
global-benefits-vision.com OctOber 2016

Knowledge & Wisdom for Global Employee Benefits Professionals

40             

Successfully
Managing 
Global Mobility

Kristin M. Sampson 
page 10

10 Successfully Managing Global Mobility
Kristin Sampson

18 Being W.O.R.L.D. Wise – Leadership (4)
Natalie Richter

26 Flu vaccine
An investment in your health or an        
unnecessary risk?
Vittorio Zaniboni 

30 Organizational Upheaval 
The Challenges and Opportunities                
of Acquisition
Paul Pittman

Interview with Hanno Mijer
  Global Head Corporate Life & Pensions,      
Zurich Insurance Group 

http://www.global-benefits-vision.com


57 Index of Articles

OctOber 2016 - Global Benefits Vision 3

global-benefits-vision.com

48 News

Flu vaccine  

An investment in your health or an unnecessary risk? 

Vittorio Zaniboni

26

Being W.O.R.L.D. Wise – Leadership (4)

Natalie Richter

18

Interview with Hanno Mijer, 

  Global Head Corporate Life & Pensions, Zurich Insurance Group

40

Organizational Upheaval  

The Challenges and Opportunities of Acquisition
Paul Pittman

30

Table of Contents

IndIvIdual SubScrIptIonS 
EUR 490 per year, 10 issues. Subscribe online at global-

benefits-vision.com or by email to sales@global-benefits-
vision.com.

Group SubScrIptIonS
Group subscriptions are available for organizations 

wishing to give all their members access to Global Benefits 
Vision magazine for a flat yearly fee. Please inquire by 
email to sales@global-benefits-vision.com.

advertISementS
Global Benefits Vision welcomes advertisements. Please 

refer to the Advertisement page on the website or inquire 
by email to sales@global-benefits-vision.com.

Group SubScrIptIonS + advertISement comboS
Save by purchasing a combined Group Subscription                

+ Ads package. Inquire by email to sales@global-benefits-
vision.com.

conference and traInInG announcementS
Global Benefits Vision is happy to announce 

commercial Conferences and Training sessions. Inquire 
by email to sales@global-benefits-vision.com. Global 
Benefits Vision is happy to announce non-commercial 
Conferences and Trainings free of charge, subject            
to space availability.

Cover : Agnès M. 

notIceS
Global Benefits Vision is proudly produced in the heart 

of Europe with contributions from all over the world, 
particularly from the United States, France, Belgium, 
Germany, Hungary, and the U.K.

Global Benefits Vision is published by Global Benefits 
Knowledge SA, 100 rue de Cessange, L 1321 Luxembourg, 
Luxembourg. ISSN 2418-4349. VAT pending. Corporate 
registration number RC B200289. Global Benefits 
Knowledge SA is wholly owned by GBV management 
members. Legal deposit with Bibliothèque Nationale 
du Luxembourg www.bnl.lu. The publisher-of-record                     
is  Eric Müller-Borle.

All material published in Global Benefits Vision is 
copyrighted and all rights are reserved. Recording the 
magazine in its entirety or partially is only permitted 
when performed by the subscriber himself/herself and 
for archival purposes only. Specifically, posting of the PDF 
file or an extract thereof under whichever format, on an 
intranet, an extranet, the Internet, any social media, or 
a shared storage is prohibited. Partial or full printing of 
one copy for ease of reading is permitted provided no 
further reproduction is made. Reproduction by any means 
is prohibited unless specifically authorized by Global 
Benefits Knowledge SA and subject to the terms and 
conditions as detailed in said authorization. Short citations 
are permitted subject to Global Benefits Vision and the 
author(s) being mentioned as the source. 

