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Abstract 
 

The post-merger integration phase can be considered as the most decisive stage during M&As 

where synergy potential is created or destructed and the success of the transaction is determined. 

Still the majority of M&As fail while the reasons therefore remain unclear both in research and 

practice. This master thesis deals with the influence of socio-cultural factors on the employee’s 

willingness to cooperate in order to explain post-merger integration performance (PMI). While 

M&A and related post-merger integration research itself underwent extensive examination over 

the past years, scholars were unable to sufficiently explain PMI performance. 

 This thesis builds on previous literature by grasping socio-culture as a three-pillar 

independent variable that includes the human side “negative emotions”, the social component 

“organizational identification”, and lastly the cultural aspect of “organizational cultural 

differences”. Results show that a shared organizational identity is positively related to 

employee’s willingness to cooperate while organizational cultural differences are negatively 

related to PMI performance. Further, our quantitative data reveals that a symbiotic integration 

type moderates the relationship between negative emotions and PMI performance such that the 

relationship becomes more positive when choosing this integration approach. 

 The findings allow managers to better understand the importance of the choice of 

integration approach in a M&A while also decoding which socio-cultural factors are of high 

importance to consider in order to introduce appropriate measures. Based on that appropriate 

measures can be taken and integration approaches may be evaluated regarding their eligibility, 

even before the M&A is carried out. Taken together, this thesis adopts a novel way of modelling 

socio-cultural influence on PMI performance which paves the way for future research. 
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Introduction 

“Researchers increasingly acknowledge that financial and strategic examinations provide 
incomplete explanations of success and failure in mergers and acquisitions (M&As).” 

 (Sarala et al., 2019, p.1) 

Engaging in M&A activities is considered to be an effective tool for companies to grow and 

achieve firm-specific goals. M&As allow companies to expand to new markets, become more 

competitive in business environments and achieve economies of scale (Caiazza & Volpe, 2015; 

Graebner et al., 2017). Especially in the past decades, this led more and more firms to choose 

M&As as their preferred choice to achieve firm-specific goals which explains the large number 

of more than 21,000 M&A deals carried out worldwide in 2019 (Mergermarket, 2020). 

Although the M&A market in Europe in 2020 is expected to score lower in terms of deal counts, 

it is still higher in view of deal volume. This market trend reveals a growing interest in M&As 

across all sectors despite existing Covid-19 issues (Mergermarket, 2021). 

 Unfortunately, most M&As do not show the desired outcomes or even fail in the worst 

case (Stahl et al., 2013; Stahl & Voigt, 2008; Weber et al., 2011). While Christensen et al. 

(2011) consider 70 - 90% of all M&A transaction as unsuccessful, a more recent study by Tanna 

et al. (2020) found that 22% of reviewed M&A deals worldwide do not reach the desired 

outcome. Furthermore, McKinsey & Company took M&A deals between 2013 and 2017 into 

consideration and determined a range between 7% - 20% of M&As to be failing depending on 

the deal size volume (Bahreini et al., 2019). Although the percentage of unsuccessful 

transactions varies significantly due to different periods under review as well as deal size, an 

overall significant likelihood of failure is observable.  

 Not rarely, M&A failure occurs within the stage of the Post Merger Integration phase 

(PMI). In fact, it is seen as the most significant phase of the M&A trajectory since it is 

recognized as being the phase where most value is created or destructed (Angwin & Meadows, 

2015; Haspeslagh & Jemison, 1991). Across existing literature, PMI is seen as a multifaced yet 

important stage due to the fact that it comprises the combination of two merging firms including 

their components and the emergence of a new organization (Osarenkhoe & Hyder, 2015; Reus 

et al., 2016). In their paper, Graebner et al. (2017) review the PMI literature and observe that 

existing PMI research focuses on strategic integration, experience and learning as well as socio-

cultural integration. The latter includes human, social, and cultural aspects that influence the 

PMI process and composes the basis for this study. 
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The Problem Background 
 

Whereas scholars mostly highlighted and discussed strategic and financial reasons behind 

M&A failure, increasingly scholars ascertain socio-cultural issues to be of influence within the 

integration phase of an acquisition or a merger (Kroon & Noorderhaven, 2018; Sarala et al., 

2019; Stahl et al., 2013). A rising call to shed light on the importance of the so-called soft 

factors of M&As is observable and is expected to complete the opposed view of seeing M&As 

as solely financial transactions (Sarala et al., 2019).  

Following the quote at the outset of this thesis and the current state of literature, prior 

research has been conducted to analyze socio-cultural aspects of the Post Merger Integration 

Phase and their influence on post M&A performance (Stahl & Voigt, 2004; Tarba et al., 2019; 

Weber et al., 2011). However, a large conceptual diversity and fragmentation led to the fact 

that PMI process dynamics are still not sufficiently enough addressed and understood in 

management research (Graebner et al., 2017). Several studies which systematically explored 

the most frequently used variables in research on M&A have been unable to determine clear 

influence factors for M&A success or failure (Ahammad et al., 2016). 

Following Haspeslagh and Jamison (1991) who argue that value is solely created after 

the acquisition, Faulkner et al. (2012) argue that – besides financial aspects – PMI 

(performance) should be seen as an interaction between task integration and human/socio-

cultural integration. Other researchers framed the interplay of organizational and national 

culture differences as main factors to explain post-acquisition performance (Vaara et al., 2012). 

Distinctive post-merger typologies as well as different perspectives on PMI also leave room for 

further research (Angwin & Meadows, 2015; Graebner et al., 2017). Vaara et al. (2012) in 

particular encourage further socio-cultural research to examine potential mediating or 

moderating variables, for example to explain under which conditions national and 

organizational cultural differences are significantly associated with higher levels of knowledge 

transfer. In this context, Kroon and Noorderhaven (2018) also highlight the importance of 

moderating “soft” variables that influence PMI results. 

This study aims to analyze the sociocultural factors influencing post-acquisition 

performance. While prior research mostly focused on one main theoretical perspective and 

hereby tried to explain the PMI performance, a three-pillar view on socio-cultural influence 

factors is used in this study.  
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The Problem Statement and Research Questions 
 

To explain the influence of socio-cultural factors on PMI, the following research questions are 

formulated: 

1. Which socio-cultural factors influence the performance of the Post Merger Integration 

Phase? 

2. Does the relationship between socio-cultural influence factors and PMI performance 

differ depending on the choice of integration approach? 

 
Scientific and Practical Contribution 
 

Several studies reveal that there are no strategic or financial significant variables that explain 

variance in PMI performance (King et al., 2004; Stahl & Voigt, 2004). In this context, Weber 

and Drori (2008) invoke that existing research has been atheoretical and fragmented across 

various disciplines. Reasons behind a successful integration and factors for M&A failure 

therefore remain poorly understood. Prior attempts to explain a socio-cultural influence 

disclosed mixed results and were fragmentary to explain relationships between socio-cultural 

factors and post-acquisition performance. For example, Tarba et al. (2019) found poor cultural 

fit as well as cultural incompatibilities as primary reasons why M&As fail. A meta-analysis by 

Stahl and Voight (2008) further suggests that cultural differences influence socio-cultural 

integration in different and sometimes even opposing ways. Sarala et al. (2019) examined the 

human side of M&As finding that socio-cultural influence mechanisms have been often found 

negatively related to performance while other scholars found positive outcomes. 

