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Abstract 
Title:  Soft Due Diligence to Improve Integration in Business Acquisitions 
Level:  Master thesis in Business Administration 
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Examiner: Maria Fregidou-Malama 
Date:  June 1st, 2017 
 
Aim: The aim of this study is to create a deeper understanding of soft due diligence and its role 

in the integration process of acquisitions. 

 

Methodology: This research applies a qualitative research approach. Ten semi-structured 

interviews were conducted with participants from an electro engineering company in Sweden 

that performs business acquisitions and due diligence. Secondary data was obtained from 

relevant scientific peer reviewed articles, book, and websites.  

 

Findings & Conclusion: This study provides insight regarding the connection between soft 

due diligence and integration. To integrate target employees, it is essential that the soft due 

diligence assessment manages to provide with knowledge surrounding cultural and HR related 

issues. Some of the issues identified to influence the integration are: quality of soft due 

diligence assessment to minimize gap between target and acquiring firm, attitudes of 

employees, key personnel, organizational cultures, neglected risks and aptness between the 

target and acquiring firm. It is necessary to gather information about the factors mentioned 

above for the integration to proceed and for the acquisition to realize its purpose. Finally, if the 

strategic goal is to integrate an acquired company to achieve synergies and productiveness, the 

soft due diligence assessment is of major importance to find implications and to act on gathered 

knowledge. 

 

Theoretical contributions: This study is one of the first to apply the concept of soft due 

diligence to integration in acquisitions. The developed conceptual model reflects the influence 

of HR and cultural due diligence on the integration process. It also signifies the influence of 

potential risks in the integration emanating from neglected soft due diligence. 

 

Managerial implications: By conducting soft due diligence assessments the gap between 

target and acquiring firms could shrink, thus facilitating integration efforts. Managers should 

evaluate how they can make use of the main factors found influencing integration in their 
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acquisitions. By using such factors, we found how critical aspects of how to successfully 

integrate retained personnel can be provided to managers and due diligence teams. 

Furthermore, managers can closely scrutinize the risk identified to emerge from substandard 

soft due diligence assessments, while being aware of how these can help managers to develop 

a deeper understanding for issues that can affect their integration efforts and facilitate the 

process by applying appropriate actions.  

 

Limitations: Since human and cultural related aspects are considered in this research, the 

findings related to the specific company with limited room for generalization and integration 

factors, may not concur with similar research. Furthermore, our research is based on a case 

study which in addition, limits the external validity. Therefore, there is a possibility of getting 

different answers with the same questions, thus limiting the application of this research to other 

companies. 

 

Suggestions for further research: Further research should focus on developing a strategic 

soft due diligence framework to gain in-depth understanding of the target company. In addition, 

it should be investigated if and how the motives behind an acquisition influence the soft due 

diligence assessment. 

 

Keywords: acquisitions, due diligence, soft due diligence, integration. 
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1. Introduction 
 
This chapter acts as an introduction for this research. It presents seven parts that are 

outlined as: research background, problematization, motivation of the study, problem 

formulation, research aim and research questions, delimitation, and disposition of the study.  

 
1.1 Research Background 
Acquisitions have been a current academic focus in business research for a long time and are 

one of the most significant and disruptive activity undertaken by large corporations 

(Malmendier & Tate, 2008). Acquisitions are a business reengineer technique which is mostly 

used to achieve expansion, monopoly, market governance, obtaining competitive advantage, 

diversifying business portfolios and obtain synergy (Gupta, 2012; Badrtalej & Bates, 2007). In 

addition, Bower (2001) suggests that acquisitions are executed for five reasons: extension into 

new markets or products, create an alternative for R&D, exploit industry boundaries by 

investments in new industries, allocate over capacity through acquisitions in industries that 

have matured, and assemble competitors in geographical fragmented industries. The general 

view and reason behind an acquisition is that combined forces by two companies will attain 

strategic goals faster and at a cheaper cost than one company acting alone in trying to attain 

the same goals (Marks & Mirvis, 2011). 

 

Although there are several possibilities emanating from acquisitions (Gupta, 2012; Bower, 

2001; Badrtalei & Bates, 2007; Marks & Mirvis, 2011), these are complex procedures for 

organizations. Marks and Mirvis (2001) found that three out of four acquisitions fail to achieve 

their financial and strategic objectives which are measured in terms of shared value, return on 

investment, and post combination profitability. Larsson and Finkelstein (1999) argue that 

addressing issues related to acquisitions is difficult due to limited knowledge, and conflictive 

results emerge from research and incomplete understanding exists in literature as well as in 

management. A knowledge gap leads to unsuccessful acquisitions which suggests that they are 

not understood in practice (Larsson & Finkelstein, 1999). Papadakis (2007) emphasizes that 

one of the main reasons behind the high failure rates in acquisitions is the lack of information 

and thorough due diligence. To reduce the mistakes and risks involved in an acquisition, it is 

necessary for the company to perform a more rigorous and broad due diligence before 

exercising a transaction (Perry & Herd, 2004; Wexler & Connor, 2007). Due diligence is 

defined as the process where one of the parties investigates the other to judge and evaluate the 

performance of a target company and reduce associated risks (Warter & Warter, 2015).  
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A well performed due diligence of both hard and soft issues is one of the major reasons for 

success in acquisitions (Harvey & Lusch, 1995). The hard issues can be identified as functions 

concerning strategic business development, finance, operations, marketing, sales and legal 

aspects. On the other hand, the soft issues are identified as HR and organizational culture. More 

importance has been given to the hard issues of due diligence in previous research, although, 

the soft issues are gaining respect and use today (Schuler & Jackson, 2001). Thus, due diligence 

should also examine the soft issues, the cultural fit, as well as the communication with the 

employees at the target company (Papadakis, 2007). 

 

1.2 Problematization 

1.2.1 Acquisitions 
Making two or more companies into one is called a merger or acquisition (Weaver, 2001). The 

main difference between a merger and an acquisition is the way in which the combination of 

the two companies is brought about, and acquisitions can be defined as the purchase of one 

company by another (Roberts, Wallace & Moles, 2003).  Bower (2001) argues that we know 

surprisingly little about acquisitions and that the knowledge gathered basically tells us that 

acquirers pay too much for the targeted company, and also that integrations remain difficult to 

accomplish and only few companies consistently perform the process behind acquisitions 

successfully. Underperformance of acquisitions is a focal point within the area. The most recent 

research shows that managers of the acquiring firm report that 55 % of their executed 

acquisitions can be judged as successful (Cartwright & Schoenberg, 2006), on average will 70 

% depart of the target firm within five years of the acquisition (Krug & Aguilera, 2005) and 

almost 66%, two thirds of companies lose market share after acquiring a company (Harding & 

Rouse, 2007). 