Unless expressly specified otherwise, contributors to 
Global Benefits Vision write in a personal capacity and 
their views should not be construed as reflecting those of 
their employer or of their clients as may be the case.

team

Eric Müller-Borle, co-founder, publisher
Frédérique Hindryckx, co-founder, sales and marketing
Yazid Hammoumraoui, co-founder, operations & support
Cheryl Rosen, senior editor
Julian Calne, news editor
Olivia Dunn, assistant editor
Agnès Molitor, senior designer
Marc Signorel & the team at Outer Rim, web design and operations

Successfully
      Managing 
            Global Mobility

Kristin M. Sampson
   page 10

08 Upcoming Conferences and Events

http://www.global-benefits-vision.com
http://www.global-benefits-vision.com


8 Global Benefits Vision - OctOber 2016

orGanIzed by event beGInS locatIon

ECF European Captive Forum,                                   
Luxembourg, 8-9 November 2016

08/11/2016 Luxembourg, luxembourG

GEB GEB Forum,                                                                
Brussels, Belgium, 21-23 November 2016

21/11/2016 Brussels, belGIum

IBIS 47th IBIS Academy,                                           
Cannes, 1-5 May 2017

01/05/2017 Cannes, france

IGP IGP International E.B. Seminar,                          
Boston, MA, 9-10 May 2017

09/05/2017 Boston, MA

  Conferences 2016-2017

N
A

AG
D

E

Conference and 
webinar organizers, 
please send 
information about 
your events by         
email to  eric.muller-
borle@global-benefits-
vision.com. 
Publication is free    
for now and remains 
at the discretion of  
the publisher.

  Profiles of Contributors

Paul founded The Human Well in 2003; a boutique practice providing international and domestic 

HR advice to boards and senior management. He has more than 30 years of human resource 

experience and consults on matters focused on improving the return on investment in people.  

Paul has led successful HR teams including global employee benefits management at Massey-Ferguson, Laidlaw, Japan 

Tobacco International (formerly RJR Nabisco), and Alcan where he integrated HR practices world-wide following the merger 

with Pechiney. He also led the HR practice for Andersen and the international practice for Mercer in Canada.

He was responsible for the HR integration teams in the $8 billion acquisition of RJR International by Japan Tobacco in 55 

countries, the $12b IPO of Novelis Inc., and in delivering $20m in savings from global rationalization of HR at Alcan.  

He is a former member of the Conference Board of Canada’s Council of Human Resource Executives, speaks at conferences 

and publishes articles globally as well as serving as an expert witness.

He has lived in the UK, Canada (Quebec and Ontario) and Switzerland and worked extensively in many other parts of the 

world and is currently located in Toronto. He is an accountant by training and served on the boards, including as chair of 

several not for profit organizations.

paul pittMan
paulpittman@thehumanwell.com

tHe HuMan Well
Founder

          page 30:  Organizational Upheaval - The Challenges and Opportunities of Acquisition→

http://www.global-benefits-vision.com
http://www.global-benefits-vision.com/european-captive-forum-luxembourg-8-9-november-2016/
http://www.global-benefits-vision.com/50th-anniversary-geb-forum-to-be-held-in-brussels-belgium-21-23-november-2016/
http://www.global-benefits-vision.com/47th-ibis-academy-to-be-held-1-5-may-2017-in-cannes-france/
http://www.global-benefits-vision.com/igp-international-employee-benefits-seminar-in-boston-9-10-may-2017/
mailto:eric.muller-borle%40global-benefits-vision.com?subject=Conference%20and%20webinar%20organizers
mailto:eric.muller-borle%40global-benefits-vision.com?subject=Conference%20and%20webinar%20organizers
mailto:eric.muller-borle%40global-benefits-vision.com?subject=Conference%20and%20webinar%20organizers
mailto:paulpittman%40thehumanwell.com?subject=


30 Global Benefits Vision - OctOber 2016

Organizational Upheaval 
The Challenges and 

Opportunities of Acquisition

©
 jr

 C
As

As
 |

Fo
to

li
A 

http://www.global-benefits-vision.com


GGerald was head of HR for an international company and he was good at what 
he did; he knew the company and the industry well. He was trusted in the 
executive team as a provider of sound advice, and as much as any HR person 
could he considered himself to be "at the table." 