Misinterpreting cultural differences as a structural explanation for socio-cultural influence 

neglects individual factors causing difficult classification of research outcomes (Sarala et al., 

2019). In line with findings by Graebner et al. (2017) this study contributes by researching the 

three main fields of human, social as well as cultural influence factors and examines whether 

they influence post-merger integration performance.  

Furthermore, the study contributes to previous literature by examining whether the 

choice of integration approach moderates the relationship between socio-cultural influence 

factors and PMI performance. The most commonly used integration strategies are absorption, 

symbiotic and preservation (Haspeslagh & Jemison, 1991). Each choice of integration approach 

incorporates challenges and entails hurdles. Hence, we argue that ‘choice of integration 

approach’ constitutes an appropriate moderator within this study and we expect it to be a 

significant variable harmonizing previous findings on PMI performance. 
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Concerning practical relevance, this thesis provides several deep insights into the PMI phase 

for managers involved in M&As. First of all, the findings allow to better understand what 

specific socio-cultural factors play a role during the integration phase. After recognizing the 

factors, it is of high importance to decode how they affect the integration and whether there is 

an influence of the stage or approach of integration. Our findings allow managers to better 

deploy and allocate strategic and human resources during the PMI phase to ensure a proper 

integration without arising issues. Secondly, our findings contribute to a more effective 

decision-making process (e.g. whether selected target firms are suitable for a merger or an 

acquisition from a socio-cultural perspective). Hence, potential socio-cultural misfit or related 

issues and difficulties can be avoided or better be dealt with in terms of a successful integration 

process. Overall the thesis enables readers to break down PMI complexities, facilitates a 

conceptualization to understand as well as scope socio-cultural influence during the PMI and 

ultimately requests to stimulate appropriate managerial actions. 

Theoretical Framework 
 

In this section, we conceptualize the socio-cultural perspective as well as frame the scope in 

view of PMI and performance measurement. In doing so we continue by examining the three 

socio-cultural influence factors as well as the moderating variable of type of integration 

approach. We conclude the theoretical part by illustrating our theoretical model that acts as the 

basis for the empirical part of this study. 

 

A socio-cultural Perspective on PMI 
 

Graebner et al. (2017) found prior research of socio-cultural integration to be divisible into 

human, social and cultural aspects. This is in line with findings by Mendenhall (2005) who 

grasps socio-cultural integration as an interaction of people within an organization possessing 

established norms, beliefs and values. Socio-cultural integration further includes factors 

concerning cognition as a phenomena of guiding human behavior (Ashkanasy et al., 2017). 

This results in a practice perspective on socio-cultural dynamics that allows to consider intra- 

and extra-organizational aspects to explain PMI performance. Sarala et al. (2019) state that such 

an approach allows to amplify PMI performance from a solely cultural differences perspective, 

also known as the ‘cultural difference hypotheses’, towards a more concrete plane of projection 

that includes micro-level social practices to better explain the emergence of sociocultural 

dynamics within PMI.  
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As explained earlier, the following literature review adopts a multi-level view, taking the 

human, social and cultural aspects well-defined into account. We argue that such a 

comprehensive and integrative approach allows to cover the soft-sided factors influencing the 

PMI phase while at the same time detaching our research from the so called ‘cultural distance 

hypotheses’ that seems to not sufficiently serve as a feasible overall explanation for socio-

cultural influence on PMI performance (Graebner et al., 2017; Raitis et al., 2018; Stahl & Voigt, 

2004). 

 

Post-Merger Integration and Performance 
 

Across existing literature, M&As and in particular the post-merger integration phase are seen 

as a complex, yet fundamental form of change for businesses that can include a great number 

of influencing variables due to arising hurdles and complexities (Lauser, 2010). Hence, in order 

to achieve success in M&A, the PMI plays a central role in view of M&A integration 

performance (Zollo & Meier, 2008).  

Considering existing literature on PMI, Graebner et al. (2017) grasped the PMI phase 

similarly as a multi-faced and dynamic process that involves the combination of two firms to 

form a new organization. The definition of Steigenberger (2017) closely follows Larsson and 

Finkelstein (1999) who delineate M&A integration as "the degree of interaction and 

coordination of the two firms involved in a merger or acquisition” (p.6). In this paper, we define 

post-merger integration as a process after deal closure during which merging firms reconfigure 

by redeploying, adding or divesting resources, products or entire business to obtain combination 

benefits (Bodner & Capron, 2018). 

 In this context the question emerges of how to measure PMI performance to explain 

post-merger integration success or failure. Previous PMI research has used ‘employee’s 

willingness to cooperate’ as a reliable and constructive metric to measure post-merger 

integration performance (Hajro, 2015; Kroon & Noorderhaven, 2018; Melkonian et al., 2011; 

Rottig, 2013). Cooperation of employees, which is understood as the willingness to use personal 

resources to integrate cultures and behavioral process that make the merger work as well as the 

interest to make additional endeavor, is perceived as a decisive factor to drive success or failure 

of the post-merger integration phase (Haspeslagh & Jemison, 1991; Melkonian et al., 2011).  

To be able to analyze and measure socio-cultural influence on PMI performance, a 

feasible soft-side and human focused scale needs to be applied. By using employee’s 

willingness to cooperate, we expect to adequately explain M&A success or failure and show 
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the influence of socio-cultural factors on post-merger integration performance from a human, 

social and cultural side. 

 

The Human Side 
 

Current research on PMI presumes human factors as decisive for M&A performance. 

Particularly the role of emotions within the human side during PMI is said to be a significant 

factor explaining PMI performance (Graebner et al., 2017; Sarala et al., 2019). This is because 

emotions considerably influence human thinking as well as acting and ultimately drive human 

behavior (Kusstatscher & Cooper, 2005). M&As are highly emotional events for all parties and 

humans participating in the transaction. To conceptualize emotions, we follow the definition of 

Zagelmeyer et al. (2018) who emphasize emotions as a tangible phenomenon and define them 

as a mental state of action readiness that arises from cognitive appraisals of social interactions 

or related events and state of thoughts. This corresponds to the overall findings by Buono and 

Bowditch (2003) who perceive M&As as emotionally intense.  

 Emotions cause affective reactions that can result in positive or negative outcomes 

ultimately influencing PMI performance (Gunkel et al., 2015). Reus (2012) finds positive 

emotions to increase organizational effectiveness, while other research sees positive emotions 

to be associated with increased employee motivation (Kusstatscher & Cooper, 2005) or 

favoring adaptation of change (Steigenberger, 2015).  

 Relatedly, the majority of previous literature considers negative emotions to negatively 

affect post-merger integration performance. In this context Gunkel et al. (2015) analyzed the 

relation between communication and emotions to show their effect on PMI. They found 

managerial communication to be positively associated with employees’ emotions and in turn 

their behavior and intentions. Further findings suggest that employee’s feeling of dissatisfaction 

during M&A is positively related to employee turnover intention as well as resistance behavior 

(Gunkel et al., 2015).  

