
Dealmakers Planning for a Successful Integration: First Steps in  
Carrying Out the Integration and Highlighting the IM’s Role 

 
In this continuing series, last month In MidMarket Talk, Dealmakers Planning for a Successful 
Integration: The M&A Roadmap for Success described a nine-phase guide to Cultural Due Diligence 
(CDD) starting with Target identification continuing through the first year of Integration following a 
merger or acquisition. This month the focus is on the First Steps in Carrying out the Integration. 
  
Although each phase of the Roadmap outlines critical roles and responsibilities of those involved, we 
believe the use of an identified Integration Manager (IM) is crucial for the success of the merger or 
acquisition. The Acquiring Company should generate a list of potential integration managers as early as 
the Target Evaluation stage. There must be an IM selected before “Go or No-Go decision stage” and in 
place roughly 30 days before announcing the deal.  (Craig, 2015) 
 
As a quick review, the Roadmap identifies nine phases: 
 

• Phase I -Target Identification 

• Phase II -Target Evaluation 

• Phase III -Pre-Go/No Go Decision Meeting  

• Phase IV -Due Diligence 

• Phase V -Integration Planning 

• Phase VI –Go/No Go Decision Meeting 

• Phase VII -Share / Asset Purchase Agreement 

• Phase VIII -Integration (First two weeks) 

• Phase IX -Integration (First year) 
 
Since the IM plays a critical role in making the integration work. Human Resources (HR or if not HR, 
whomever has responsibility for the people issues) must work in tandem with the IM from the time he 
or she is chosen (Phase III) to support and develop the IM. The IM works not only with top management 
but with the whole management group and closely with Human Resources. 
 
The emphasis last month highlighted the entire process but we need to dig deeper into what needs to 
happen once the CDD investigation (Cultural Assessment) is complete. The Cultural Assessment 
examines the “Twelve Cultural Domains” (Carleton, 1997, Carleton & Lineberry, 2004) we already 
discussed through individual and group interviews with managers and staff from both organizations as 
well as cross-functional focus groups.  
 
Simply stated, the Cultural Assessment is essentially the comparison of the data and information about 
the culture of the two companies involved in the merger or acquisition to determine the relative degree 
of difficulty that will be required in aligning and integrating them. Once the data is consolidated and 
analyzed, creation of a high-level draft of the Cultural Integration Plan for the CEO and the Executive 
Committee is a critical piece. This leads to drafting of the initial Cultural Alignment and Integration plan.  
 
  



Highlights of the Cultural Alignment and Integration Plan for discussion with top management and the 
IM to build the integration plan include: 
 

• A summary of CDD activities and data sources; 

• A summary of the results of the CDD activities including the employee survey, executive 
interviews, focus groups, documentation review and workplace observations; 

• Summary profiles of the cultures and subcultures of each company together with geographical 
or cultural differences (including national or ethnic cultures); 

• The key cultural synergies between the companies; 

• Areas of probable culture clash between the organizations; 

• Opinions about whether the two can be merged to create a new organizational structure; and  

• The estimated difficulty of cultural integration and the scope of the time and resources required 
to accomplish that integration. (Carleton & Lineberry, 2004) 

 
The Role of the Integration Manager during Post-Merger or Post-Acquisition Cultural Integration 
 
Whoever is involved on the Integration team (which probably would include HR), they must lead aspects 
of the acquisition process centered on the people issues (organizational culture) that so oftentimes 
cause failure. The IM works closely with the Executive and Management Groups. 
 
The IM fills a critical role. He or she should be constantly assessing and evaluating the cultural fit 
between the two organizations. The IM should be sensitive to and taking note of how people verbally 
and physically behave in response to the following: 
 

• Discussing and making decisions concerning business direction and results 

• Discussing, responding to, and tracking “key” measures (meaning formal or informal things 
needing attention because of real or perceived consequences). 

• What business drivers (and why) are considered important enough to track and respond to 
in terms of daily activity? 

• How the company is physically organized, how are responsibilities, accountabilities parceled 
out and structured – and how rigid is adherence? 

• What are the organizational practices – policies, procedures, processes and authority? (Who 
or what function must review, approve, or be advised of what. And why?) And how rigid is 
adherence? 

• How and how well are the management/leadership needs of the company being met?  