Consequently, he knew he should have seen it coming; there were enough 
signs—closed-door meetings between the CEO and strangers, the CFO and VP 
Business Development taking mystery trips. He'd been distracted with executive 
compensation reviews and a leadership issue at an overseas operation. He 
hadn't paid attention and missed the opportunity to get involved. 

That morning he had been "brought over the wall" with a handful of other 
senior managers and told that his company had agreed to purchase a significant 
competitor. He was pleased; this was a deal envisioned for some time. But he 
was also disappointed that he hadn't been included earlier. Now the opportunity 
to identify people-related issues that may have affected price or terms had 
passed. He clearly wasn’t as “at the table” as he thought. He had failed to 
convince his peers what an important part of the diligence process HR was.
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Gerald would have been rightly concerned 

if the acquisition had occurred years earlier, 

but today it is highly unlikely that people 

liabilities are going to be a deal-breaker, and 

any finance team worth its salt now knows 

where to look in a major deal. Gone are the 

days when only specialist HR folks could help 

unravel these risks. In addition, it would be 

highly unlikely that a company with major 

unfunded health or pension liabilities would 

get beyond a desk review or represent the 

management that Gerald’s company would be                             

interested in purchasing. 

Other costs such as termination, parachutes 

and union agreements would again be spotted 

early enough to be factored into purchase price 

negotiations, and integration costs anticipated 

as part of preliminary ROI estimates. The 

finance team would be alert to all of these, and 

the big financial issues of an acquisition could 

be safely left in their hands. Where Gerald may 

have been able to contribute would have been 

in estimating and aggregating all the smaller 

unrecognized liabilities that may have proved 

useful leverage in negotiating either a better 

price or other terms. 

Even when it mattered, HR was usually 

brought in at the last minute, if included at 

all. But today everyone has the “checklist” of 

potential financial liabilities in HR that can be 

factored into price. 

Where Gerald was right to feel underutilized 

was losing the opportunity to get a head start 

on soft diligence—the areas and risks that can’t 

be spotted in the financial statements. Smart 

organizations get their HR experts involved 

in pre-planning of cultural integration, talent 

planning and retention risk. This is where HR 

can be most valuable in a major transaction 

and where real value is at risk. We all know 

about acquisitions that fail, but the numbers 

are much greater for those that survive but 

fall short of delivering on their promised 

financial return. The cause is always people                                     

and their integration. 

I recently attended a gathering of business 

brokers, investment bankers and appraisers 

targeting the consolidation of mid-size private 

companies; when I announced my practice area 

I was asked why I was there. Those assembled 

indicated that people issues are hardly ever 

raised by buyers or sellers, and I have to say 

that personal experiences with some multi-

nationals during multi-country, multi-billion 

dollar deals has been only slightly better. 

Why are M&A teams often reluctant to 

involve HR colleagues at an early stage? My 

explanation, which may help practitioner’s 

overcome this reluctance, is that:

Leadership is so fundamental to 

what top leaders do every day that 

they believe they have little need 

for additional help in this area

HR is not strategic—it manages people 

processes and not the big business 

issues, and they speak in jargon and 

are likely to be less confidential.

Gerald metaphorically wiped his bloody nose. 

"It isn't too late’ I can still help make this acquisition 

a success by ensuring a seamless integration," he 

thought. “And if we discover cultural issues that 

suggest we should have had second thoughts then 

we’ll just have  to fix them.”

Gerald was smart enough to know what he 

didn't know. He didn't integrate companies 

every day. He was pretty good at identifying 

threats to his company’s culture but he did 

not possess the capability to analyze and 

address the major trauma of integrating 

two businesses. With so much value at risk,                           
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"expert" insight was needed. He wanted an 

objective guide who had worked on similar 

transactions, who was going to help identify 

risks, threats and opportunities that he could 

fold into his master integration plan. He knew 

that what he didn't want was someone that 

tried to convince him the sky was falling to 

generate higher consulting fees. He had heard 

consultants telling stories about fees having no 

limit when a deal just had to get done! He also 

wanted a one-stop shop, experts that weren't 

fazed by the timing, had stood in his shoes, 

and understood the inter-related aspects of 

business strategy, commercial liability, risk, 

talent retention and cultural integration. 