 Related research by Liu and Perrewé (2005) revealed that during different stages of an 

M&A emotional responses are triggered that influence the choice of coping behavior and action 

tendencies. To narrow down the big picture of the role of emotions in M&As, Zagelmayer et 

al. (2018) drew upon existing research to develop a three steps model. The first stage 

incorporates antecedents’ variables such as communication, management behavior as well as 

factors including organizational culture or cultural characteristics. These factors influence 

employees’ emotions causing them to show mostly negative traits. Examples are fear, 

frustration, or depression (Guerrero et al., 1996). The second stage comprises variable outcomes 
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that explain employee behavior or attitudes and PMI performance in view of levels of 

cooperation, motivation or organizational commitment. Applying this theoretical model, 

Zagelmayer et al. (2018) lay the foundation for the relationship between managerial 

communication style and employees’ positive and negative behavior during the post-merger 

integration phase. They found for example that insufficient communication/information causes 

emotional uncertainty and stress that ultimately is reflected in demotivational behavior. 

A more recent study by Schlindwein and Geppert (2020) highlights the importance to 

distinguish between individual and organizational levels during PMI to explain any emotional 

influence. In their conceptual paper they emphasize that outcomes are mostly perceived as 

harmful for the smoothness of the integration process. Drawing on prior research, the authors 

argue that negative emotions in collective groups can cause “silo-mentality” thinking behavior 

(Ager, 2011). Simultaneously, on the individual level, negative emotions, more precisely 

anxiety and fear, lead to resistance in view of new strategies (Huy, 2011). 

 A shown, existing literature and research highlight that the human aspect of emotionality 

provides a critical, yet non-neglectable socio-cultural influence factor that determines PMI 

performance (Sarala et al., 2019). We therefore argue that the role of emotions within the human 

side of socio-cultural influence is at the center of importance to explain PMI performance. More 

specifically, we hypothesize: 

 

H1: Negative emotions are negatively related to PMI performance. 

 

The Social Component 
 

After explicitly discussing the human side factor ‘emotions’, the following section takes a 

closer look to the social component of identity as a main socio-cultural influence factor on PMI 

performance. This becomes especially important as during M&As the established 

understandings of how employees relate to each other or their organization is likely to change 

(Weber, 2019). In M&A research, identity is perceived as versatile in view of its leading role 

for identity building during the PMI phase (Graebner et al., 2017). Across existing literature, 

identity in M&As is associated with the cognition of all members within an organization of 

who they are (Drori et al., 2013; Giessner et al., 2012; Van Knippenberg et al., 2002; Vieru & 

Rivard, 2014). In this context the term identification arises that comprises the process during 

which members of both the target and the acquirer associate themselves with the novel identity 

of the newly arose organization, also known as identity building or construction in PMI research 
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(Graebner et al., 2017). Several scholars have researched the influence of identification on PMI 

performance. 

 Giessner et al. (2011) illustrate that a strong post-merger identification results in less 

conflict and higher levels of motivation, while also stating that often members of both parties, 

the target and the acquirer organization, less distinctly identify themselves with the new 

organization - instead with each of their pre-merged organizations. They further build on the 

Social Identity approach drawing upon Ashforth and Mael (1989). This approach assumes not 

only individual characteristics as the base for people to define themselves, but also includes the 

characteristics of the group they belong to, to be influential for people’s self-definition.  

Van Knippenberg et al. (2002a) add to this by stating that the more an individual 

identifies with the group, the more the individual’s behavior is influenced by this group 

affiliation. Therefore, higher levels of organizational identification result in a greater likelihood 

that employees adopt the new organizational identity and align their attitude in favor for a 

positive PMI process. Tyler (1999) also found shared identification to be positively related to 

in-group cooperation in the new organization. This is in line with findings by Terry et al. (2001) 

who argue that people see their pre-merger organization as the previously mentioned ingroup 

which can ultimately negatively influence the PMI. 

More recently, Kroon and Noorderhaven (2018) studied the role of occupational 

identification during post-merger integration. The authors measured PMI performance by 

means of the willingness of employees to cooperate. Findings of both quantitative and 

qualitative research suggest that occupational identification positively influences the 

willingness to cooperate during PMI. Further findings illustrate that employees feel less 

threatened and are more likely to cooperate when the newly emerged organization meets the 

employee’s expectations, organizational and occupational wise. Elsbach and Glynn (1996) also 

state that a shared organizational identity is important as it influences the employee’s 

willingness to strive for common goals.  

Based on this line of reasoning, we argue that a shared organizational post-merger 

identity plays a significant role in positively determining PMI performance. Thus, we 

hypothesize: 

  

H2: A shared Organizational Identity is positively related to PMI performance. 
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The Cultural Perspective 
 

Considering the cultural component of socio-cultural influence, Raitis et al. (2018) argue that 

it has often been researched and perceived from an organizational and/or national culture 

perspective. The focus of previous research was primarily on organizational and national 

differences and their influence on PMI performance (Gomes et al., 2013; Sarala et al., 2019; 

Stahl & Voigt, 2008; Tarba et al., 2019). This bilateral approach however led to the fact that 

related studies did not sufficiently distinguish between the organizational cultural- and the 

national cultural level, causing findings to be contradictory or not clear enough for explanation 

(Stahl & Voigt, 2008). Our study focusses on examining organizational cultural differences. 

Alvesson (2012) understands organizational culture as a way of understanding 

organizational life in all its richness and variations. This definition follows Schein (1990) who 

sees organizational culture as a set of beliefs, values and assumptions shared by an 

organization’s member. Abu-Jarad et al. (2010) see those norms and beliefs to be strongly 

related to organizational performance. While Morosini et al. (1998) found organizational 

cultural differences to enhance PMI performance, several scholars negatively associated 

organizational cultural differences with PMI performance (Sarala, 2010; Stahl & Voigt, 2008; 

Tarba et al., 2019; Weber & Drori, 2008). Vaara et al. (2012), for example, found organizational 

cultural differences as a source of arising social conflicts during the PMI phase. The authors 

also state that knowledge transfer within the integration process is hindered due to differences 

in organizational behavior between the target and the acquirer. In this context, Datta (1991) 

introduced the concept of organizational fit, meaning the extent of compatibility in styles of the 

acquiring and the acquired firm management. In light of this, the author emphasizes that 

different leadership styles within top management lead to negative PMI outcomes. 

This view accords with Tanure et al. (2009) who state that value creation during PMI 

depends on a successful combination of fundamental business styles. In this context Stahl et al. 

(2004) introduce the logic ‘balance of power’ meaning that the organization involved in the 

merger is required to adapt and align to the other organization’s culture and creating a new, so-

called third culture. To ensure a successful integration, the authors draw upon Cartwright and 

Cooper (1993) who state that organizational cultures should be similar in terms of adjoining 

types as for example role and task cultures. 

Another prominent example is the study of Badrtalei and Bates (2007) who analyzed 

the role of organizational cultural differences during and after the merger of Chrysler and 

Daimler. They found that diverging hierarchical decision-making steps are the main driver of 

the merger to not show the desired outcomes. While those differences often already emerge in 
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earlier M&A stages, the effects are mostly primarily perceived during the integration phase 

(Tanure et al., 2009). Thus, we hypothesize: 

 

H3: Organizational cultural differences are negatively related to PMI performance. 
 

