcher must find out the
probability valuesy{ value$ associated with the-scores Thez-table(Gravetter & Wallnau,

2009, p. 725) was employed to locate phealueassociated with a giverscore

Thep valueidentified from thez-tablealone was not sufficient to answer the question
posed by the test of significance. In order tedatne whether & valuewas statistically
significant, the correspondimgvaluemust be compared against the predetermined pidgabi
thresholdg. In this study, thex valuewas chosen to be 0.05. Hence,dh&luehelped
determine the statisticalgnificanceof this study’s results. For example, if fh@alueidentified
from thez-tablewas at or below the pre-determinedalue then this study’s results were
regarded statisticallgignificant In other words, it can be said that there waskqr less than
5% chance that a result of this study happenedalakeance. If on the other hand fhealue
was greater than the pre-determiiadigha value the corresponding results were considered not

statistically significant.
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Appendix J Culture Questionnaire Scoring and Interpreting Guide
The culture questionnaire consisted of both Liled open-ended questions. The
responses of all questions were transformed tavgenuaal representation to facilitate the
analysis process. Likert scale question responses gonverted into a number score based upon
the following scoring system. Strongly disagree, Bisagree = 2, Not sure = 3, Agree = 4, and
Strongly agree = 5. Similarly, all open-ended ¢joes were given a maximum score of 4
points. Appendix K provided the scoring method andverview of the general concepts and

ideas expected to be included in the responsé®gtogen-ended interview questions.

Data analysis step I.Given this research was conducted employing a pleltase
study approach, culture questionnaire results wal®ilated for each case. Each unit of analysis
within the questionnaire had its own number of ¢joas. A sample result of the culture related
scores of a single case study is represented ile Bdkbelow.

Table 31

Culturequestionnaire scores of a case study following daalysis step |

C-1
Self Other

Culture specific Units of Analysis

Cognitive awareness of culture

Application of culture knowledge

Management of differences born out of culture

Note: C-1 = Case study 1.

The above table depicted how the culture questiomnasults were summarized for each
case included in this study. Thase studygolumns represented the results calculated difger t
researcher had administered and assessed theoqueste to PMI leaders and peers. EbH
scores were the results of the questionnaire gwehe principal participant, the PMI leader.

Theotherscoreswere the results of the peer questionnaire. sBffescoresvere generated by
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averaging the points assigned to the responsestiith respective unit of analysis. Similarly, if

there was only one peer participant, ttieer-scorevould be calculated in the same fashion.

When multiple peer participants contributed ddtaother scorexolumn reflected the
average of peer results. The average was caldulatbe following manner. First, an average
for each question was determined. For exampleg$gonse scores for question 1 will be added
across all peers who submitted a completed sur¥égn, the tabulated result was divided by the
number of completed peer surveys received. Se@madyerage of responses within each unit of
analysis was calculated in order to arrive atatheer score The overall method of calculation
explained above was chosen to match the calculagqonence used by the ESCI survey, thus

maintaining consistency.
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Data analysis step Il. Here, an aggregated score was calculated by congpiheself-
scoresandother scores Since the researcher was only interested inotiadity of the culture
scores, the two scores were combined. In ordarriee at a single aggregated score, a weighted
average was calculated using the two scores. Emghtvassigned teelf-scoresandother scores
were based on the number of participants of trexwigw. For example, in case where one
leader and four participants contributed data, @htef 1/5 was assigned self-scoresvhile a
weight of 4/5 was assignedher scores In Table 32 below, a sample result of aggregated
scores was shown following the step Il of the a@ltspecific data analysis process.

Table 32

Aggregated scoresf a case study following culture specific datalgss step Il

C-1

Culture specific Units of Analysis Aggregate score

Cognitive awareness of culture

Application of culture knowledge

Management of differences born out of culture

Note: C-1 = Case study 1, pts. = Points.
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Data analysis step Ill. This step summarized the case results into one taid
displayed the level of culture specific competeas@ePMI leaders. Each case’s data analysis
step Il results were populated into one summarlet&ulture specifiaggregate scorethat
were between 1 and 2.9 were considered insufficeltaral competency. A score between 3.0
and 3.9 were considered indifferent to supporegrat the theory proposed. If, however, an
aggregate scorgvas at or above 4.0, then the researcher conclhdethe corresponding unit of
analysis supported the researcher’s theory. periained to the unit, cognitive awareness of
culture, a total aggregate of 40 points out 60 {sgoossible was considered as support towards
the theory. An example of a case study resulovalhg the completion of step Il of the data
analysis is shown in Table 33 below.