 

There are also a lot of different strategy activities companies use during an acquisition because 

the nature (resources, processes and values) of both companies usually varies, which affects 

the adaptation to each and every acquisition (Bower, 2001). Not only are acquisitions difficult, 

they are often agonizing and stressful for the companies and managers who experience loss of 

workforce and jobs, changing responsibilities, disrupting careers and diminishing power 

(Ashkenas, DeMonaco & Francis, 1997). Even structural and financial advantages often appear 

to turn out disappointing (Weber & Tarba, 2010). The reason behind is that expected synergies 

take several years to realize for the acquiring company and the productivity decreases when 
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people are unable to work together and the expected advantages of the acquisition are dissolved 

(Ashkenas et al., 1997).  

 

Acquisitions are an organizational challenge and not enough research has been conducted to 

answer how crucial human resources and cultural challenges that stir up during the merge of 

companies are resolved. Many acquisitions still end up as organizational failures, but strategies 

to reduce failure are starting to be acknowledged.  
 

1.2.2 Due Diligence 
Although acquisitions consist of several challenges, growth has been observed and they 

continue to be implemented consistently (Bower, 2001). One way for managers and companies 

to increase the success behind acquisitions, is to improve and implement due diligence 

(Angwin, 2001; Harding & Rouse, 2007; Perry & Herd, 2004). Ashkenas et al. (1997) 

acknowledge the need for due diligence in business acquisitions and suggest that improvement 

of the integration process of acquisitions might be one of the most compelling and crucial 

challenges faced by managers and companies nowadays.  

 

Due diligence is supposed to help an organization create a just and impartial view of the 

targeted company (Weber & Tarba, 2012). Angwin (2001) furthermore suggests that due 

diligence helps to create an independent and objective examination. Moreover, in an effort to 

identify risks and recognize the opportunities associated with potential acquisitions, companies 

practice due diligence (Byington & McGee, 2015). Due diligence assessments are often closely 

related to financial aspects (hard issues) of potential acquisitions and are less focused on non-

financial aspects (soft issues) aspects and can therefore be inadequate for a complete risk 

assessment (Reichardt, 2006). These assessments are important because when a straight merger 

or acquisition takes place, the surviving company puts the seller out of existence and the buyer 

will take over all assets, as well as all of the liabilities of the company as a matter of law 

(August, 2013). Being aware of which liabilities and which employees the company takes over 

is one significant part of the due diligence assessment (August, 2013). On the other hand, the 

way in which the assessment of the risky endeavor of acquisitions looks like before signing the 

contract is rarely scrutinized in research (Sacek & Šavriņa, 2016). 

 

Even though due diligence has the possibility to mainly enhance the evaluation of financial and 

law related aspects of a targeted company, it often falls short to provide a complete picture and 
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the assessment will certainly not guarantee a successful acquisition (Adolph, Gillies, & Krings, 

2006). Therefore, a broader perspective on due diligence is needed where the soft issues also 

is evaluated to increase success in acquisitions (Schuler & Jackson, 2001). 

 

1.3 Motivation of Study 
As we can observe from theory and relevant articles, acquisitions are increasing even though 

the succeeding rates are low (Byington & McGee, 2015; Panda, 2013; Weber & Tarba, 2012; 

Sacek & Šavriņa, 2016). Success rates remain low, but acquisitions are still one of the most 

frequently used instruments for consistent growth (Kim & Olsen, 1999). Increasing the 

revenues by 1% will have a five times greater impact on the bottom line than decreasing the 

operating expenses 1% (Marks & Mirvis, 1998). King, Dalton, Daily and Covin (2004) point 

out that the existing empirical research in acquisitions has not clearly and repeatedly identified 

variables that have an impact on acquiring firms’ performances, and a reason may be that they 

are not looking at the right set of variables. Companies traditionally examine financial issues 

by analyzing and validating financial statements in their due diligence assessments of the 

acquired firm. Factors such as human and cultural due diligence (soft issues) are neglected and 

not analyzed carefully enough when comparing it to the focus on market and financial analyses 

(Latuha, Sannikova & Denisov, 2013). Therefore, researchers are suggesting that the focus of 

due diligence assessments need to change to better understand the impact of cultures (Weber 

& Tarba, 2012; Angwin, 2001; Carleton,1997; Weber, 1996) and human resources (Harding & 

Rouse, 2007; McGrady, 2005; Perry & Herd, 2004; Horwitz, Anderssen, Bezuidenhout, Cohen, 

Kirsten, Mosoeunyane & Van Heerden, 2002) in acquisitions, to narrow the knowledge gap 

and increase success. 

 

From a personal point of view, we find it interesting that soft due diligence has been neglected 

in theory and practice even though managers emphasize the importance of people. The people 

are the once creating value, yet they remain outside of the picture when due diligence teams 

assess target companies. Furthermore, the high failure rates are a motivational factor for us and 

we seek to understand how this came to be.  As students rooted in Business Management we 

do find this topic highly related to our academic interest as well as motivating to conduct this 

research for the possibility of generating new and contemporary data for the described 

theoretical gap. 

 

“…mergers and acquisitions are more likely to fail than succeed. Statistics show that more 

than a staggering 75% fail.” (Schuler & Jackson, 2001, p 241) 
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Figure 1: Acquisition Failures 

 
        Source: Own created 

 

Figure 1 illustrates the high failure rate in business acquisitions highlighted by Schuler and 

Jackson (2001). 
 
1.4 Problem formulation 
Despite the wealth of research material in the acquisition field, there are issues related to the 

phenomena, such as high failure rates and poor integration which are hard to address due to 

knowledge being limited. Theories are fragmented and not unified (Sacek, 2016) and there is 

limited and compartmentalized understanding of the complexities and connection between 

variables of the acquisition process (Gomes, Angwin, Weber & Tarba, 2013). Thus, the 

knowledge about acquisitions remains shattered (Gomes et al., 2013). Although as a response 

to the high failure-rates and underperformance of acquisitions, due diligence has emerged 

(Dionne, 1988). 