Moderating Effect of Choice of Integration Approach 
 

As described in the previous sections, socio-cultural factors influence the PMI phase and are a 

critical factor to explain post-merger integration performance (Gomes et al., 2013; Graebner et 

al., 2017; Sarala, 2010; Vaara et al., 2012; Weber, 2019). In this context previous research 

stresses that the chosen integration approach affects the merging firms management 

commitment to cooperate with each other (Weber et al., 1996). Considering social and cultural 

factors that influence the PMI phase, we introduce the moderator ‘integration approach’ in our 

empirical research as we expect the relationship between each of the three identified socio-

cultural factors and PMI performance to be influenced by the choice of integration approach. 

Following existing literature, we define this variable as the careful consideration of which 

processes and operations to consolidate while considering which level of autonomy and 

strategic interdependence is respectively needed (Haspeslagh & Jemison, 1991). 

 To better understand the term integration and, related, the chosen integration strategy 

by the acquirer, several blueprints and a variety of models across literature are developed 

(Steigenberger, 2015). One of the most acknowledged and researched ones is developed by 

Haspeslagh and Jamison (1991). Their suggested model, constructed as a four fielded matrix 

with the dimensions of strategic interdependence (SI) and need for organizational autonomy 

(OA), reveals four unequivocal integration strategies/approaches: Absorption (low OA, high 

SI), Preservation (high OA, low SI), Symbiosis (high OA, high SI) and Holding (low OA, low 

SI). 

We proposed an overall negative influence of negative emotions on employee’s 

willingness to cooperate. Hereby our hypothesis might be refined when considering the 

introduced moderator. Dou et al. (2017) state that whether individuals will contribute more to 

the group depends significantly on their perceived emotions in interpersonal interaction. 

Sinkovics et al. (2011) note that in most cases the buyer side sees it as self-evident that their 

way of doing business is better than the one from the acquired company and therefore imposes 

its integration strategy and procedures which ultimately leads involved employees from the 

acquired side to feel unsuccessful. They therefore often react negatively with frustration or 

aggression.  
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However, when choosing a more cooperative integration approach, namely symbioses, both 

organizations are retained to change as shared systems and structures are developed by 

resources and conceivability of both parties (Teerikangas & Very, 2006). High levels of 

integrative projects are seen as driver for motivating employees, make them feel committed 

towards the newly merged organization and even help to remove negative emotions of jealously 

and fear (Sinkovics et al., 2011). We argue that making use of such cooperative integration 

behavior might lower negative emotionality during PMI and result in higher levels of 

employee’s willingness to cooperate compared to choosing other integration approaches with 

different levels of OA and SI. Thus, we hypothesize: 

 

H4: A symbiotic integration approach moderates the relationship between negative emotions 

and employee’s willingness to cooperate, such that the relationship is more positive following 

this integration approach. 

 

Secondly, we have argued that a shared organizational identity is positively related to the 

employee’s willingness to cooperate. Thereby we stress that the perception of identity and the 

process of identification, as described above, can be influenced by the level of granted 

autonomy and therefore impact the willingness of the employees to cooperate. To create room 

for sufficient autonomy, firms often choose preservation as a preferred integration strategy, so 

that each firm retains its autonomy while conflicts are expected to be unlikely (Teerikangas & 

Very, 2006). Hereby members of the merged firm identify themselves more with the new 

organization only when they experience similarities between the shared organizational identity 

of the new post-M&A organization and their personal as well as pre-merger organizational 

identity (Bartels et al., 2006). This would suggest that a strong pre-merger identity is positively 

related to post-merger identification as shown by van Leeuwen, van Knippenberg and Ellemers 

(2003).  

However, when maintaining boundaries between the merging firms, a shared 

organizational identity is quite unlikely to arise. The desire to preserve a firms’ existing 

organizational identity leads to a reduction of willingness to adopt a new shared identity and 

ultimately prevents a smooth and hurdle-free integration process (Junni et al., 2018). Joshi et 

al. (2020) note that within an preservation integration approach new employees experience low 

morale and even sabotage processes as they feel less central and equal compared to the 

employees of the acquirer firm. Steigenberger (2015) adds that strong preservation tendencies 
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lead to a significant organizational cultural separation. As a result, cultural integration suffers 

and high levels of willingness to cooperate are unlikely to manifest. Hence, we hypothesize: 

 

H5: The integration strategy of preservation moderates the relationship between a shared 

organizational identity and employee’s willingness to cooperate, such that the relationship is 

less positive following this integration approach. 

 

In the context of cultural differences, Weber et al. (1996) invoke that a successful merger is 

largely depending on the amount of organizational cultural differences between the acquirer 

and the acquired firm as well as the choice of level of integration. Especially when integrating 

two businesses with different organizational cultures, choosing a strategy of low OA and high 

SI, absorption, might result in cultural encounters and a negative PMI performance in view of 

willingness to cooperate by the employees (Teerikangas & Very, 2006). Bodner and Capron 

(2018) argue that firms often destroy capabilities and synergies when the integration is done to 

aggressively or abrasive which is often the case in absorptive M&As. Related, Larsson and 

Finkelstein (1999) note that when poorly executed, interaction and organizational coordination 

suffers and joint benefits are unlikely to arise. Especially when the two merging firms are 

explicitly culturally different and the acquirer tries to impose its organizational behavior and 

procedures on the target firm, employees perceive it as a risk of loss of autonomy and 

organizational independence. In this regard, Lubatkin et al. (1999) stress that organizational 

cultural differences are positively related to autonomy removal as a result of absorptive M&As.

 So called cultural clashes are likely to arise, leading to cultural entrenchment, 

countercultural behavior or rejection and ultimately resulting in unfavorable PMI outcomes 

(Larsson & Finkelstein, 1999). Therefore, we argue: 

 

H6: Choosing an absorptive integration approach will moderate the relationship between 

organizational cultural differences and employee’s willingness to cooperate, such that it 

strengthens the negative relationship. 
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Based on the proposed hypotheses, the following conceptual model can be derived:  

 

 
 

Methods 
 

Research Design and Philosophy 
 

Due to the current state of literature, this thesis adopts a deductive research approach to test the 

developed hypotheses (Williams, 2007). Mature theory in general aims to explore developed 

frameworks and constructs to illustrate aggregated knowledge. Therefore, this research design 

comprises several disposed hypotheses that emerge based on a logical and structured theory 

that is based on prior research findings. According to Collis and Hussey (2013) such an 

approach is best suited to collect new data and observe findings. Drawing on our theoretical 

model, we hereby expect to contribute to established findings on PMI performance as well as 

to discover novel relationships between the socio-cultural influence factors on PMI 

performance and the moderating variable choice of integration strategy (Dulock, 1993; 

Edmondson & McManus, 2007).  

Within this study, we apply a positivistic paradigm view. This allows us to draw on 

previous findings, but also deriving new insights of socio-cultural influence on PMI 

performance. To exert this deductive research design, a quantitative approach is applied and 

noted to be suitable to test the derived hypotheses (Rahi, 2017; Vogt et al., 2014).  