Table 33

Sampleesult of culture-specific competency of PMI leader

Case 1 Case 2 Case 3 Case 4
Culture specific Units of Analysis Aggregate Aggregate Aggregate Aggregate
scores scores scores scores

Cognitive awareness of culture

Application of culture knowledge

Management of differences born out of
culture

Note: pts. = Points.
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Data analysis step IV.This last stage of culture specific data analystsi$ed on how
the researcher determined if the theory proposedswpported or rejected given ttress case
results. The theory was considered supporteduh#$ of analysis portrayeafjgregate scores
at or higher than 4.0, b) 40 points or above feruhit, cognitive awareness of culture, and c)
such a pattern aiggregate scoreesults were duplicated amongst all case studidasexample
of cross case study results following the completbstep IV of the data analysis is shown in
Table 34 below.

Table 34

Final results of the culture-specific competency questoe

Culture_ specific Units of Case 1 Case 2 Case 3 Case 4 the_rally
Analysis Replicated?

Cognitive awareness of culture

Application of culture
knowledge

Management of differences born
out of culture

Note: pts. = Points.
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Appendix K Open-ended Question Response Scoring Guide
The measurement of PMI leader’s culture specifropetency included a semi-structured
interview which contained both Likert and open-ahdaestions (See Appendix E). The
following section explained the specific processych open-ended questions which target the

measurement of the leader’s cognitive awarenessltfre were evaluated.

A four point maximum score was assigned to all epeded questions. This approach of
assigning points were chosen in order to maintairsistency with points assigned to Likert
scale questions that were also included in thevige guide. The conversion of open-ended
guestion responses into numbers facilitated tHeviebn analytic interpretation. While the
researcher was aware that the open-ended respatasbydnature had an interpretive quality and
thus cannot be thought of as precise even witlassggnment of numeric values, the points
assignment was used as a means to objectivelysasserview responses. The presence or

absence of the major themes identified below was as a catalyst to assign points.

The researcher also established that a score pbdih®s or above out of 60 total points
possible, were indicative of the leader’s cognitiveareness of culture. Given the researcher’s
theory predicted the culture competency level ofl fdders to be higher, establishing a
minimum score of 30 points were considered tooectosaverage. As such a 40 point minimum

requirement was established.

Open-
ende_d Expected general content of the response Po_lnts
Question assigned
No.
Q1 Formal education, foreign travel, foreign frisnckading books, 1 pts. for
interest in international business, workshops, lsp@@ther language | each up to
etc. 4 pts. max
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Q2 Themes may include shared assumptions, leaetelors, socially | 1 pts. for
constructed norms, tacit expectations, the waygthare done, joint | each up to
experiences of organizational members usually bwitr long periods| 4 pts. max
of time, artifacts such as language, rules, symlamid anecdotes

Q3 Schein, Hofstede, Trompenaars, Martin etc. 2fpts

each upto
4 pts. max

Q4 Recognizes that "cultural lens" is a framewdotigh which 4 pts. max
individuals/groups interpret, interact with, andkeaense of reality | (all or

nothing)

Q5 Recognizes that the leadership has a role atingeculture, 4 pts. max
recognizes the impact of "founder" in creating migational culture,
recognizes that leaders may be culture carrierdeachers,

Recognizes that leader's socialization/charismafaets transmitters
of culture

Q6 Relevant ideas that promote short-term andfay-term performance| 1 pts. for
of the organization each upto

4 pts. max

Q7 Difficulty of organizational member buy-in, ddtilties in problem 1 pts. for
identification, possible inordinate time spent danming and each up to
implementation, possible long duration of timeaites for results to | 4 pts. max
take effect etc.

Q18 Members of the acquired company are includedanntegration 4 pts. max
team(s), at least some decisions are made basamheansus,
acquired company input is sought and considerddemecision
making

Q19 Recognizes symbolism of actions, role mode<tiange that is 4 pts. max
expected of others, good listener, respect forrsthed their values,
knowledge of one's own values and biases, mediakitis, deals well
with ambiguity etc.