Unless an organization is in the business of 

buying and selling companies, assessing and 

integrating organizations is not something 

the average executive, let alone a VP HR, does 

every month or even every year. Executives 

are usually far out of their comfort zone in a 

major transaction. HR management becomes a 

far more complex portfolio when a change of 

this nature comes along and there should be 

no reluctance in asking for deep and narrow 

assistance at these times. It is well accepted 

that finance will want to consult investment 

bankers, business appraisers, and synergy 

specialists, marketing executives with branding 

experts and the logistics guys with their 

specialists. So why not HR?

HR is often brought to the table late, 

sometimes too late, the area not considered 

significant enough or, in reality, understood well 

enough to be included in diligence preparation. 

Persuading the executive team that expert help 

is required becomes more difficult if HR itself 

has been involved reluctantly. “Soft” areas of 

integration will be critical and where significant 

value will be created or destroyed. Expecting an 

internal HR lead that may have had little or no 

prior experience to undertake important tasks 

increases the chance of value destruction.  

By this stage Gerald's company had made 

three significant missteps in preparing for        

the transaction:

1. Undervaluing the contribution of an 

important function. Assuming that 

HR had nothing to contribute until the 

acquisition was virtually complete.

2. Jeopardizing the engagement of 

existing team. Failing to include an 

important contributor, namely the lead 

HR executive, had ever-so-slightly 

lessened his engagement and loyalty.

3. Ineffective due diligence. 

Potentially exposing the company to 

performance risks that could have 

been anticipated and avoided.

Not having had the benefit of being involved 

previously, Gerald was determined to proceed 

with haste. He began to map out how he was 

going to gather information and analyze the 

culture of the acquired organization, and made 

sure he fully understood the expectations and 

vision of senior management. He had in mind 

how functions were going to be integrated and 

work together in the new organization. He 

planned also to identify additional potential 

synergy. He knew the Board was under 

pressure from shareholders eager to protect 

capital and identification of additional value                        

would be welcome.

Markets demand greater rigor in identifying 

and mitigating increasing types of risk, and data 

made available in war rooms should always be 

verified or used to confirm already-established 

views. Stretched employees are asked to take 

on significant extra work in preparing for a 

sale and buyers need therefore to be alert to the 

potential weakness in the depth of information 

that may be made available. 

http://www.global-benefits-vision.com
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Traditional areas of focus include technical 

and financial activity, but talent should also be 

a prominent diligence feature as skills supply 

becomes tighter and employers want better 

fit with employees. A buyer, for example, 

recognizing that it will now be a bigger company 

requiring more experienced leadership, may 

want to view an acquisition as a new source of 

emerging talent, a way to help fill skills gaps in 

its revitalized succession plan. 

Facing an upheaval in workplace culture as 

new employee cohorts start to replace Baby 

Boomers, buyers also will want to ensure they 

understand the mix and degree of transition 

that they are inheriting. Disengaged younger 

employees will destroy shareholder value if not 

motivated through recognition of their differing 

expectations. Productivity through and beyond 

the transaction needs to be maintained at 

the same or higher levels than previously. 

Having the right skills in the right numbers 

and the right leadership facilitating the right 

culture will facilitate engagement of what 

is likely to be initially a multi-generational                                                                        

workforce in transition. 

A purchaser can expect a sale price multiple 

at the high end of the range if a selling 

organization has prepared itself for sale ahead 

of time. A motivated buyer will be prepared 

to pay a premium for an organization that 

involves minimal integration challenges.                                

A seller can expect fewer conditions. A business 

that prepares itself for sale does four things:

Improves its value

Improves the interim ROI 

leading up to a sale

Mitigates risks for a buyer

Enables the seller to concede 

fewer conditions.

Organizations often assume they know 

whom their eventual buyer will be—a bigger 

competitor that offers scale, market share or 

other commercial advantage, for example. 