Corresponding to Galliers (1990) and his taxonomy of research methodologies, the approaches 
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and methods above can be best reflected within a survey. Using the research approach to run a 

questionnaire in form of a survey to assess PMI performance has been used before and is 

acknowledged as reliable (Kroon & Noorderhaven, 2018; Tarba et al., 2019). Gathered 

quantitative data will be analyzed using descriptive and inferential statistics to show effects 

among variables (Verschuren et al., 2010). The main advantage of making use of a survey is to 

reach a larger sample that allows to derive meaningful findings (Swoboda et al., 1997).  

 

Research Context and Data collection 
 

As explained above, a survey was sent out to collect primary data. The sample size consists of 

individuals that personally experienced or are still experiencing the post-merger integration 

phase within an M&A. To ensure adequate and eligible response, a filter question at the 

beginning of the survey was integrated to cull potential unsuitable respondents who did not 

experience the PMI phase and might contort findings. This approach follows the idea of a non-

probability technique, more precisely purposive sampling. Therefore, not all potentially 

available persons were included, but individuals that meet the predefined criteria mentioned 

above (Alvi, 2016). The survey further targets respondents that are employed either in the 

acquirer or the acquired organization and includes responses from both managers and no 

management position employees. By incorporating both sides, any tendency or biases that 

might occur when focusing on only one side of the M&A could be avoided. 

To find a suitable sample, the researcher used ‘Mergermarket’, a global leading online 

platform that tracks and files M&A deals worldwide classified by classes such as industry, 

geography, size and other. In total, 73 M&A deals were identified that involved companies in 

Europe and the US and where contact details to the management board were available. 

Additionally, national and international M&A networks with its M&A experts were approached 

and asked to participate due to the high density of suitable persons who have great corporate 

transactions experience. Lastly the survey was shared on LinkedIn, initially at mid of April and 

a second time as a reminder at the beginning of May. Altogether the survey was active between 

the 14th of April and the 14th of May 2021. 

The total sample size consists of 85 respondents who filled in the survey. Out of 85, five 

respondents answered the filter question at the beginning of the survey by stating that they did 

not experience the Post-merger Integration phase and therefore were removed. This leaves a 

total figure of 80 respondents for further analysis. According to Tabachnik and Fidell (2007) 

for a reliable equation the sample size follows the formula: N > 50 +8m (where m = number of 

independent variables). In this research setting this would mean a minimum sample size of 74 
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which is clearly exceeded by the figure 80. Therefore, the sample size is seen as large enough 

to proceed. 

Out of this sample size, 48 respondents are males and 32 are females with no respondent 

indicating ‘other’. Regarding tenure, 62.5% indicated that they are managers and 37.5% that 

they are not holding a management position within their organization. The mean age of the 

respondents is 42 (41.3) years while the mean for the amount of years spent at the pre-

organization, meaning before the M&A took place, is 5 years and 3 months. Out of all M&As 

captured in the survey, 36.25% were domestic ones while 63.75% were carried out 

internationally. 

 

Measures: Operationalization of Variables 
 

Our survey, see Appendix VIII, was created and designed by using existing measurement scales 

to best address each of the socio-cultural influence factors. Furthermore, we specifically asked 

for the integration strategy to assess the moderating variable. In addition, we added filter 

questions as well as a short demographic query in order to compile an in-depth overview of the 

profile of the respondents of our survey. The measurement scales were used, tested and proven 

to be reliable as well as valid across M&A research and operationalized as follows: 

Emotions are measured by six items following Bhal et al. (2009). The authors draw 

upon Oreg (2003) who introduced a widely recognized and applied scale of assessing reactions 

to change within the PMI phase. Bhal et al. (2009) classifies them into affective, cognitive and 

behavioral reactions to mergers, while in our study we focus on affective reactions due to the 

relation with human and emotional factors. Originally, the items were rated on a six-point Likert 

scale (1 = strongly disagree to 6 = strongly agree) which we also adopt in our study to avoid a 

potential tendency to neutral answers. A sample item is, “I am emotionally overwhelmed by all 

the things that need to be done because of the merger.” The Cronbach’s α coefficient is .728 

and suggests moderate reliability of the scale. 

The perception of a shared organizational identity is measured according to the post-

merger identification scale introduced by Van Knippenberg et al. (2002b) who base their three 

items on prior scholars (Kelly & Kelly, 1994; Mael & Ashforth, 1995). We adopt, align and use 

the three items in our survey which was proven to be reliable in other studies (Lee et al., 2009). 

Again, we rate the items on a six-point Likert scale (1 = strongly disagree to 6 = strongly agree). 

A sample item is, “I feel strong ties with the new organization.” The Cronbach’s α coefficient 

is .745 and suggests moderate reliability of the scale. 
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Organizational cultural differences are measured according to the measurement scale 

developed by Kroon et al. (2009). The scale consists of seven items. We do partly modify the 

questions and adjust the original five-point Likert scale to a six-point Likert scale (1 = strongly 

disagree to 6 = strongly agree) in our study for said reasons. To assess the organizational 

cultural differences, we apply the scale for both the post-M&A as wells as the pre-M&A 

organization. After coding the items in SPSS, we take the absolute differences of each 

belonging items to obtain the actual organizational cultural differences. A sample item is, “At 

the new merged company (post-M&A) there is a good communication between employees and 

their managers.” and “At the old (pre-M&A) organization there was a good communication 

between employees and their managers.”, respectively. The Cronbach’s α is .742 and suggests 

moderate reliability of the scale.  

 Employee’s willingness to cooperate, the dependent variable in the study, is measured 

according to Melkonian et al. (2011) and their willingness to cooperate scale which is closely 

related to Weber et al. (1996) and their readiness to cooperate scale. Due to their focus on a 

case study, we modify the three items according to our research context. Other scholars have 

used and validated the scale before (Kroon & Noorderhaven, 2018), which is why we make use 

of this scale in our study by rating it on a six-point Likert scale (1 = strongly disagree to 6 = 

strongly agree). A sample item is, “I am open to cooperate with my colleagues from the 

company A/company B when necessary.” The Cronbach’s α is .801 and suggests good 

reliability of the scale. 

 To assess the moderation in our study, we use one item, namely: “What type of 

integration was used within the merger you were involved in?”. An explanation and definition 

of each type of integration approach is given within the survey before the respondents are asked 

this question. 

In total there are seven control variables taken into account: Gender (0 = male, 1 = 

female) to avoid any demographic effects, age and tenure (0 = manager, 1 = no manager) to 

control for individual effects and nationality to control for geographical effects. Additionally, 

selected filter questions were introduced to classify whether the respondent is appropriate to be 

considered in our study. A sample question for the filter question is, “Did you as an employee 

experience the post-merger integration phase within a M&A deal where your company was 

engaged in?”  

 
Data Analysis 
 

To analyze the data, IBM SPSS software is used. Making use of existing measurements scales, 

initially a principal component analysis (PCA) is performed to ensure construct validity. Across 
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management research, the factor analysis is considered to be a proven statistical approach to 

check for construct validity and is a commonly used research method (Farrell & Rudd, 2009). 