Q20-a Meetings, communiqués, informal gatherings-on-one meetings | 4 pts. max
etc.

Q20-b All aspects of the operations are acknowlddgeopposed to financiald pts. max
aspects only, acknowledgement of the emotionabfathange,
articulates the leader's culture integration idgglgays attention to
issues that are relevant to cultural integratidared, promotes the
impression that successful integration is possfldeganizational
members work together

Q27 Take time upfront to build consensus and thgriement them 4 pts. max
relatively quickly, creates realistic expectations

Q28 Despite talk, cultural aspects do not receiuehreadership attention,4 pts. max

cultural integration takes time and most businesgpsct immediate

results, misidentification of causes of cultureshl@tc.
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Q29

Long-term commitment to cultural integratiasyltural due-diligence
begins at the early stages of M&A negotiationskseecutive
support for culture integration as a means of argahomentum for
change, seek professional help on culture relata#t,vwereates
realistic expectations

4 pts. max

Q30

Demonstrates ability to empathize, communicateson one, focuse
on emotions

54 pts. max
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Appendix L Case 1 - ESCI Survey Data Analysis
The following sections detail the El specific datalysis steps | through Il pertaining to
leader A, who was highlighted in case 1. The E®CI consisted of two sub surveys; self and
multi rater. The former was intended to be takgthie leader while the latter was supposed to
be taken by the leader’s peers. The data froncdh#pleted surveys were analyzed according to
the instructions of the technical manual which wasvided by the Hay Group, a global
management consulting company that markets the Ef8CI Per the confidentiality agreement,

scoring key and instructions were not disclosettis dissertation.

The Table 35 below summarized the results of stédfgHe data analysis process. These
survey results were tabulated according to thenieahmanual instructions. In this table, Case 1
results were compared with the survaysmgroup results. While thee§-scorecolumn
referred to leader A, thether scorecolumn is represented by the combined resulteefdur

peers. Allnormgroupresults presented were taken from the technicaladan
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Table 35

ESClscores of case 1 following ESCI data analysis ktep

El specific Units C-1 C-1 N-Mm N-SD N-M N-SD

Competency Scale

of Analysis Self Other Self Self  Other Other

Self-awareness Cmotional seif- 4000 4317 3790 0520 3.720 0.340
awareness
Achievement 4.833 4500 4.290 0.490 4.280 0.330
orientation

Self-management Adaptability 4333 4.625 4.090 0450 4.010 0.320
Emotional self-control  3.833 4.417 3.940 0.540 0.150.410
Positive outlook 3.167 4.317 4.150 0510 4.150 0.34
Empathy 4400 4.400 3.950 0.450 3.920 0.360

Social awareness Organizational 4600 4550 4.190 0470 4250 0.310

awareness
Conflict management 4000 4.100 3.860 0.470 3.88(B3M
. _ Coach & mentor 5.000 4.708 4.020 0.580 3.970 0.440
Relationship
Influence 4.167 4.375 3.890 0.490 3.910 0.360
management — -
Inspirational leadership 4.200 4.600 3.940 0.540943. 0.430
Teamwork 4333 4.708 4.270 0.440 4.230 0.370

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDariN Standard Deviation.

Step |l of the data analysis process is summarizdable 36 below. Given the
researcher’s goal was to comparecthseresults to th@orm (as opposed teelfagainsither)
step Il focused on organizing the results intoranft that was conducive to upcoming statistical
analyses. This required the calculatioragfregate scoreshere a unified score was
determined using botelfandotherscores.A weight of 1/5 and 4/5 were assignedadfand
otherscores respectively when calculating #ygregate scoreBoth sets of datacése study
andnormdata) underwent this procedure. In keeping wigtthematical principles)orm scores
required a carefully crafted approach for convgrtimem intcaggregate nornscores. Details of
this conversion could be found in Appendix H. Ttomversion ohorm scoregnsured that the
aggregate norm scoregere proportionally identical to that of the casedy, which allowed the

follow-on results comparisons betwesase studieand thenormto be more meaningful
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Table 36

Aggregatedscores of a case 1 following ESCI data analysis Hte

El specific Units of C1 N-M N-SD
Analysis Competency Scale Aggregate  Aggregate Aggregate
score score score

Self-awareness Emotional self- 4.253 3.722 0.345
awareness
Achievement 4.567 4.280 0.335
orientation

Self-management Adaptability 4,567 4.012 0.324
Emotional self-control 4.300 4.145 0.415
Positive outlook 4.087 4.150 0.345
Empathy 4.400 3.921 0.362

Social awareness Organizational 4.560 4.249 0.315
awareness
Conflict management 4.080 3.880 0.334
Coach & mentor 4.767 3.971 0.444

Relationship managementnfluence 4.333 3.910 0.364
Inspirational leadership 4.520 3.940 0.433
Teamwork 4.633 4.231 0.372

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDariN Standard Deviation.