While such knowledge offers comfort that a 

sale will happen, it offers no similar guarantee 

on price. Buyers prefer certainty and will pay to 

secure it. A vendor can prepare by taking some 

fundamental steps to be sale-ready long before 

a sale is envisaged:

1. Organizational discipline.               
Many owner-operated companies do 

not have a rudimentary organization 

chart or even job descriptions, whose 

presence signifies that employees 

know their roles and can fulfill them 

without task-by-task supervision. 

These documents indicate lines of 

authority and infer that while the 

organization requires leadership, it can 

function independently of the owner.

2. Alignment.                                       
Every employee message                     

(e.g., management briefing, newsletter, 

compensation target, even benefit plan) 

positively reinforces common values, 

strengthens culture and fosters 

engagement and productivity. Even 

major public companies overlook 

alignment—for example, saying 

one thing while compensation 

incentives motivate different behavior. 

Buyers dislike dysfunction.

3. Performance discipline.                         
A discretionary incentive plan 

uncoupled from individual feedback 

signifies subjective and inconsistent 

performance standards. Buyers prefer 

an objective process, not necessarily 

formal, ideally metrics driven 

with predetermined payouts and 

achievements that inform a talent plan.
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4. Talent planning.                                  
An organization can never predict when 

key employees will depart. Knowing 

who has the technical skills and 

leadership proficiency to replace the 

existing team is an important indicator 

of longevity to a buyer. Knowing 

there is a people contingency plan 

from internal, external or temporary 

sources helps mitigate buyer risk. 

A serious buyer will look for these 

characteristics, and the longer the supporting 

processes have been in operation, the greater 

value they will have. Buyers need to build their 

diligence processes around the quality of the 

organization they are expecting to purchase, 

e.g., a “fixer- upper” or a well-oiled machine.

Gerald realized that the success his company 

was enjoying came from hard work on culture 

and engagement. He had been able to recruit 

from the target company over the years and 

knew about the values anecdotally. He had 

learned that while the environment was positive 

it was different. Operating divisions in the two 

companies were going to be merged, including 

the “engine room” that contributed most 

to profitability. Understanding the inherited 

culture was going to be critical. Allowing an 

"us and them" mentality to emerge would take 

years to correct and the resulting inertia would 

impact productivity, and damage profitability 

and the company’s reputation in terms                    

of future acquisitions. 

If the importance of cultural assessment is 

recognized during the pre-offer phase of an 

acquisition it is usually cursory, with only 

visible characteristics reviewed to identify 

negative influences. I once consulted the head 

of legal services shortly before beginning the 

diligence process for a potential acquisition 

they planned, to explain why it was important 

to compare the culture at his company with that 

of the company being acquired. His response 

was that his company did not have a culture. 

Deeper analysis will identify the reasons that 

individuals feel the way they do about their 

employer; and how that view has been formed 

and maintained through communication 

style, terms and conditions of employment, 

performance coaching, development 

opportunities and a myriad of other leadership 

behaviors. Analysis of these will help define the 

work environment and the type of individuals 

attracted to it. 

Culture should be addressed early and before 

amalgamating teams, but factor in the expected 

attitudinal and engagement impact of the 

merger. Being acquired will affect confidence 

and commitment, particularly if the businesses 

have been fierce competitors. The sense of 

loss will need to be repaired and quickly 

replaced with a vision for the new entity, 

whether it is that of the acquiring company, 

the current cultures remaining untouched or 

forging a completely new workplace 

environment detached from the two 

that previously existed. 

http://www.global-benefits-vision.com
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Functional heads in the new company had 

been provided with retention arrangements 

that would give Gerald’s company time to 

assess their potential. However, he knew 

that it was not just the top team that was the 

cause of employee engagement. Throughout 

the organization there were other managers 

and supervisors who were positive influencers 

of employee behavior. They would most 

likely not be subject to retention provisions 

and were probably feeling neglected. They 

were vulnerable to leaving, along with the 

organic leaders—the non-supervisory “go to” 

employees whose opinion influenced others. 