Results of the PCA allow us to constrain, provide and explain compelling evidence of the 

convergent and discriminant validity of our theoretical constructs, meaning monitoring whether 

our measures actually measure what they should do (Brown & Moore, 2012). 

 Not less important within scale assessment is reliability which relates to the consistency 

of a measure. Reliability refers to the degree to which an instrument scale produces stable and 

consistent results (Iacobucci & Duhachek, 2003). While calculation of an exact value for 

reliability is not possible, several measures were developed to estimate reliability. By far the 

most commonly used and recognized one in management research is Cronbach’s α that allows 

to ascertain internal consistency of an instrument (Heale & Twycross, 2015). Providing a value 

between 0 and 1, the threshold at which a scale is considered as still reliable lays at .7 (Tavakol 

& Dennick, 2011). Due to its popularity as well as proven applicableness, this study uses 

Cronbach’s α to assess measurement reliability. 

 After ensuring validity and reliability, descriptive statistics of the variables in the 

theoretical model are analyzed. To show direct relationship between our variables, a correlation 

analysis is run. The correlation analysis is further expected to show potential problems of 

multicollinearity, meaning if the correlations between the independent variables is high (r > 

.70).  

In order to test our hypotheses 1, 2 and 3, we perform a hierarchical multiple regression 

analysis to analyze the value of the dependent variable based on the values of the three different 

independent variables of our theoretical model. Our hypotheses 4, 5 and 6 state a moderating 

effect of the type of integration approach on the relationships between the independent and the 

dependent variable. To evaluate the interaction effect, we make use of a moderator regression 

analysis. More precisely we apply the PROCESS macro in SPSS to test the significance of our 

moderating variables. 

  

Validity and Reliability 
 

To check for reliability and validity of the scales, the following items needed to be recoded in 

order to run the analysis. In the first scale measuring the influence of negative emotions, the 

third question “I am excited about the M&A.” was positively formulated while the other 

remaining five items were negatively phrased. Simultaneously in the scale measuring the 

willingness to cooperate (dependent variable) the third item “I am not willing to put myself out 
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just to help the new company combination.” was negatively formulated while the other two 

items were positively phrased.  

To capture the organizational cultural differences, the absolute values of difference 

between each item in the scale organizational cultural differences (initially 14 items) for the 

post- and the pre-merged organization were calculated and recoded to seven new items that 

now display the actual organizational cultural differences to continue with the statistical 

analysis. 

As already explained in the data analysis part, reliability was measured using 

Cronbach’s α. This coefficient ranges between .728 and .801 (see Table 1) for the four 

measurement scales used in this study which implies an overall satisfying reliability. 

Subsequently to ensure validity, we used the Principal Component analysis in SPSS to analyze 

the internal validity of the scales used in our study. For the scale of negative emotions initially 

the Kaiser-Meyer-Olkin Measure of sampling adequacy (KMO) was calculated and shows a 

value of .744 while the Bartlett’s test of sphericity exhibits p < .001. For the scale 

Organizational Identity, the KMO value is .669 and the Bartlett’s test of sphericity is at p < 

.001. For the scale organizational cultural differences, the KMO value is .732 and the Bartlett’s 

test of sphericity is again p < .001. For the scale willingness to cooperate, the KMO value is 

.718 and the Bartlett’s test of sphericity is at p < .001. The KMO values of all four scales clearly 

exceed the threshold of .6 while the p-values are all below .05 which implies that the scales are 

suitable to run a factor analysis (Hill, 2011). 

The independent variable negative emotions has two items explaining 60.8% of the 

variance which can also be retrieved from the scree plot (see Appendix I). Looking at the 

component matrix, the factor loadings range from .454 to .788 and therefore all score greater 

than .3, which is why there is no need to remove items from the scale.   

Considering the independent variable organizational identity, there is one item 

explaining 67.1% of the variance as can also be seen in the scree plot (see Appendix II). The 

factor loadings appear to be between 0.761 and .858 which implies that there is no need to 

remove any item form the scale as all score higher than .3. 

Taking a look at the third independent variable organizational cultural differences, there 

are two items explaining 54.9% of the variance as can also be seen in the scree plot (see 

Appendix III). According to the factor loading matrix, the range of the factor loadings is 

between .438 and .769 which clearly shows that no item needs to be deleted as no items scores 

.3 or below. 
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Lastly taking the dependent variable willingness to cooperate into account, there is one item 

explaining 73.55% of the variance as can also be seen in the scree plot (see Appendix IV). The 

factor loading matrix reveals that all three items score considerably high between .846 and .865 

showing that no item is at .3 or below and needs to be deleted. The overall factor loadings as 

well as reliability scores can be retrieved from Table 1. 

 

 

Results 
 

Correlation Analysis  
 

Table 2 reports the means and standard deviations as well as correlations among the variables 

of the study using Pearson product-momentum correlation coefficient. Organizational 

identification and willingness to cooperate have a relatively high mean, 3.73 and 4.25, 

respectively. 
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Organizational identification and negative emotions show a strong negative correlation (r = -

.605, p < 0,01). Considering organizational cultural differences, a moderate positive correlation 

with negative emotions (r = .371, p < 0,01) as well as moderate negative correlation with 

organizational identification (r = -.446, p < 0,01) becomes observable. Furthermore, there is a 

moderate negative correlation between the employee’s willingness to cooperate and negative 

emotions (r = -.479, p < ,01) as well as a strong correlation of negative emotions with 

organizational cultural differences (r = -.536, p < 0,01). 

Another medium correlation can be found between gender and willingness to cooperate 

(r = -.248, p < 0,05). There is also a medium positive correlation between age and organizational 

cultural differences (r = .259, p < 0,05) as well as a moderate negative relationship between age 

and willingness to cooperate (r = -.313, p < 0,01). Moreover, a medium positive correlation 

between the region of the M&A, meaning whether the M&A was carried out internationally or 

nationally, and the organizational identification (r = .221, p < 0,05) as well as the willingness 

to cooperate variable (r = .257, p < 0,05) was found. Lastly, a medium correlation between 

nationality and willingness to cooperate became observable (r = .243, p < 0,05). Further 

correlations between the control variables can be retrieved from Table 2.  

 

 

 

 

 

 

 

 

 

 

 

 

 
Assumption testing for regression analysis  
 

In a first step we test the following assumptions for the linear regression analysis: 

multicollinearity, normality as well as homoscedasticity. One statistically proven way of 

examining multicollinearity is to review the correlations. Looking at Table 2, no correlation of 

.7 or above between the independent variables is observable, which means that no 
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multicollinearity exists and we can expect no irregularity when running the regression analysis 

(Pallant, 2020).  

To review the normality assumption, the normal probability plot was created. This plot 

reveals minor deviation from the normality line as seen in Appendix V which implies that the 

assumption might be violated. However, no curvilinear or extreme divergence from the 

centralized rectangle is observable which is why our data can be considered as normally 

distributed (Lumley et al., 2002).  

Looking at the scatterplot of residuals presented in Appendix VI, the assumption of 

homoscedasticity is met. According to Tabachnik et al. (2007) the variation in the residuals is 

similar in each point of the model which is the case as there are no outliers in the scatterplot. 

Because there are no cases with a standardized residual of more than 3.3 or -3.3, 

homoscedasticity is ensured and our data is disposed for regression analysis (Pallant, 2020). 