 

Due diligence assessments on the other hand often focus on assessments of financial (Gupta, 

2012) and economic nature (August, 2013) and do not consider all risks included in 

acquisitions, which is why a broader perspective of due diligence needs to be implemented 

(Adolph  et al., 2006; Sinkin & Putney, 2014). Stones left unturned become a problem because 

risk factors are overlooked causing operational and integration challenges (Rosenblatt, 2011). 

Neglected and overlooked areas within due diligence are the nonfinancial soft issues such as 

socio-economic elements (Reichardt, 2006), human resource (HR) oriented issues and 

differences in culture and management philosophies (Harding & Rouse, 2007; Schuler & 

Jackson, 2001). There is a need for such research, since it is identified that one third to one half 

of acquisitions fail due to the people-related problems, as HR and culture, that is overlooked 
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in research (Davy, Kinicki, Kilroy & Scheck, 1988). 

  

As told from research, the due diligence of soft issues (HR & Culture) are neglected. There are 

studies examining the impact of HR process on the acquisition outcome, for example, Schmidt 

(2002) found that HR processes do have a positive impact on the acquisition, although, he also 

argues that the HR is less involved in the earlier stages of acquisitions than it is in the later 

stages (during and post-acquisition phase). This explain reasons for failure since the pre-

acquisition stage, and especially the due diligence, is when the viability and risks of an 

acquisition is identified. 

  

There are also studies examining the cultural impact on the acquisition, Cartwright and 

Schoenberg (2006) found that an emergent and growing field of enquiry has been directed at 

the cultural dynamics of M&A’s and the emotional and behavioral response of the employees 

involved, although, the results have been mixed and often contradicting. They also found that 

a poor cultural fit or a lack of cultural compatibility can be an explanation for acquisition 

failure. Further, there are studies examining the connection between the cultural compatibility 

and the HR, and it was found that these are connected to each other since cultural clashes 

between two organizations can be minimized if the employees can be managed and integrated 

in a good way through HR functions (Cartwright & Cooper, 1993). 

  

Furthermore, we can see a gap since these soft issues in the acquisition process often are 

investigated in later stages of the process (integration and implementation), and not examined 

detailed in the due diligence phase of an acquisition. Since due diligence is one of the crucial 

factors for reducing the risk and recognize opportunities in an acquisition (Byington & McGee, 

2015), there is a need to provide a deeper understanding for how the investigation of the soft 

issues through due diligence in the pre-stage can impact the integration phase of acquisitions. 

McGrady (2005, p 20) is straightforward in his research: 

 

“The evidence that both due diligence and integration need to be improved is compelling. 

Research and experience indicate that intangible areas might hold the key to improve, so why 

has nothing happened to incorporate these elements within most due diligence exercises?” 

 

The probable answer is lack of understanding and definitions of un-measurable and un-

manageable intangible elements (McGrady, 2005). Due to the existence of a research gap in 
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both due diligence and integration, we seek to gain further understanding of how due 

diligence of human resources and cultures can influence integration in business acquisitions. 

 

1.5 Research Aim and Research Questions 
This research aims to gain deeper understanding of soft due diligence and its role in the 

integration process of acquisitions 

 

1) How can soft due diligence influence the integration process during acquisitions? 

2) What are the main factors in HR- and cultural due diligence influencing the 

integration process? 

3) What are the risks that can appear from an insufficient soft due diligence? 

 
1.6 Limitation 
 
The process behind business acquisitions is comprehensive and far-reaching including several 

steps and analyzes. This research will explore soft due diligence procedures in the pre-

acquisition phase of business acquisitions and how it affects integration. Furthermore, is this 

study limited to gain further understanding human and cultural due diligence, involving soft 

issues in order to develop knowledge concerning how an improved view of soft due diligence 

can facilitate the integration process. The research is limited to a case study of Midroc Electro 

to generate in-depth contemporary data and knowledge. This study is limited to one specific 

company since they continuously work with business acquisitions and due diligence. Excluded 

companies were those who previously acquired companies with no current due diligence 

activities and those which did not include areas of human or cultural due diligence, eg. the soft 

issues. Financial due diligence will only be described slightly without further exploration of 

the topic in this research. 
 
1.7 Disposition 
To answer the research questions and to achieve the research aim, this study is disposed in 

following presentation order (Figure 2). Chapter one starts to present the research background, 

problematization, motivation of study, problem formulation along with the research aim and 

research questions of the study. Chapter two presents the theoretical framework based on 

previous research and continues with our conceptual framework which acts as the foundation 

throughout the entire research. Chapter three presents the methodology used including study 

design, data collection method, and a presentation of empirical data. Chapter four presents the 

collected empirical data and chapter five discuss and analyzes the data findings in line with the 
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theoretical framework and the study’s conceptual model. The last chapter presents the 

conclusion of the research by answering the research questions, present the contributions and 

the limitations of the study.  

 

Figure 2: Disposition 

  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  

 

 

 

  Chapter 1 – Introduction 

 

 

        Chapter 2 – Theoretical framework 

 

 

        Chapter 3 – Methodology 

   Chapter 4 – Empirical data 

 Chapter 5 – Analysis 

 Chapter 6 – Conclusions 

 

Our contribution 

Source: Own created 
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2. Theory 
 
This chapter presents the theoretical background that is relevant for this research. The 

theoretical background is built on four parts in the following order: Business acquisitions, 

Business acquisition process, Due diligence, The need for due diligence in acquisitions. 

Based on the existing theories the chapter also presents a conceptual framework for the 

study.  

 
2.1 Business Acquisitions 
Business acquisitions will be explained by outlining definitions of the phenomenon, the nature 

of acquisitions, and the role of acquisitions in business to give an extensive overview and 

understanding. 

2.1.1 Definition of Business Acquisitions 
Acquisitions, as defined by Buckley and Ghauri (2001), is when the control of assets is 

transferred from one company to another. It is also defined as the purchase of one company by 

another (Robert, Wallace & Moles, 2003), and result in making two or more companies into a 

single company (Weaver, 2001). Acquisitions can be conventionally classified into three 

different categories: horizontal, vertical or conglomerate, the horizontal acquisition is an action 

between competing firms in the same industry, the vertical is between firms in buyer-seller, 

client-supplier and value chain linkages, and the conglomerate is between companies who have 

unrelated business (Buckley & Ghauri, 2001). Acquisitions can also be defined as a business 

reengineering technique that is used to achieve expansion, monopoly, market governance, 

obtaining competitive advantage, diversifying business portfolios, obtain synergy (Gupta, 

2012), and economies of scale (Buckley & Ghauri, 2001). In this research, the definition of 

Roberts et al. (2003), that an acquisition is the purchase of one company by another, will be 

used. 