Step Il of the data analysis focused on rollingcompetency scales into the four El
specific units of analysis. In order to generhts tesult, a simple average was calculated at
each El specific unit of analysis level. This prdare was applied to botlase studygndnorm
data sets. Table 37 below represents the casailtsrafter the data analysis step Il has been

completed.

Table 37

Case Iresults following the ESCI data analysis step |l

El specific Units of Analysis C-1 Unit Score N-M Unit Score N-SD Unit Score
Self-awareness 4.253 3.722 0.345
Self-management 4.380 4.147 0.355
Social awareness 4.480 4.085 0.339
Relationship management 4.467 3.986 0.389

Note: C-1 = Case study 1, N-M = Norm Mean, N-SDeriN Standard Deviation.
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Appendix M Case 2 - ESCI Survey Data Analysis

Case study 2 consisted of data provided by leaderdfour of his peers. This segment
was utilized to provide a detailed account of tis&&CEdata analysis steps | through 1l as it
pertained to case 2. The data generated from thie-rater ESCI tool were analyzed according
to the technical manual provided by the Hay Grotlipe results of the step | of the data analysis
process are presented in Table 38 below. In thfsthe researcher transformed the survey
responses into a numerical value utilizing the syispecific scoring guide. A summary of the
leader and peer results based on their respors@saided in columns titled C-2 (case study

2). Thenormcolumns represent data obtained from the survegisnical manual.

Table 38

ESClscores of case 2 following ESCI data analysis ktep

El specific Units C-2 C-2 N-M N-SD N-M N-SD

Competency Scale

of Analysis Self  Other Self Self  Other Other

Self-awareness motional self- 4667 3.925 3.790 0520 3.720 0.340
awareness
Achievement 4833 4275 4290 0.490 4.280 0.330
orientation

Self-management Adaptability 4500 3917 4.090 0.450 4.010 0.320
Emotional self-control 4500 4.208 3.940 0.540 0.150.410
Positive outlook 4833 3917 4.150 0.510 4.150 ©.34
Empathy 4000 4100 3950 0.450 3.920 0.360

Social awareness Organizational 5000 4.450 4.190 0.470 4.250 0.310

awareness
Conflict management 3.600 3.750 3.860 0.470 3.88(B3M
: : Coach & mentor 4833 4.167 4.020 0.580 3.970 0.440
Relationship
Influence 3.833 4.083 3.890 0.490 3.910 0.360
management — .
Inspirational leadership 4.400 4.050 3.940 0.540943. 0.430
Teamwork 4500 4.167 4.270 0.440 4.230 0.370

Note: C-2 = Case study 2, N-M = Norm Mean, N-SDeriN Standard Deviation.

Step Il of the data analysis process focused orbgung theselfandother scores
thereby creating aaggregate scoreln doing so, the researcher assigned a weightsoand 4/5

to theselfandother scoresespectively. In order to maintain consistenciyeen the two data
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sets, thenorm scoresoo were administered the same mathematical tezatnirhis helped
maintain consistency between data sets and thideshaeaningful comparison of ESCI results.
The special mathematical process of transformimgnsinto aggregate normsvas explained in

Appendix H. The results following the data anadystiep Il are presented in Table 39 below.

Table 39

Aggregatedscores of a case 2 following ESCI data analysig Hte

El specific Units of C-2 N-M N-SD

Anallo sis Competency Scale Aggregate  Aggregate Aggregate

y score score score

Self-awareness Emotional self- 4.073 3.722 0.345
awareness
Achievement 4.387 4.280 0.335
orientation

Self-management Adaptability 4.033 4.012 0.324
Emotional self-control 4.267 4.145 0.415
Positive outlook 4.100 4.150 0.345
Empathy 4.080 3.921 0.362

Social awareness Organizational 4.560 4.249 0.315
awareness
Conflict management 3.720 3.880 0.334
Coach & mentor 4.300 3.971 0.444

Relationship managementnfluence 4.033 3.910 0.364
Inspirational leadership 4.120 3.940 0.433
Teamwork 4.233 4.231 0.372

Note: C-2 = Case study 2, N-M = Norm Mean, N-SDariN Standard Deviation.