 
Regression Analysis 
 

A multiple hierarchical regression analysis was performed in order to test our conceptual model 

and hypotheses. The analysis consists of several different models. The first model includes the 

control variables of this study while the second model incorporates the three independent 

variables of our research model.  

Results in Table 3 (Model 1) show that employees were less likely to cooperate when 

the M&A was carried out internationally (b = .573, p = .022). This is in line with Slangen (2006) 

who argues that different countries often have different organizational practices which is 

probably not the case in national M&As. Furthermore, the older an employee is, the less willing 

she or he is to cooperate in the post-merger integration process (b = -.045, p = .006). Lastly, we 

find gender to have an influence such that females are more willing to cooperate (b = -.458, p 

= .059). Although the p-value exceeds the threshold of .05, we perceive it as important to 

mention as it is contrary to prior post-merger integration research findings (e.g. by Kroon and 

Noorderhaven, 2018) who also measure PMI performance as the willingness to cooperate. 

To analyze the effect of the three independent variables in our study on the employee’s 

willingness to cooperate, we introduce these variables in Table 3, Model 2. The variance 

accounted for by the independent variables is significant and shows a considerably high 

adjusted R² value of .596 with p < .001 which implies that our chosen socio-cultural perspective 

in this study can be described as suitable to explain post-merger integration performance (Field, 

2013; Pallant, 2020). 

Examining hypothesis 1, we find negative emotions to negatively influence PMI 

performance, however the significance level exceeds the threshold of .05 with a non-significant 
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coefficient (b = -.144) which indicates no significant effect. Therefore hypothesis 1 of our 

research model is rejected. Although hypothesis 1 is not supported, Model 3 of Table 3 shows 

a significant beta coefficient (b = -1.047, p < .001), implying weak evidence for hypothesis 1. 

Hypothesis 2 states that a shared organizational identity is positively associated with 

PMI performance. As seen in Model 2 we find organizational identity to have a coefficient of 

.601 meaning that a change of one unit in the independent variable organizational identification 

is associated with a change of .601 units in the outcome of willingness to cooperate. The 

relationship is significant (p < .001) and positive, providing support for hypothesis 2 in our 

study. 

Hypothesis 3 assumes organizational cultural differences to be negatively related to 

PMI performance. From Table 3, Model 2 it can be retrieved that higher levels of organizational 

cultural differences lead to lower levels of willingness to cooperate during the PMI phase (b = 

-.407, p = .008). The relationship is significant and the p-value stays below the threshold of .05 

which is why we accept hypothesis 3 of our research model. 

Hypothesis 4 indicates a moderating effect of the type of integration assuming that a 

symbiotic integration approach moderates the relationship between negative emotions and 

employee’s willingness to cooperate, such that the relationship is more positive in this type of 

integration approach. In Table 3 (Model 3) we find the interaction term “Negative emotions x 

Symbiosis” to be positive and significant (b = .873, p = .0013). This indicates that the negative 

relationship between negative emotions and willingness to cooperate becomes more positive 

when choosing symbiosis as the integration approach. Hence, hypothesis 4 of our research 

model is supported. 

Hypothesis 5 states that the integration type of preservation moderates the relationship 

between a shared organizational identity and employee’s willingness to cooperate, such that the 

relationship is less positive in this integration approach. In Table 3, Model 4 reveals that the 

interaction term “Organizational identification x Preservation” is positive, but not significant 

(b = .446, p = .073). Thus, we have to reject hypothesis 5 of our study.  

Hypothesis 6 expects that when choosing an absorptive integration, the relationship 

between organizational cultural differences and the employee’s willingness to cooperate will 

be moderated, such that it strengthens the negative relationship. Model 5 in Table 3 shows that 

the interaction term “Organizational cultural differences x Absorption” is positive, but not 

significant (b = .204, p = .603) which is why hypothesis 6 of our research model is rejected.  
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Discussion 
 

The objective of this study is to redefine culture as an independent variable in M&A research 

in order to examine its influence on post-merger performance. By disaggregating the socio-

culture aspect into three independent variables, namely negative emotions, organizational 

identity and organizational cultural differences, this study adds valuable insights into previous 

PMI performance findings. Drawing on our quantitative data, we provide evidence that socio-

cultural factors are influencing PMI performance. More precisely we disclose that a shared 

identity is positively and organizational cultural differences are negatively related to 

employee’s willingness to cooperate. The fact that negative emotions do not show a significant 

effect on the employees’ willingness to cooperate underlines the appropriateness of the choice 

of considering more than just one independent variable as an explanation for PMI performance. 
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In line with our expectations we found that the type of integration approach has a moderating 

influence on the relationship between socio-cultural factors and PMI performance. Interestingly 

our data proofs our assumption that a more cooperative and mutually beneficial integration 

approach, symbiosis, reverses the negative relationship and facilitates a more positive 

relationship between negative emotions and the employee’s willingness to cooperate. 

Existing research has used different approaches to explain PMI performance by means 

of cultural influence factors, however has been unable to find universal or similar results and 

therefore suggests further in-depth investigation. Our study contributes towards a more precise 

and holistic model of PMI performance during M&As. Soft-side influence factors in M&As 

have often been neglected or assigned an ancillary role and even if incorporated, often focused 

only on one determined independent variable (Ai & Tan, 2020; Steigenberger, 2017). To the 

best of our knowledge, grasping socio-culture as holistically applied in this study, has not been 

done before in M&A research which illustrates the theoretical and practical relevance of this 

study. 

It is widely assumed that socio-culture can be explained by solely focusing on human 

related factors, at the head emotions. In order to follow existing research findings, we measure 

negative emotions and their influence on the willingness to cooperate. However, in contrast to 

previous literature, no significant relationship becomes visible in our study. This is also contrary 

to other studies which find emotions to be mainly of negative nature and causing poor 

organizational outcomes. This in turn corresponds with Graebner et. al (2017) who points out 

that M&As do not only trigger negative emotions, but also favor positive ones. Our results 

indicate that although employees might perceive negative emotions related to the M&A, no 

significant prediction in relation of their post-merger behavior can be derived from our data – 

yet we find weak significant evidence for negative emotions as shown in the Regression 

analysis section of this thesis. These findings suppose that employees perceive emotions related 

to a M&A differently and illustrate that human-related factors itself are not sufficient enough 

to explain PMI performance. This is important to realize as it challenges the assumption that 

negative emotions (only) lead to unfavorable PMI outcomes. In fact, this finding punctuates the 

need to incorporate further factors in order to find the sources of favorable PMI outcomes within 

a socio-cultural setting.  

The significant positive effect of a shared organizational identity in our study clearly 

shows that employees are more willing to cooperate when they identify with the organization 

and feel strong ties which is in line with previous research results (Giessner et al., 2012; Lee et 

al., 2009; Tyler, 1999; Van Knippenberg et al., 2002b). Our research contributes to strengthen 
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this finding and holds empirical evidence for the importance of organizational identification in 

order to explain PMI performance.  