2.1.2 The Nature of Acquisitions 

Acquisitions, along with mergers, are important means through which firms are carrying out 

their domestic and international strategies (Ferreira, Santos, de Almeida & Reis, 2014), as a 

source for external growth and corporate development (Bauer & Matzler, 2014). For more than 

a hundred years, acquisitions have represented an essential part in the strategic management 

practice and research (Cartwright, 2006). According to Buckley and Ghauri (2001) the activity 

through the years of acquisitions and mergers can be described with wave patterns, where the 

period within a wave is defined by high activities of acquisitions and mergers, and the period 
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between is defined as periods of relatively little activities of acquisitions and mergers. They 

are further pointing out five waves since 1898-2000, which is divided as: 

 

1. The first wave: 1898 to 1902 

2. The second wave: 1926 to 1939 

3. The third wave: 1966 to 1969 

4. The fourth wave: 1983 to 1986 

5. The fifth wave: 1997 to 2000 

 

Not commonly recognized in research, is that there was a sixth wave between 2003 and 2007 

triggered by the easy access to abundant capital. Further, there is also a seventh wave incoming 

(Alexandridis, Mavrovitis, & Travlos, 2012). 

 

The reasons for performing acquisitions are that companies today need to be fast growing, 

profitable, flexible, efficient, adaptable, future-ready and have a dominant market position, and 

without these qualities firms believe that it is impossible to be competitive in today’s global 

economy (Schuler & Jackson, 2001). Thus, acquisitions are one of the primary strategies for 

organizations to maintain their competitiveness and to generate transformational change in an 

increasingly global marketplace (Faulkner, Teerikangas, & Joseph, 2012). 

2.1.3 The Role of Acquisitions in Business 

There are multiple motives driving acquisitions. It can help a firm to move quickly into a new 

market or product space or pursue a strategy that otherwise would be too costly, risky, or 

technically advanced to achieve on its own, protect the company’s market share, and enable a 

firm to attain strategic goals more quickly and inexpensively (Marks & Mirvis, 2011). Other 

factors driving acquisitions are the need for large economies of scale, deregulation, 

globalization, expanding markets, risk spreading, and the need for rapid response to market 

conditions (Shuler & Jackson, 2001). As many researchers are pointing out benefits from 

acquisitions, they also come with various risks and uncertainties (Ashkenas, DeMonaco & 

Francis, 1997; Marks & Mirvis, 2001). There are many factors that accounts for the dismal 

track record of acquisition. Marks and Mirvis (2001) point out that buying the wrong company, 

paying the wrong price, making the deal at the wrong time and the process through which the 

deal is conceived and executed are factors included in the high failing rates. Although, if a 

company manages to conduct an acquisition successfully, the value of a growth from 

acquisition is five times higher than cutting costs within the company (Marks & Mirvis, 1998). 



 

 

11 

 

2.2 Business Acquisition Process 
 

The acquisition process itself has a major importance in determining acquisition activities and 

outcomes (Jemison & Sitkin, 1986). Although, there is no consensus on the boundaries of an 

acquisition process, which means it is hard to tell when it begins or concludes or the numbers 

and characterization of the phases included in the process, and there is a pivotal moment when 

ownership transfers from target to the acquiring company (Gomes, et al., 2013). In research, 

the acquisition is separated into two major parts, the pre- and post-acquisition phases (Gomes, 

et al., 2013), where the pre-phase can be explained as acquisition strategy formulation and the 

post-phase as the acquisition strategy implementation (Kim & Olsen, 1999).  

 

Further, Kim and Olsen (1999) developed a model which is comprised of ten dimensions in 

two phases of corporate acquisitions, the pre-acquisition management and the post-acquisition 

integration (See Figure 3). In the pre-acquisition management phase dimensions as motive, 

information, value, price and approach are included, whist in the post-acquisition integration 

phase dimensions as approach, people, culture, organization and strategy are included (Kim & 

Olsen, 1999). Thus, they argue that the pre-phase is the management of the activities, and the 

post-phase is the integration of the different dimensions. The pre- and post-phase along with 

the dimensions will be further discussed in the following subheadings. 
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                Figure 3: The Framework of Successful Acquisition Management 

 
              Source: Kim & Olsen (1999, p.24) 

2.2.1 Pre-Acquisition Process 

Managing an acquisition starts at the beginning of the business relationship, in the pre-

acquisition stage, and both planning and due diligence are vital factors to determine the fit of 

the companies and the hidden risks associated with the acquisition (Warter & Warter, 2015). 

The pre-acquisition process is commonly associated with the acquisition outcome (Gomes, et 

al. 2013). If the acquirers can identify and prepare for a wide variety of factors in the pre-

acquisition process, they can more likely achieve smooth post-acquisition integration that 

creates exceptional post-acquisition performance (Kim & Olsen, 1999).  

 

The pre-acquisition process is according to Kim & Olsen (1999) built on five dimensions which 

are all included in the management phase of an acquisition (See Figure 3).  

Motive, is the reason and the driver behind the acquisition. It is designed as the given conditions 

when deciding to acquire a company. 

 

The information dimension refers to the decision on the information that is necessary to 

purchase a target firm, this dimension includes the performance of a due diligence of the target 

company. The success of an acquisition is dependent on how effectively the acquirer can 

evaluate potential synergies and values from the target company. It is also seen as one of the 

most critical factors to gather comprehensive and relevant information. (Kim & Olsen, 1999). 
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Furthermore, gathering accurate information and consider the organizational fit between the 

acquiring and the acquired company to identify how the two company’s matches in 

administrative aspects, cultural practices and complementary human resource policies has an 

influence on the success. Relatedness must be measured to see how the companies can 

complement each other and in addition, create synergies (Markides & Williamson, 1996). 