• What are the characteristics involved in supervision of the daily work? What is the nature or 
demeanor of supervision? Anticipating good, anticipating bad, looking for what is wrong, 
looking for what is right, suspicious, trusting – issues of general demeanor. Does staff feel 
that supervision is a help or a hindrance to getting the work done. Is supervision considered 
to be supportive of the work or irrelevant? 

• What are the acceptable behavior patterns in terms of doing the work? 

• Do technology considerations have a bearing on how things are done or how and what kind 
of decisions are made relating to getting the work done? Is it important to be “state of the 
art”, is it important not to be state of the art, when there is a trade-off between technology 
and personalized contact which way does the company err? 

• Elements of the physical environment that have a physical or emotional impact upon the 
work and people. High security/low security, easy people/information flow versus restricted 



or controlled people/information flow. Open environment or compartmentalized 
environment. 

• When staff talk about work, what are the patterns of expectations and perceptions? 

• When people think of heroes or villains in the company what comes to mind, what are the 
stories told and what are the conclusions or morals of the stories? What kinds of things, or 
artifacts (awards, mementoes, formal acknowledgments) are treasured or honored and 
why?) 

 
Key IM Role and Other Responsibilities  
 
In working closely with HR, the Integration Manager will: 
 

• Lead and manage the overall integration planning and implementation 

• Develop his or her integration project team and mobilize other project teams as needed  

• Serve onsite at the new acquisition as the “eyes and ears” to constantly monitor and evaluate 
the relative progress of the integration effort 

• Act as the primary reporting resource for successes and potential failures 

• Identify cultural challenges and provide strategies and/or tactics to ameliorate or mitigate them 

• Be conversant and well-grounded in in the Acquiring Company’s culture while being sensitive to 
the new acquisition’s culture in identifying and leveraging synergies and dealing with divisive 
situations   

• Facilitate meetings, task groups, “tiger teams” or other activities as needed to resolve conflict 
and/or solve problems 

• Design, develop and disseminate an ongoing communications package that is modified as 
needed in meeting the specific needs of the newly acquired company’s employees  

• Conduct management, leadership and team assessments and provide feedback on results 

• Identifying key metrics for the success of the integration; communicating, measuring and 
reporting relative achievement  

  
Other Responsibilities:  
 

• Lead client engagements and work streams related to process and strategy improvement 
including project management, integration assistance, and change management 

• Execute process transformation, measurable improved operational performance, and 
organizational restructuring 

• Establish client value propositions that tie financial metrics and CFO focus areas directly to 
business improvement 

• Lead proposal development and other new business development activities by leveraging new 
and existing relationships with C-level executives 

• Provide oversight of highly skilled client and company work teams throughout the project 
lifecycle and help ensure timely execution of project deliverables 

• Provide input into engagement decisions including work plan and timeline, project management 
and resource allocation 

 
The Integration Manager is an evolving role that must rise to the needs of the integration to insure its 
success. The IM must be present. We’ve seen the failures of distant Integration Managers who did not 
stay on top of things daily. This can be tantamount to failure of the integration. 



 
 
Please remember that the leading cause of deal failure is culture clash defined as disagreements 
between people in the merged organizations concerning how to go about engaging in and managing the 
business. These types of clashes consume increasing amounts of energy and time to get things done and 
turn the focus of significant parts of the organization from “doing” the business to arguing about how it 
should or should not be done. Internal issues/arguments consume ever more resource leaving less and 
less focused upon the customer and performing the work. (Vector Group, 2017) 
 
Our constant refrain is that in our 30+ years of dealing with M&A’s globally, we have yet to see two 
organizational cultures that cannot be successfully integrated. M&A failure due to “culture clash” is just 
a way of describing management negligence, arrogance, ignorance or some mix of the three.  
 

Dysfunctional “culture clash” need never occur. 
 
A bit of a warning here is that the second cause of failure for mergers and acquisitions is lack of speed in 
integration (2004). 
 
From this point forward, we will discuss the sequence or deployment of actions needed for a successful 
integration of two or more organizations coming together in a merger or acquisition from the point the 
deal closes through the first year of integration. We will include topics related to aligning and integrating 
the executive group, management group and staff along with strategies for retention of key personnel, 
communications planning and success measures for cultural integration. 
 
Next month:  Dealmakers Planning for a Successful Integration: Aligning and Integrating the Executive 
Group 
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