Our data further reveals that younger employees on average are more likely to cooperate 

than their older colleagues. One might argue that younger employees are possibly more open 

for change and quicker adopt a collective organizational identity. At the same time older 

employees are more stability-oriented and are less likely to adjust their perception of how they 

identify themselves with a new organization. In this context we encourage future studies to 

identify the drivers for a shared organizational identity in order to disclose where collaborative 

work behavior is in place and whether there are neglected areas where organizational identity 

suffers.  

Moreover, our study emphasizes organizational cultural differences to be an influencing 

factor for counterproductive cooperation behavior. To complete our three-pillar view on socio-

culture, we examined organizational cultural differences based on organizational procedures 

and not according to the cultural distance hypothesis which was previously queried as to 

abstract and was widely challenged in view of construct validity (Stahl & Voigt, 2008). Our 

findings expand the spectrum of cultural differences as an influence factor beyond cultural 

distance and individual cultural differences that affect one’s willingness to cooperate. 

Furthermore, our study proves the common conclusion that willingness to cooperate is higher 

in national carried out M&As than when the transaction takes place across borders. This 

corresponds to studies that see the reason for that in organizational cultural differences caused 

by different cultural believes and conventions (Bauer et al., 2016; Tarba et al., 2019; Vaara et 

al., 2012).  

We additionally followed the call to incorporate moderating variables in order to better 

explain PMI performance outcomes (Graebner et al., 2017). Our findings highlight the 

appropriateness of introducing the moderating variable type of integration approach. So far no 

study has used the established model of Haspeslagh and Jemison (1991) to examine the 

moderating influence on the relationship between the socio-cultural factors and employees 

willingness to cooperate. Our study hereby discloses that the negative relationship between 

negative emotions and willingness to cooperate is moderated such that the relationship becomes 

more positive when choosing a symbiotic integration approach. Contrary to our expectations 

we did not find a significant influence for the integration approaches preservation and 

absorption. Such an outcome can likely be caused by limiting each type of integration to one 

independent variable which can lead to bounded research findings. While research on PMI has 

received considerable attention over the past few years (Bodner & Capron, 2018; Datta, 1991; 
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Steigenberger, 2015; Weber, 2019), the influence of the type of integration approach has only 

little. We thus encourage further studies to examine the effects of the chosen integration type. 

While in our study we did not find empirical evidence for the effect of preservation on the 

relationship between organizational identity on the willingness to cooperate, other studies that 

choose different variables for the social component of socio-culture might do so.  

Taken together, in order to demonstrate and illustrate the fundamental role of socio-

cultural influence on PMI performance, it is crucial to adopt a similar multifaceted view by 

including potential socio-culture related independent variables to show their influence on post-

merger integration performance. 

 

Implications for Practice 
 

From a managerial perspective, M&As are often believed to fail due to financial and 

economical mismatch while other influencing factors remain neglected (Houwers, 2016; Rui & 

Dong, 2012; Straub, 2007). The results of our study prove that socio-culture acts as an 

equivalent determinant to explain PMI performance which ultimately determines the outcome 

of an M&A. Our findings raise awareness for managers to recognize the relevance of a shared 

organizational identity across personnel in order to have them pull and work together. Having 

this in mind, managers can draw on shared identity promoting activities to foster social 

cohesion, dismantle prejudice and betray harmful ideals. Furthermore, our study shows that the 

less organizational cultural differences the greater the employees’ willingness to cooperate, 

implying managers to rather choose a merger-partner firm that exhibits analogical 

organizational behavior. We argue that this is rather the case with national than international 

target firms. 

In this context managers also need to bear in mind that the choice of integration 

approach can effectively influence the PMI performance. The fact that choosing a symbiotic 

integration approach moderates the relationship between negative emotions and the willingness 

to cooperate, supposes that within M&As during difficult times or in complex economic 

environments that involve high levels of emotions, a collaborative approach fits best in order 

to make the M&A successful. Hence, management needs to be aware that when carefully 

choosing the most appropriate integration approach, PMI performance outcomes can be 

effectively positively (or negatively) influenced. 
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Limitations and Future Research 
 

Our study has some important limitations. Firstly, we emphasize the limited number of 

respondents of our study (n=80). Using a small sample size might lead to a lack of statistical 

power, meaning important effects might be overlooked or not detected and outcomes might be 

different with a larger sample size (Krzywinski & Altman, 2013). Due to the nature of M&A 

deals as highly discreet and shielded from public, especially within M&As of private firms, a 

large number of potential respondents contacted refused to fill out the survey because of an 

obligation of secrecy signed or when agreed to participate did not want to share the survey 

across the personnel of the particular firm. As a result, highly appropriate potential respondents 

weren’t able to be surveyed due to the limited access. 

This leads us to the second limitation of this study, the background of the respondent’s 

industry their company is operating in. We suppose that for example M&As in a long-

established industry such as Machinery, Banking or Insurance are perceived as more emotional 

and culturally different due to well-worn organizational patterns compared to emerging 

industries such as Software, Consumer products or similar ones. As a result, the employees of 

firms operating in younger and more fast-paced industries might behold M&As as more positive 

due to potential growth and development prospects while on the other side personnel of 

heritage-driven firms fears loss of control or identity. Hence, responses on how emotions, 

identity and cultural differences are perceived might differ significantly across industries, 

acting as a risk factor to encumber statistical significance.  

Thirdly, our study incorporates no time-restrictions in terms of when the M&A took 

place. Clearly, how employee perceive the M&A process and subsequently the integration 

phase, differs depending how long ago the M&A was carried out ago. For example, more recent 

M&As still entail excitement, while it might be the other way around when the integration 

process is running already for a longer time period and synergy potential and performance is 

lacking and therefore more negative perceptions lead to different socio-cultural sensing across 

employees. 

We encourage future research to go ahead as follows to enrich the understanding of 

socio-culture in the area of PMI performance developed in this study. We first call for further 

research in the form of a longitudinal study to take the aspect of time into consideration. 

Previous studies found time to act as a moderator, which is why we argue time as an important 

influence factor to consider in order to explain PMI performance (Kroon & Noorderhaven, 

2018). Also, a study in the form of an experiment would allow to expand findings especially in 

view of our applied moderator. It could be tested for example how employees react to diverse 
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settings in terms of integration approach. This would not only enlarge scientific research but 

also allow policy-level managers to better understand individual’s reaction within variable 

types of M&A integration.  

Future qualitative research could also explore in more detail what factors specifically 

lead to the employee’s perception of the socio-cultural influence factors. It would be for 

example interesting to understand what events or occasions caused negative emotions to arise 

and where in the organization the source of emergence is. A similar approach would be 

preferable in order to better understand the background of the findings of our study. 

Hereby we also stimulate to apply different independent variables as for example justice 

perception instead of emotions, occupational instead of organizational identification and 

individual/personal- instead of organizational cultural differences. While we adopt a suggested 

theoretical framework, our independent variables related to human, social and cultural 

dimensions are chosen based on previous literature recommendations. In order to confirm our 

findings, scholars could choose different variables to explain PMI performance. 

Overall this paper lays the foundation for future research to build on. We show that 

culture within M&A is a large ground to further examine relationships and note that one study 

alone is not enough to sufficiently address the need in management research to determine 

specific socio-cultural influence factors. Yet, this is what makes this field so attractive for future 

research. 
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