 

The value dimension refers to the decision on what the actual worth of the acquisition 

transaction should be. The key goal of acquisitions is to create value for the acquiring firm, and 

value can be defined as the worth of an acquisition deal that is mainly created from the 

anticipated synergistic benefits of the combining company. (Kim & Olsen, 1999) 

 

The price dimension refers to the decision on the extent of financial resources expected from 

the acquisition deal (Kim & Olsen, 1999). The purchase price is decided based upon the target 

company’s current competitive position within its industry (Barnes, 1996). Finally, the 

approach dimension refers to the decision on the form and content of the acquisition deal 

regarding the relationship between the acquiring firm and the target firm.  This can be defined 

as the variety of the surrounding procedures used to induce the target firm to accept and confirm 

an intended acquisition deal (Kim & Olsen, 1999). 

2.2.2 Post-Acquisition Process 

The post-acquisition process can be seen as one of the most critical phases in an acquisition 

since this process is where value is created (Gomes, et al. 2013). The lack of attention to 

potential problems of post-acquisition integration reflects the difficulty of recognizing the 

process itself as a part of the problem (Jemison & Sitkin, 1986). According to Kim and Olsen 

(1999) the post-acquisition process can be defined built on five dimensions which are all 

included and seen as the integration phase of an acquisition (See Figure 3).  

 

The first dimension, approach, is the decision on the development of effective post-acquisition 

transition management practices, particularly for immediately after the deal is completed (Kim 

& Olsen, 1999). The transition management has an important role in developing a competent 

transition framework and plan which is essential to handle the crucial transition period (Marks 

& Mirvis, 1998). 

 

The people dimension refers to the decision on the effective management of the human 

component (Kim & Olsen, 1999). This dimension must be regarded as a crucial component 
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and it needs considerable attention in the integration (Marks & Mirvis, 1998). The acquiring 

firm should manage layoffs of target employees carefully, and further also consider other 

possible alternatives to replace layoff plans (Leana & Feldman, 1989). If communication 

problems and conflicts occurs, it can reduce the effectiveness of post-acquisition integration, 

and the key of a successful acquisition is dependent on the effectiveness of the human side of 

the deal (Begley & Yount, 1994). Further, people in acquisition aspects can be defined as a 

group of the target company’s organizational members who either have a positive or a negative 

attitude towards the acquisition deal (Kim & Olsen, 1999). 

 

The culture dimension refers to the decision on the effective integration of two different 

cultural systems (Kim & Olsen, 1999).  The cultural systems can be described as building a 

desirable and healthy culture through the combination of the two firms (Marks & Mirvis, 1998). 

Cultural clashes or cultural distance have a critical role in the integration process since some 

of the areas of the culture will be affected by an acquisition, for example the maximization of 

employee commitment which is important for a smooth integration (Kim & Olsen, 1999). 

 

These three dimensions are in line with Horwits et al. (2002) who identified role and social 

integration process as important for the post-acquisition performance. The social integration 

includes trust building, creation of new values and attitudes, manage change, and conflict 

management. The role integration includes building teams, communication, delegate work, 

involve and participate, and training/education. 

 

Further, Kim and Olsens (1999) organization dimension refers to the decision to build a new 

and stronger organization and it is defined as a wide variety of organizational configurations, 

including formal and informal structures, systems and processes. The strategy dimension refers 

to the decision to achieve the strategic intent of the acquisition deal and is defined as a set of 

consistent alignment efforts to achieve the long-term goals of the acquiring company based 

upon the acquisition intent. These dimensions are furthermore in line with Horwitz, et al. 

(2002) task integration process which includes setting goals, share resources, setting rewards 

with enabling processes, structures and systems, and appraise the performance. 

 

Researchers are emphasizing the importance of analyzing and identifying HR and cultural 

issues in the pre-acquisition phase to obtain a more successful post-acquisition integration 

phase (Horwitz, et al., 2002; Sacek & Savrina, 2016). Therefore, the due diligence is one of the 
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most crucial tools for obtaining information about the other company, and will be further 

discussed. 

 
2.3 Due Diligence 
 

“The art of doing due diligence is being lost. Buyers aren't analyzing the operations and 

books of prospective acquisitions with nearly enough vigor.” (Perry & Herd, 2004, p. 12) 

 

In an effort to find an answer to why acquisitions do not succeed, failures have been examined 

and what went wrong with the deals analyzed. The conclusions emanating from these analyzes 

are that acquisition failures can be recognized by incapability to integrate cultures, poor 

synergies emerge from the acquisition, bad timing, greed, decision making without clear 

strategy and hubris. Between comprehending the potential value of the acquisition and 

achieving an integrated organization, a middle ground is imbedded with difficult procedures. 

As acquisitions are becoming more complex, the activities that are linked to due diligence is 

increasingly significant. Companies often execute due diligence, but frequently fail to do them 

well. Although, best practices of due diligence can reduce risks involved with acquisitions and 

increase success. (Perry & Herd, 2004) 

2.3.1 Human Due diligence 

“Too often, dealmakers simply ignore, defer, or underestimate the significance of people 

issues in mergers and acquisitions.” (Harding & Rouse, 2007, p 124) 

 

According to Harding and Rouse (2007) dealmakers are too concerned with gathering 

commercial, operational and financial data without paying attention to human due diligence, 

and the understanding of how capabilities, attitudes and roles of the people and workforce can 

influence integration in acquisitions. Harding and Rouse (2007) argue that the clearest 

consequence of not considering human due diligence is the loss of talented employees leaving 

after the acquisition is announced and the less clear problem of long-term erosion. 

2.3.1.1 Role of the people 

In an acquisition is the ability to create additional value important and companies generally 

understand that people play a key role in creating value. Nevertheless, human due diligence is 

undervalued, possibly ignored when comparing it to market and financial analyzes (Latuha, 

Sannikova & Denisov, 2013). Latuha et al. (2013) suggests that the common view is that 
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acquirers pay too little attention to something so important and critical to the success of 

acquisitions. Being inconsiderate in the approach and relevance of human due diligence may 

harm the already complex acquisition procedure (Schuler & Jackson, 2001; Nahavandi & 

Malekzadeh, 1988; Napier, 1989). Schuler and Jackson (2001) further state that human due 

diligence has been neglected because of; lack of consensus and awareness that HR issues are 

relevant, missing spokesperson whom highlights HR issues, the absence of a framework or 

model to systematically manage and understand issues related to people. As a consequence to 

these factors, due diligence activities are focused upon finance issues instead of HR issues. 