Data analysis step Il further transformed the symesults by rolling up the competency
scales under each of the four EIl specific unitaralysis level. This was accomplished by
calculating a simple average at each of the Elafrainalysis. In order to maintain consistency,
this mathematical procedure was applied to lsage studyandnorm scoresets. The results

after this step of data analysis are presente@iiel40 below.
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Table 40

Case2 results following the ESCI data analysis step |l

El specific Units of Analysis C-2 Unit Score N-M Unit Score N-SD Unit Score
Self-awareness 4.073 3.722 0.345
Self-management 4.197 4.147 0.355
Social awareness 4.320 4.085 0.339
Relationship management 4.081 3.986 0.389

Note: C-2 = Case study 2, N-M = Norm Mean, N-SDeriN Standard Deviation.
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Appendix N Case 3 - ESCI Survey Data Analysis

The following is a detailed account of the ESCledatalysis steps | through Il as it
pertained specifically to case study 3. The malter survey responses of leader C and four of
his peers were analyzed according to the ECSI teehmanual. Per the confidentiality
agreement with the Hay Group, provider of the E®GI, the scoring key and other analysis
specific instructions were not disclosed in thissdrtation. The results after the step | of tha da
analysis process was presented in Table 41 beldw case studgolumns (i.e., columns titled
C-3) of the table consist of leader and peer resulheother scoresvere derived by calculating

the average of the four peer responses. nbinm scoresvere taken from the technical manual.

Table 41

ESClscoresof case 3 following ESCI data analysis step |

El specific Units C-3 C-3 N-M N-SD N-M N-SD

Competency Scale

of Analysis Self  Other Self Self  Other Other

Self-awareness motional self- 4000 4.188 3.790 0520 3.720 0.340
awareness
Achievement 5.000 4.500 4.290 0.490 4.280 0.330
orientation

Self-management Adaptability 4333 4.542 4.090 0.450 4.010 0.320
Emotional self-control 4.500 4.667 3.940 0.540 ©0.150.410
Positive outlook 4667 4.658 4.150 0.510 4.150 ©.34
Empathy 4600 4400 3950 0.450 3.920 0.360

Social awareness Organizational 5.000 4.700 4.190 0.470 4250 0.310

awareness

Conflict management 4600 4,550 3.860 0.470 3.88(83M
Relationshi Coach & mentor 4.667 4.417 4.020 0580 3.970 0.440
elatonship Influence 3500 4.367 3.890 0.490 3.910 0.360
management —— .

Inspirational leadership 4.600 4.413 3.940 0.540943. 0.430

Teamwork 5.000 4.792 4270 0.440 4.230 0.370

Note: C-3 = Case study 3, N-M = Norm Mean, N-SDeriN Standard Deviation.

As was explained in detail in section Theoreticalddl under data analysis step Il, the
second phase of data analysis focused on creatiaggregate scoréy combining theselfand

other scorestilizing a weight of 1/5 and 4/5 respectivelyhelsame weight based procedure
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was applied to theorm scoresn order to generate tlaggregate norm In keeping with the
mathematical principles, a special formula whiclswascribed in Appendix H was used when
creatingaggregatenorms The results following the step Il of the datalgsis process is listed

in Table 42 below.

Table 42

Aggregatedscores of a case 3 following ESCI data analysis Hte

El specific Units of C-3 N-M N-SD

Anallo sis Competency Scale Aggregate  Aggregate Aggregate

y score score score

Self-awareness Emotional self- 4.150 3.722 0.345
awareness
Achievement 4.600 4.280 0.335
orientation

Self-management Adaptability 4.500 4.012 0.324
Emotional self-control 4.633 4.145 0.415
Positive outlook 4.660 4.150 0.345
Empathy 4.440 3.921 0.362

Social awareness Organizational 4.760 4.249 0.315
awareness
Conflict management 4.560 3.880 0.334
Coach & mentor 4.467 3.971 0.444

Relationship managementnfluence 4.193 3.910 0.364
Inspirational leadership 4.450 3.940 0.433
Teamwork 4.833 4.231 0.372

Note: C-3 = Case study 3, N-M = Norm Mean, N-SDariN Standard Deviation.