Until his company had an opportunity to 

understand how the business really worked, 

it would be critical to identify what these 

individuals were thinking and to keep them in 

place,at least for the time being. 

The successful sale of a business is a sig-

nificant undertaking that requires involvement 

of key staff and the management team. As the 

sale process progresses, buyer diligence will 

become broader and the number of people 

involved will grow in order to respond in               

a timely fashion. 

Employees will quickly make assumptions 

about their future as a consequence of the 

transaction, but the period leading up to the 

sale of a business is no time to have disaffected 

employees or untimely departures in important 

positions on a transaction team. Buyers will 

want to keep team members motivated to 

avoid harming the sale price, or even killing 

the deal. An owner’s best interest is served by 

motivating internal support for the sale. 

The time and effort required to complete a 

transaction is extensive; preparing operational 

and financial due diligence materials, responding 

to requests from potential purchasers and a 

myriad of other things are piled on to normal 

daily responsibilities. 

Buyers overcome these challenges through 

financial motivation, securing the team’s 

commitment to the transaction, while mini-

mizing the personal monetary concerns that 

might cause distractions. The type and size 

of a financial incentive will depend upon the 

owner’s objectives, not the seller’s. So while 

enjoying the resulting extended period that a 

retention device among important members of 

the acquired staff might provide, a buyer has to 

recognize that incentives are developed by the 

buyer to secure a sale at the highest price. A 

secondary consideration, as a means to perhaps 

further attract buyers, will be the retention 

of the staff that the seller believes may be   

valuable to the buyer. 

The choice of incentives that a buyer may 

inherit could include: 

1. Completion incentive.                          

Used to motivate completion of 

the transaction and to shoulder 

an additional workload when the 

likelihood of continued employment 

appears at risk. Payable on completion 

of specific tasks and/or successful 

ownership transition, the amounts 

involved will reflect the size of 

business and the team member’s 

position, and may be a specific 

amount or a percentage of salary.

2. Retention incentive.                       

Similar to a completion incentive, 

such an inducement also aims to 

motivate employees to remain with 

the company beyond the sale by being 

payable on a date following completion 

of the transaction. These may be key 

employees in the eyes of the seller, 

with a particular interest to a buyer.
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3. Change in control arrangements. 

(cic). Provide enhanced severance pay 

following a change in ownership and 

after the transfer of employment to the 

new owner. There are two types. The 

first is activated by the employee (known 

as a single-trigger agreement); the second 

comes into effect after the change in 

control and following termination by 

the new employer (a double trigger). 

Typically cics are in effect for one to 

three years surrounding the transaction 

and are settled in cash, but they may 

include continuation of benefits.

cic arrangements are usually offered to senior 

employees with unique skills or knowledge that 

may have initial—but not necessarily long-

term—benefit to the new owner. Executives 

whose full attention is required during the 

transition are the most vulnerable and will have 

the greatest concerns about joining a buyer. 

Such arrangements represent both an incentive 

and security, and have no cost until triggered.

Retention incentives represent an insignifi-

cant cost compared to sale value. Employees 

motivated to stay after completion may prove to 

be attractive to a purchaser, who may be willing 

to share in the cost to avoid the expense of 

recruiting replacements. Consequently, offering 

no incentive assumes that key staff will stay and 

shoulder additional work, notwithstanding that 

they may be out of work after completion, and 

perhaps implies how little value the company 

attributes to them. Absent an assured position 

or an incentive to remain, the team’s economic 

livelihood will be in direct conflict with the 

intentions of the owner.

A buyer will need to assess the purpose 

of any retention arrangement and whether 

all of the right people have been incented 

to stay. Notwithstanding the existence and 

amounts of financial incentive, the buyer will 

inherit a possibly exhausted and emotionally 

drained group. This will need to be factored 

into post-purchase decision-making and 

integration plans. Wise buyers insist on 

some vacation time or a pause period before                                       

integration activity commences. 

While topped up financial incentives, new 

employment agreements and R&R time help 

re-energize leadership, it is the engagement of 

the entire workforce that must be the objective. 