 

Acquisitions strategies essentially seek to create competitive advantages through power 

relationships between the combining companies, where human due diligence arises to facilitate 

HR integration of the newly formed relation. The incorporation of two companies suggests that 

HR practices and policies of the dominant party may impose those of the acquired firm. Often 

are the effects of changing HR policies and structures underestimated. HR issues or “People 

problems” left unchecked and neglected can provide a false sense of that everything is “ok”. 

Acquiring managers have over-confidence in estimating the current situation and integration 

and ease of transition for the new employees.  

 

Disregarded or unrecognized people problems may result in unplanned labor turnover and 

retrenchments causing inefficiency. Although, that the impact of HR issues is severe, 

integration planning has not been sufficiently developed and most organizations struggle to 

implement a coherent process. Integration of HR in acquisition is not a discrete phase, the 

integration should rather start with human due diligence, incorporating focus on management 

structure, leadership styles, reporting relationships and key roles. Such focus in the human due 

diligence phase can develop an understanding for management weaknesses and strengths, 

opportunities or need for organization reconstructions and redesign or review of existing HR 

policies and systems to better suit acquired employees. Even if there is an absence of models 

and frameworks dealing with human due diligence, managers are now starting to recognize 

human resource issues as a primary indicator for success or failure of any acquisition.  (Horwitz 

et al, 2002) 

2.3.1.2 HR issues 

HR issues appear in all stages of acquisitions, and several of them need to be observed 

vigilantly. Retention of key talents, senior executive dedication to handle HR issues, selecting 
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team leader of the acquisition process, selection of new employees, planning to learn from 

acquisition process, all are HR issues that appear during the acquisition which will reflect how 

well the combination and integration of the two companies plays out (Schuler, 2001; Schuler 

& Jackson, 2001). Schweiger and Weber (1992) found moreover that acquisitions create 

uncertainty for acquiring firm and target firm employees, which subsequently can result in HR 

issues such as stress, absenteeism, health problems, decreased production and lower 

commitment to organization. Unfortunately, managers have during this phase limited ability to 

influence and communicate with target company employees (Schweiger & Denisi, 1991).  

 

Schweiger and Denisi (1991) claim that managers have no control over what information is 

disclosed for target company employees, because responsibilities and liabilities to 

communicate such information remain within the target firm top management. One general 

recommendation for top management to minimize the impact of HR issues such as stress, 

confusion and uncertainty is to communicate, even if it means telling them nothing have been 

decided yet. Undesirably there is rarely little information for either management to report 

during undergoing negotiations (Ivancevich, Schweiger, & Power, 1987; Sinetar, 1981). To 

further address and minimize HR issues, comprehensive planning and follow-through, and 

experience and learning from previous acquisitions should be systematically supported 

(Schuler, 2001). 

 

Schuler and Jackson (2001) along with Charman (1999) argue that people or HR issues are 

influencing the integration in acquisitions, in more detail the three stages; 1) Pre-combination, 

2) combination and integration, 3) Advancement and solidification (See Figure 4-6). 
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1. Pre-combination            

Figure 4: Stage 1- Pre-combination 

 
           Source: Schuler and Jackson (2001, p.244). 

 

In the first stage, there are several HR issues apparent. The most pressing issue is identifying 

why the acquisition should be executed, as highlighted in Figure 4. (Schuler & Jackson, 2001) 

 

2. Combination and integration 

In general, integration is the process whereby the companies combine themselves after the 

acquisition is announced (Schuler & Jackson, 2001). This second stage is crucial and 

incorporates a variety of HR issues as illustrated in Figure 5.  

 

Figure 5: Stage 2 – Combination, integration of companies 

 
       Source: Schuler and Jackson (2001, p.245) 
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Human due diligence in terms of integration will provide a foundation and facilitate the 

incorporation and combination of target and acquiring company, thus minimizing the effects 

of HR issues (Harding & Rouse, 2007). 

 

3. Advancement and solidification 

After an acquisition the company is in many ways “new” and several HR issues mentioned in 

Figure 6 need to be addressed. These issues are scrutinized to ensure long-term success and a 

sustainable business environment within the company (Schuler & Jackson, 2001).   

 

 Figure 6: Stage 3 - Advancement and solidification 

 
Source: Schuler and Jackson (2001, p.248) 

To summarize, managing HR issues is important for integration since they appear along with 

the acquisition in all its phases. Schuler and Jackson (2001) narrow the process down and 

suggest that soft due diligence teams need to; gain knowledge about motivational factors 

concerning the two workforces, access management staff of target company, conduct analysis 

of target company’s organizational structure, compare policies, contracts and standards of both 

organization and evaluate the cultural match. 

2.3.2 Cultural Due diligence 

Culture in a business setting is often described as “this is how things are done here” and when 

one company acquires another the combination creates a cultural clash between two different 

ways of conducting business (Weber, 1996). Cultural due diligence is the process of 

identifying, defining, investigating and assessing the cultures of the combining companies 

through a cultural evaluation to disclose similarities and differences that will influence 
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achievement of strategic objectives and integration efforts (Panda, 2013). Culture is basically 

seen as a set of assumptions that members of an organization carry with them, every corporate 

or group have unique cultures shaped by the members’ experiences and history (Marcoulides 

& Heck, 1993). During acquisitions, cultural due diligence can estimate the cultural-fit between 

two companies to fulfill the goal of creating one operational company (Weber, 1996). 

Conducting cultural due diligence is important for acquirers because corporate culture is a key 

factor influencing a successful integration of two companies (Cartwright & McCarthy, 2005; 

Stahl & Voigt, 2008; Weber & Tarba, 2012). 

  

Without being operationally sound, companies cannot achieve advantages intended for the 

acquisition, where differences in organizational cultures can hinder realization of goals. 

Harding and Rouse (2007) argue that two fundamental questions need to be resolved to realize 

the purpose of the deal; whose culture will the organization adopt and what organizational 

structure should be adopted. Harding and Rouse (2007) provide a problematizing approach to 

the statement that an acquisition is a merger between two equal companies. They argue that it 

exists not only a financial acquirer, but furthermore a cultural acquirer who will set the structure 

for the new incorporation of the companies. The financial due diligence, assessments of 

financial viability through validations of financial statements, records and books is inadequate 

in its approach to sustain a complete due diligence assessment, whereby cultural due diligence 

can extend into operational function aptness between target and acquiring company (Wexler & 

Connor, 2007). 