Data analysis step Il concentrated on furthergf@aming the survey results, this time
into the four EIl specific units of analysis. Thas accomplished via rolling up the competency
scales by computing a simple average. Baite studandnorm scoresinderwent this
treatment. A summary of the survey results folluyvihe data analysis step three is presented in

Table 43.
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Table 43

Case Jesults following the ESCI data analysis step |l

El specific Units of Analysis C-3 Unit Score N-M Unit Score N-SD Unit Score
Self-awareness 4.150 3.722 0.345
Self-management 4.598 4.147 0.355
Social awareness 4.600 4.085 0.339
Relationship management 4.501 3.986 0.389

Note: C-3 = Case study 3, N-M = Norm Mean, N-SDeriN Standard Deviation.
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Appendix O Case 4 - ESCI Survey Data Analysis
The ESCI data analysis steps | through Il pertagrio case study 4 is discussed below.
Leader D and four of his peers participated inrthati-rater survey. The technical manual
provided by the survey'’s distributor, Hay Groupswailized to analyze the data. Table 44
below presents the summary findings after datayarsastep | has been completeclfScore
column (i.e., C-4 Self) refers to the results @ider D whileother scorecolumn (i.e. C-4 Other)
depicts the combined results of the four peerse nbmim data were obtained directly from the

ESCI technical manual.

Table 44

ESClscores of case 4 following ESCI data analysis ktep

El specific Units Competency Scale C-4 C-4 N-M N-SD N-M N-SD

of Analysis b y Self  Other Self Self  Other Other

Self-awareness  Cmotional self- 3.333 4563 3.790 0520 3.720 0.340
awareness
Achievement 4000 4567 4290 0.490 4.280 0.330
orientation

Self-management Adaptability 3.500 4583 4.090 0.450 4.010 0.320
Emotional self-control 3.833 4.083 3.940 0.540 0.150.410
Positive outlook 3.000 3.958 4.150 0.510 4.150 0.34
Empathy 4,000 4.350 3.950 0.450 3.920 0.360

Social awareness Organizational 3.600 4750 4.190 0.470 4250 0.310

awareness
Conflict management 3.400 4.000 3.860 0.470 3.88(B3M
: : Coach & mentor 3.667 4.375 4.020 0.580 3.970 0.440
Relationship
Influence 3.667 4.208 3.890 0.490 3.910 0.360
management — .
Inspirational leadership 3.800 4.400 3.940 0.540943. 0.430
Teamwork 3.667 4.792 4270 0.440 4.230 0.370

Note: C-4 = Case study 4, N-M = Norm Mean, N-SDeriN Standard Deviation.

Data analysis step Il focused on generatiggregate scoresTheaggregate scores
paved the way for upcoming statistical analysis @ntparison of results against the ESCI

norm During the calculation process of thggregate scores weight of 1/5 and 4/5 were
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assigned teelfandotherscores respectively. The same weight assignmastwade when
creating theaggregate norm The observance of proper mathematical principdgsired the
researcher to apply a special formula when creatyggegate norms This was described in

Appendix H. The results following the ESCI datalgsis step Il are presented in Table 45

below.

Table 45

Aggregatescores of a case 4 following ESCI data analysig Hte

El specific Units of C-4 N-M N-SD

Anallo sis Competency Scale Aggregate  Aggregate Aggregate

y score score score

Self-awareness Emotional self- 4.317 3.722 0.345
awareness
Achievement 4.453 4.280 0.335
orientation

Self-management Adaptability 4.367 4.012 0.324
Emotional self-control 4.033 4.145 0.415
Positive outlook 3.767 4.150 0.345
Empathy 4.280 3.921 0.362

Social awareness Organizational 4.520 4.249 0.315
awareness
Conflict management 3.880 3.880 0.334
Coach & mentor 4.233 3.971 0.444

Relationship managementnfluence 4.100 3.910 0.364
Inspirational leadership 4.280 3.940 0.433
Teamwork 4.567 4.231 0.372

Note: C-4 = Case study 4, N-M = Norm Mean, N-SDariN Standard Deviation.

