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A merger or acquisition is a time of extreme change in an organization. As transitions occur and new processes 
are established, the chaos can easily become an overwhelming drag on productivity. 

However, there’s ample opportunity to turn this into a positive and optimized process that adds significant 
value to the organization. By handling integration management skillfully, the company can increase 
productivity and profitability during a merger or acquisition.

With the proper post-merger integration framework in place, a transition can go smoothly, while adding 
tremendous value.  
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The Lifecycle of a Merger or Acquisition

First, let’s look at the typical lifecycle of a merger or acquisition under integration management. Broadly 
speaking, the lifecycle occurs in six steps:

Phase 1: Merger and Acquisition Strategy

Phase 2: Target Screening

Phase 3: Due Diligence

Phase 4: Transaction Execution

Phase 5: Post-Merger Integration

Phase 6: Divestiture

Gartner, a global research and advisory firm, has found that historically only 34% of mergers and acquisitions 
are successful.  While each of these steps are vital for a successful outcome, our focus will be on the post-
merger integration framework, which is Phase 5 above. In the next section, we’ll take a closer look at this 
period.

ONLY ONE-THIRD OF M&A DEALS SUCCEED
M&A SUCCESS
Performance Against Organizationally Defined Goals
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The Post-Merger Integration Framework

Within the post-merger integration framework, there are three main stages: defining the strategy and 
structure, planning, and executing and monitoring the merger or acquisition. Below, we’ll present these three 
stages and the main tasks involved in each.

DEFINE STRATEGY AND STRUCTURE
First, communicate the merger strategic objectives among stakeholders. This step involves the six most 
common objectives of mergers and acquisitions: 

• Gaining economies of scale

• Entering a new country

• Entering a new market

• Expanding the company portfolio

• Increasing market share through horizontal integration

• Acquiring a supplier/client through vertical integration

It’s also vital to create an integration management office. This task is usually handled by the board and CEO, 
a contact from the acquired company, and an integration leader who oversees the details of the process. The 
integration team should include a change manager, along with a core of key members of each organization 
that have a firm grasp of corporate structure and an intimate familiarity with business operations.  

The integration management office handles:

• Charter creation

• Communication

• Training

• The prioritization of all the integration and synergy initiatives

• Reporting

• Risk management

• Quality assurance

• Change Management
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The Post-Merger Integration Framework

The eight guiding principles most relevant to the post-merger integration stage of the process are:

• Clarity: Be clear about the deal’s strategic objectives

• Grounding: Ground the integration in the objectives of the deal

• Synergy: Establish a synergy baseline and synergy targets

• Reach: Create a robust plan to reach targets and objectives

• Search: Find synergies in every function of the newly-created organization

• Communication: Update stakeholders regularly

• Fit: Ensure a cultural fit

• Momentum: Maintain business momentum

It’s time to define the organizational structure and appoint leaders. This step comes with three key 
deliverables. 

Three Key Deliverables: 

• Current organizational structure

• Target organizational structure

• Top management appointment

Defining the structure and accomplishing the three deliverables involves the critical step of helping 
managers set their new teams up for success. To do so, create an integrated synergy baseline while building 
and communicating synergy targets.
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The Post-Merger Integration Framework

PLANNING
At this stage, it’s time to identify all the potential integration and synergy initiatives involved with the merger 
or acquisition. Prioritize integration and synergy initiatives that allow a smooth merge and a quick transition, 
while keeping expenses in mind.

The two main types of integration and synergy initiatives are those facilitating the integration and those 
capturing synergies. One of the best ways to support the integration at this stage is to create an integration 
and synergy roadmap. Pay close attention to the most common areas for synergy, which are:

• IT

• Research and Development

• Procurement

• Production

• Sales and Marketing

EXECUTE AND MONITOR
As the final step in this portion of the process, execute the integration and synergy initiatives. Follow and 
measure the progress of these integration and synergy initiatives with KPIs related to the guiding principles 
and deliverables.

This step will also involve gathering with the whole company regularly and providing updates and insights 
into the process as part of the overall change management strategy. Further value can be gained when 
this approach is institutionalized through the creation of a playbook that can be shared with the entire 
organization.
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What is Change Management?

The goal of change management is to help stakeholders involved with the process adapt and find an even 
higher level of success. The entire process of integration management is change management.

This means we’re helping each individual who is affected by large-scale company change fully understand 
and embrace their place in the new system. It’s about helping them adapt to a fast-changing environment so 
that the outcome is as positive as possible.

Business and technical changes require a project management approach. However, people changes require a 
change management approach. These skill sets often overlap, but it is important to realize they are separate 
approaches.

That’s where the change manager comes in. A change manager, or integration management professional, 
ensures the project happens on goal and within budget while staying in touch with the human side of the 
process. Prosci’s article, “Best Practices in Change Management”, highlights research consistently shows that 
initiatives with excellent change management are six times more likely to meet objectives than those with 
poor change management. In fact, by simply moving from “poor” to “fair,” change management increases the 
likelihood of meeting objectives three fold. The better you apply change management, the more likely you 
are to deliver on integration objectives.

Correlation of change management effectiveness with meeting objectives
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What is Change Management?

Change Managers:

• Increase the value of the project

• Keep people working toward shared goals

• Reduce resistance to change within high authority or impacted stakeholder groups

• Work with many stakeholders like senior executives, project managers, and front-line employees to 

support successful change

The key qualities of a change manager include:

• Knowledge of the methodology

• Experience with large-scale company change

• Project management experience

• Written and oral communication skills

• Active listening expertise

• Ability to build teams and camaraderie

• Flexible and adaptable for problem-solving

• Business acumen

• Takes a holistic approach

As you can see from the lists above, an effective integration management professional must have a wide 
range of skills and capabilities. This is why it’s essential to have the right experts in charge of your pre and 
post-merger integration to ensure the process occurs as smoothly as possible.
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How to Manage Change During a Merger or Acquisition

Finally, it’s important to recognize that very few companies can tackle this complex process alone. Mergers 
and acquisitions are extremely demanding situations that tend to stretch a company’s people and resources 
to the limits.

Seek help from the experts who handle integration management services skillfully everyday. At FlexPro,  
we offer an array of integration management services including:

• Site Consolidation: Planning and executing changes to an existing site with full compliance.

• Tech Transfers: Providing a smooth transition of activities from one site to another.

• Supply Chain Efficiency: Optimizing the supply chain across an entire organization.

• Quality System Integration: Implementation of quality systems for quality products.

• Business Continuity: Ensuring change doesn’t interrupt business and keeping clients happy.

• IT Optimization: Establishing technology practices and the framework for achievement.

• Integration: Supporting the post-merger integration framework.

• Divestitures: Managing strategic divestiture projects for organizations and projects.
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How FlexPro Can Help

Mergers and acquisitions are common, but can still cause confusion and productivity issues within any 
organization. FlexPro has extensive experience helping global big pharma clients build value while merging. 
With a FlexPro Partner, you’ll be a pro in the fields of project and program management, governance, cross-
functional leadership, and subject matter expertise. For more information about integration management, 
please reach out to us. 

Contact FlexPro About Integration Management Services
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