 

Cultural due diligence mainly focus on assessments of visions, values, missions and beliefs of 

the target company, as well as their compatibility with acquiring company. The primary areas 

include; 1) Perception about the organization, management, and the way things are done, 2) 

Mission-vision-values and beliefs, and 3) Leadership-styles. (Panda, 2013).  

 

Panda (2013) argues furthermore that cultural due diligence evaluation helps to: 

 

·       Identify target company using cultural fit as a standard 

·       Understanding concerns and anxieties of target company 

·       Avoid pitfalls for acquisitions 

·       Preparing executives for after acquisition issues 
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Weber and Tarba (2012) claim that differences in management culture is the main cause for 

poorly integrated organizations, which is rooted in their implications on human factors making 

key personnel and managers to departure. The absence of methodical and thorough 

measurements of culture differences contribute to the difficulty of integration and cause 

failures in acquisitions (Stahl & Voigt, 2008). It is therefore surprising that differences in 

management and organizational culture have not yet become key factors in decision making 

for senior management and acquisition teams, evaluating the acquisition target from a cultural 

view can assist to find appropriate target company, determine price, planning integration as 

well as retain human capital (Weber & Tarba, 2012). 

 

2.3.2.1 Management Culture 

According to Rosenblatt (2011, p 108) management culture is “a developing system of values, 

beliefs and assumptions shared by the managers about the desired way of managing the 

organization so that it can adjust to its environment”. Management culture focus on 

approaches and styles, understanding these in acquisition contexts make it possible to evaluate 

assumptions, dress codes, ceremonies and other aspects to a low cost. Panda (2013) suggests 

that management culture relates to practices, such as what kind of practices are followed, if 

they are strict or flexible and what happens if you take own initiatives.  

Shared fundamental beliefs and suppositions about work methods and management structures 

can lead to effectivity. It evolves from gathered experiences and works while handling 

competition and similar factors in the business environment. Evaluating cultural management 

challenges requires interpreting of the information that has been accumulated and acting on 

analyzed interpretations. Culture is important when formulating programs and the making of 

decisions for coping with management challenges on an ongoing basis. All values and 

fundamental assumptions of the management become a system of completely unique content 

that shapes the process of formulating strategies, decision-making, principles, policy, and 

behavior in the organization. Every management department or team develop different 

management cultures, even when the organizations and managements operate in the same 

country and sector. (Rosenblatt, 2011) 

2.3.2.2 Organizational Culture 

Organizational culture is an acquired system of frameworks and knowledge of reference 

making it possible for understanding and explanation of organizational proceedings. The 
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system of values that comprises the organizational culture operates as a filter through which 

people of the organization perceive assignments and obstacles confronting them. An 

organizational culture that is shared among members provides stability and continuity during 

uncertain circumstances, thus culture supplies control functions to the organization. All is good 

and well when culture is shared among members, but culture can at the same time make it 

difficult during acquisitions where two organizational cultures meet causing disagreements 

about organizational standards. (Weber & Tarba, 2012) 

 

An often overlooked and crucial first step in acquisitions is to begin the M&A process with an 

understanding of how M&A activities fit with the organizational culture and strategies. 

Understanding cultural differences and issues in the beginning of the acquisition and 

integration process ensures that they are revealed in the early stages rather than emerging 

towards the end when a unified organization is desirable to achieve effectiveness. By assessing 

organizations cultural fit, the acquiring company begins a selection process whereby they pick 

out culturally similar organizations, which potentially can be targeted for an acquisition. 

(Panda, 2013) 

2.3.2.3 Dimensions of Organizational Culture 

Basic assumptions and beliefs that managers hold are subjective and relate to an infinite variety 

of business topics and assumptions that characterize the culture of an organization (Chatterjee, 

Lubatkin, Schweiger & Weber, 1992). The beliefs of one organization are not necessarily good 

or bad, successful companies operating in the same industry have their own different 

organizational cultures influencing their way of operating (Weber, 1996). M&A research 

consistently show that understanding assumptions and beliefs of one organization can help to 

predict critical factors that affect the success of the acquisition (Chatterjee et al., 1992). Weber 

and Tarba (2012) suggest that the different assumptions can be assembled into seven 

categorizes that constitute the dimensions of organizational culture; 

  
1. Approach to activity and innovation: Managers connected to innovation and dynamic 

activities have strong orientation towards encouraging rapid responses to changes and exploit 

new opportunities. Organizations with a different corporate culture would inspire and prefer 

intensive planning and stability. The difference lays within in the manager’s perception of 

urgency to respond to changes. 

2. Approach to risk: Tendency to take risk affect many decisions of the organization 

and are among the main factors differentiating organizations. Decisions such as acquisition and 
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investments in production equipment, investment in upcoming initiatives, level of investment 

in R&D and management of cash flows, will be affected by how the organizational culture 

perceive and take risks. 

3. Horizontal relationship: Managers have different attitudes towards the importance 

of cooperation and level of connection between units of the organization for the achievement 

of firm objectives or the encouragement of competition amongst units to increase incentive for 

work. Some organization simply use standardized schedules whilst other organizations might 

practice complex coordination techniques. 

4. Vertical-Hierarchical contact: The fourth-dimension tackles management beliefs 

and attitudes towards subordinates such as encouragement, support and understanding. Beliefs 

such as these are highly affected by human nature thus vary to a wide extent between 

organizations. Managers differ to which degree they encourage subordinates to be creative and 

try new ideas, in the same way managers differ in permitting employees to discuss conflicts 

and criticize management.  

5. Autonomy and decision-making: A characteristic of management is the belief of level 

of responsibility and autonomy that should be delegated in essential questions. These 

assumptions affect the organizational structure such as definition of roles and procedures 

within the organization and level of formality incorporated. 

6. Approach to performance: The focus on performance assessment and requirements 

of managers as well as of employees are important aspects of management culture. Differences 

in managers’ beliefs of need for improvement and goal achievement can at times be 

challenging. Some cultures practice “Can do - will do” suggesting that everything that can be 

done will in fact be done with no regard to difficulty. 

7. Approach to rewards: Organizational culture can also be conveyed in the way 

rewards are arranged (e.g through salary, benefits or other related aspects). Management 

approaches to rewards are linked to values and beliefs concerning the need to reward in line 

with performance or fairly. 

 

The seven dimensions of organizational culture are important predictors of employee and 

manager behavior, including employee and executive turnover and of the expected success of 

the acquisition or merger (Weber & Tarba 2012), which is why cultural due diligence ideally 

should not be in such low priorities for executives (Angwin, 2001). 