The focus of data analysis step Il was on rollipgof the competency scales under the
four El units of analysis. This required the reskar to calculate a simple average of the
competency scales at each El unit of analysis le@gice again, this treatment was applied to
bothcase studyndnormsets of data in order to maintain consistencye Jtep 11l data analysis

results are presented in Table 46 below.
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Table 46

Case 4results following the ESCI data analysis step |l

El specific Units of Analysis C-4 Unit Score N-M Unit Score N-SD Unit Score
Self-awareness 4.317 3.722 0.345
Self-management 4.155 4.147 0.355
Social awareness 4.400 4.085 0.339
Relationship management 4.212 3.986 0.389

Note: C-4 = Case study 4, N-M = Norm Mean, N-SDeriN Standard Deviation.
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Appendix P Culture Questionnaire Responses - Leaders
The culture questionnaire which was presented ipefsdix E consisted of both Likert-
scale and open-ended questions. Leader respanbethtsets of questions were summarized in
Table 47 and Table 48 respectively. In Table &&ttiscale question responses were converted
into a number score utilizing the following scorisgstem. Strongly disagree = 1, Disagree = 2,
Not sure = 3, Agree = 4, and Strongly agree = Gesfions 8 through 17 addressed the unit;
application of culture knowledge while questionstibugh 26 covered the unit; management of

culture born out of culture.

Table 47

Responsew® Likert-scale questions found in PMI leader iniew guide

Question No. Leader A Leader B Leader C Leader D
Q8 4 5 5 4
Q9 5 4 4 5
Q10 5 4 5 4
Q11 5 5 5 4
Q12 4 5 5 4
Q13 4 5 5 4
Q14 5 5 2 4
Q15 4 5 5 4
Q16 5 5 5 4
Q17 3 1 5 3
Q21 4 5 5 4
Q22 5 5 5 5
Q23 5 5 5 4
Q24 4 5 5 4
Q25 4 5 5 3
Q26 5 5 5 5

The open-ended question responses were summaoii@aihg the scoring system
outlined in Appendix K. All open-ended questionsresused to probe further into the units of

analysis that were previously examined via Likedlsd question. Questions 1 through 7
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covered the unit, cognitive awareness of cultdrkee units, application of culture knowledge
and management of differences born out of cultigeevaddressed by questions 18 through 20-b
and 27 through 30 respectively. The total poiaisied, as shown in Table 48 were out of a

maximum of 60 points possible.

Table 48

Leaderscores for cognitive awareness of culture unit
Question No. Leader A Leader B Leader C Leader D
Q1 4 4 4 2
Q2 4 4 4 2
Q3 0 0 0 0
Q4 4 4 4 4
Q5 4 4 4 4
Q6 2 3 2 2
Q7 3 2 4 2
Q18 4 4 4 4
Q19 4 4 4 4
Q20-a 4 4 4 4
Q20-b 2 4 3 2
Q27 4 4 4 3
Q28 4 4 4 2
Q29 4 4 4 3
Q30 4 4 4 4
Total Points 51 53 53 42
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Appendix Q Culture Questionnaire Responses - Peers

The peer interview guide (Appendix F) consisted clilture questionnaire which had
both Likert-scale and open-ended questions. Tlea-@nded questions, which probed further
into the units of analysis, were used as a meaosrtoborate the responses provided in the
Likert-scale questions. The Likert-scale resporgesiepicted in Table 49 below. The
responses were converted into a number score tiserigllowing guide line. Strongly disagree
=1, Disagree = 2, Not sure = 3, Agree = 4, andri§fiy agree = 5. The peer A4 of the peer
group A opted to answer the question number 14 tmithanswers. After considering this peer’s
reasoning (verbal comments of peer A4), as wdlligsesponses to the open-ended question, the

researcher opted to consider the final answerkertscale question 14 to be Agree = 4.