After all, that is what caught the buyer’s 

interest in the first place. 

Uninterrupted performance will be everyone’s 

expectation, and quickly gauging the views 

of formal and informal leaders will foster 

understanding of what the reengagement 

process will need to be effective. Employees may 

be reluctant to open up to their potential new 

boss only a few short weeks after being sworn 

enemies. A confidential survey or independent 

interviews can help identify cultural indicators 

and levels of engagement while appearing to 

be a positive attempt to facilitate integration. 

A benchmark also will be an excellent 

starting point for measuring progress as                                                                     

the integration unfolds.  

It then occurred to Gerald that no one 

had communicated in any detail with the 

organization's operations in the United 

States and France. So often overlooked, their 

silence should not be interpreted as tolerant 

understanding. Overseas subsidiaries need to 

appreciate the details of the acquisition and the 

expected synergy in the same way as everyone 

else. Gerald made a note to check whether the 

acquired business had people overseas and 

what was being said to them. He needed to 

know how the transaction would be interpreted 

by employees in these locations to be able to 

adapt the message to address their concerns 

and the context of the local market.

CIC
Change in control 

arrangements 
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Satellite operations are often neglected 

during a merger, particularly when their 

location is not involved. Senior management 

gets distracted with the minutiae of the deal 

and fails to keep the entire organization 

fully informed. This can be misconstrued as 

a sign of how unimportant they are to the 

parent, and translate to individual managers 

feeling that they are less than essential to 

the organization, which can be at odds with 

potential international growth. 

Retention arrangements extended by a seller 

to local managers are only effective when 

they reflect local employment or tax-law 

considerations and also deliver the same relative 

net value as key managers at home. Buyers may 

expect less engagement if these objectives have 

not been met. Most importantly, they need to 

feel involved, and a buyer has a real opportunity 

to make a great first impression if this has 

been overlooked. Effective communication 

must be tailored to reflect the concerns of 

local employees, which may be different from 

those in the head office. They should reflect 

at an  early stage how local employment law 

may impact an acquisition, and the rights and 

obligations triggered by a change in ownership. 

The goal should be to deliver a consistent 

timely message to employees in all offices, 

using common terms in local language tailored 

to address local concerns.

After some reflection Gerald was confident 

that whoever had completed the financial 

aspects of the pre-offer assessment would have 

ticked all of the big people-liability boxes. He 

became less confident, however, that there was 

appreciation for the need to quickly prioritize 

and integrate operational tools and process. 

Re-orienting compensation incentives, syn-

chronizing employment agreements, extending 

employee benefit coverage, dealing with the 

consequences of inherited and expiring reten-

tion agreements and their impact on talent 

planning all had to be dealt with. The new scale 

of the company posed new challenges in train-

ing, development and succession planning, and 

upside opportunities in greater risk tolerance 

and cost reduction. As he walked back to his 

office the mental “to do” list became longer 

and he thought how better-prepared he would 

have been had he been involved earlier. No 

wonder so many transactions fail because of 

the lack of preparation around people issues.

The primary goal of an acquisition is to capture 

an opportunity identified by the top leadership 

of a company. In their eagerness to create value, 

however, they often overlook the possibilities 

of mitigating risk and ignore additional less-

significant upside opportunities. That’s where 

management’s responsibility lies.

The number of threats and challenges          

multiply as a transaction unfolds and                 

the target organization reveals more of 

itself. Integration hurdles that have not been 

contingently anticipated create the biggest 

problems. Important acquisitions don't happen 
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every day and the small investment, compared 

to the value at stake, should mean no hesitation 

in involving appropriate external HR expertise 

reporting to the internal lead.  

M&A practitioners talk about the 100-day 

rule, within which organizational change needs 

to happen to avoid the damaging consequences 

of inertia. Left any longer, perceived injustices 

linger and do more to undermine engagement 

and destroy value than any structural 

deficiency. Obtaining appropriate assistance is 

not just about the quantum of the challenge but 

the speed at which it is addressed. ∞
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