Table 49
Responset® Likert-scale questions found in peer interviavide

. Peer

Question Peer Group A Peer Group B Peer Group C D
No. Al A2 A3 A4 Bl B2 B3 B4 Cl1 C2 C3 D1
Q1 4 5 4 4 3 4 5 5 5 5 5 4
Q2 4 4 4 4 4 5 4 4 5 5 5 5
Q3 4 4 5 3 4 5 4 5 5 5 5 4
Q4 4 4 5 5 3 4 4 5 5 5 5 5
Q5 4 4 5 4 4 4 5 5 4 5 4 5
Q6 4 5 5 5 4 4 4 5 5 5 5 5
Q7 4 4 5 4 4 2 4 5 5 4 4 4
Q8 4 4 5 4 4 4 5 5 5 5 5 5
Q9 4 5 5 4 4 5 4 5 5 5 5 5
Q10 3 5 2 5 4 1 4 4 5 5 2 4
Q14 4 5 3 2&4 4 5 4 4 5 5 4 5
Q15 4 4 4 4 5 5 5 5 5 5 5 5
Q16 4 4 5 4 5 4 4 5 5 5 5 5
Q17 5 4 4 1 3 5 5 4 5 5 4 3
Q18 1 4 4 3 2 1 3 4 5 5 2 4
Q19 5 4 4 5 5 3 5 5 5 5 3 5
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Appendix R Culture Questionnaire Data Analysis
The theory’s units which addressed the cultureiipeaompetencies were evaluated
using the data collected from the semi-structunéerviews and culture questionnaire. The
following section explained in detail the multi4stdata analysis process applied to derive the
aggregate scorepertaining to culture specific units of analyskor the purpose of brevity, all

tables presented included results related to ebittedour cases.

The culture specific competency data accumulaizu the leaders and peers were
analyzed according to the overall scoring and pregation guide described in Appendix J.
Specifically, theself-scorefor the unit cognitive awareness of culture wateeined using the
open-ended questions scoring guide presented iepp K. Theself-scoredor the remaining
two units of analysis were calculated by averagimggpoints assigned to the questions that
covered each unit of analysis Appendix J. ®tieer scoresvere determined by first averaging
the scores of each question across each peer., fhigeresulting outcomes (by question) were
rolled up into units of analysis by again calcuigta simple average (Appendix J). The results

following the data analysis step | are presentethinle 50 below.
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Table 50
Culture specific results following data analysis step |
Case 1 Case 2 Case 3 Case 4

Culture specific - 5 - 5 - 5 - 5
Units of Analysis @ < © < © < © <

n o N o 7 o @ o
Cognitive awareness 51/60 NA 53/60 NA 53/60 NA 42/60 NA
of culture pts. pts. pts. pts.

Application of

4.40 4.25 4.40 4.18 4.60 4.77 4.00 4.60
culture knowledge

Management of
differences born out  4.50 3.88 5.00 417 5.00 461 417 4.50
of culture

Note: pts. = Points.

The data analysis step Il focused on creadiggregate scoresAs was explained in
Appendix J, this was accomplished by calculatingegghted average between tedf-scoreand

other scores The case results following the data analysig Btare shown in Table 51 below.

Table 51
Culture specific results following data analysis step I
Case 1 Case 2 Case 3 Case 4
Culture specific Units of Analysis Aggregate Aggregate Aggregate Aggregate
scores scores scores scores
Cognitive awareness of culture 51/60 pts. 53/60 pts. 53/60 pts. 42/60 pts.
Application of culture knowledge 4.280 4.220 4.733 4.480
Management of differences born out of 4.000 4.333 4.689 4.433

culture

Note: pts. = Points.

Data analysis step Il and IV organized the casaltg into one table in order to aid the
interpretation of results. The units were congdesupported in the following manner. For the
unit, cognitive awareness of culture, an accumuiatif at least 40 points out of 60 points was

considered as evidence of supporting this studysrty. The remaining two units supported this
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study’s theory, if they each accumulatedaggregate scoref 4.0 or above. The data analysis
steps Il and IV produced a table which showed Wwéebr not the overall theory was supported
by the culture specific units of analysis. Theottyevas supported if the results a) met or
exceeded the minimum requirements of the resulii/sis criteria, and b) such results were
duplicated across all four cases. The findingeWwahg the data analysis steps Ill and IV are

shown in Table 52below.

Table 52

Culture specific results following data analysis steps&ilvV

Culture specific Units of Literally

. Case 1 Case 2 Case 3 Case 4 Replicated
Analysis 5
Cognitive awareness of culture 51/60 pts. 53/60 53/60 42/60 Yes

pts. pts. pts.

Application of culture 4280 4220 4733  4.480 Yes
knowledge
Management of differences born 4.000 4333 4.689 4.433 Yes

out of culture

Note: pts. = Points.
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