“…one of the main causes of the failure to properly integrate two organizations is rooted in 

differences in management culture and their implications on the human factor.”        
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(Weber & Tarba 2012. p 291). 

2.4 The Need for Due Diligence in Acquisitions 

Inability to gain expertise in target selection and due diligence can hinder the firm’s ability to 

identify acquisition targets, risks and generate synergies (Haleblian & Finkelstein, 1999). Due 

diligence is one of the most important activities in the acquisition process to improve 

performance and the integration process (Gomes, et al. 2013).  

2.4.1 The Role of Soft Due Diligence in Acquisitions 
Researchers, investors and acquiring companies continuously exhibit increased interest for the 

examination of the human and cultural facets of target companies since traditional assessments 

are providing inadequate explanations of high failure rates (Schraeder & Self, 2003; Pablo, 

1994). Although interest is increasing for the soft and intangible aspects of acquisitions the 

integration of two companies is difficult (Weber & Tarba, 2012; Horwitz, 2002). The focus on 

underperformance of acquisitions have now pushed companies to not solely rely on financial 

due diligence (Cartwright & McCarthy, 2005) and therefore research is urging companies to 

conduct human and cultural due diligence. The soft dimension of a potential acquisition 

candidate has a greater impact on the long-run success of the partnership than the hard 

dimension, and without the soft dimensions as HR and culture the true value of the deal cannot 

be determined properly (Harvey & Lusch, 1995).  Further, the more the acquiring firm learns 

about the target firm in the pre-acquisition process, the better the acquisition performance. By 

increasing the knowledge of strategic and cultural fit, and, employee and business capabilities 

the acquisition performance can be increased (Ahammad & Glaister, 2013).  

 

2.4.2 The Role of Soft Due Diligence in the Integration Phase 

The pre-acquisition planning has a direct impact on the post-acquisition cultural integration. If 

the due diligence of the soft issues is neglected, it can have a direct and indirect impact on 

productivity, profitability and the success of the acquiring company. Therefore, there is a need 

for a proactive acquisition approach in the pre-stage. (Horwitz, et al. 2002). Critical factors 

such as HR and culture also have a significant effect on acquisition success relating to the 

degree of operational synergies, and synergies are developed in the integration phase (Sacek, 

2016; Sacek & Savrina, 2016). Further, the soft due diligence has the possibility to increase 

and enhance the outcome and performance originated in the integration (Schuler, 2001; Schuler 

& Jackson, 2001), and the effectiveness of the integration of the companies is essential to 
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forecasting financial targets for the combined entity (Harvey & Lusch, 1995).  

 

2.4.2.1 Risks in the acquisition from neglecting soft due diligence 
According to Schuler and Jackson (2001) the creation of synergies and molding cultures are 

major challenges in acquisitions. Further, they argue that soft and hard due diligence 

assessments are necessary but not sufficient conditions, and that pre-planning can help increase 

the chances for success and an efficient integrated workforce. Neglecting the soft issues of 

acquisitions can lead to an inadequate and incomplete assessment of risks related (Reichardt, 

2006).  Culture clashes (Weber 1996), gaps (Larsson & Finkelstein, 1999; Adolph et al. 2006; 

Sinkin & Putney, 2014), incompatibility of employees to create synergies (Weber & Tarba, 

2010; Ashkenas et al. 1997) and losses of key talent (Weber & Tarba, 2012), composed with 

other risks, are described to be main effects of procuring an incomplete soft due diligence 

assessment (Bianco, 2000). This is further supported by Schuler and Jackson (2001), they argue 

that talent that is lost or mismanaged, impossible degrees of synergy, culture clashes that goes 

unchecked, and transition management fails and the underestimation of transition costs can be 

the reasons for failure. It is also suggested that the organizational size can influence especially 

the cultural challenges in the integration process since larger organizations typically exhibit 

more complex internal systems, and therefore power structures and organizational procedures 

are more difficult to change (Schraeder & Self, 2003). 
 
2.5 Proposed Conceptual Framework 

A conceptual model based on the theoretical concepts of soft due diligence and integration in 

business acquisitions is proposed to be used as a guide through this study. This study aims to 

explore the role of soft due diligence in the integration process of acquisitions, and more 

detailed analyze how soft due diligence can improve the integration process, identify the main 

factors in HR- and cultural due diligence influencing the integration, and identify the risks from 

insufficient soft due diligence. In order to achieve the research aim and to answer the research 

questions the conceptual model outlines the soft due diligence, integration and risks (See: 

Figure 7). 
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 Figure 7: Proposed Conceptual Framework 
 

 

 
Source: Own created 

                

As it is shown, the conceptual framework begins with the pre-acquisition process, which is the 

phase where acquiring company decides whether or not to proceed with the acquisition of target 

company. Companies performing acquisitions have the aim to create synergies or power 

relationships in combination with target company and therefore the pre-acquisition process and 

the due diligence is crucial to avoid risks and facilitate integration efforts. To avoid risks and 

enhance the possibility of a successful integration, soft due diligence relating to HR and culture 

is necessary (Weber & Tarba, 2012; Panda, 2013). Furthermore, the post-acquisition 

integration is characterized by intangible activities including people and cultures and their 

effect on the organization (Kim & Olsen, 1999), thus a due diligence of the soft intangible 

issues can have the possibility to enhance the integration possibilities (Schuler, 2001; Schuler 

& Jackson, 2001). Implications and actions are affected by the soft due diligence assessment, 

and these two stages are vital for planning and executing an integration (Schuler & Jackson, 

2001; Weber & Tarba, 2012). Therefore, by increasing the knowledge of HR and cultural issues 

in the pre-acquisition process, the acquisition performance can be increased by finding 
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implications and relevant actions (Ahammad & Glaister, 2013). If the soft issues are neglected 

in the due diligence, the risk assessment is likely to be incomplete (Reichardt, 2006) thus 

potential risks can arise from insufficient knowledge and a substandard gap-analysis. 
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3. Method 

This chapter presents the methodology used in the study. It includes six parts and these will 

be presented as following: research strategy, data collection, data analysis, reliability and 

validity, ethics consideration, and limitation of methodology. 

 

3.1 Research Strategy 
This study is adopting an inductive approach to explore the due diligence process in business 

acquisitions, the inductive approach is often used in qualitative research since it is based on 

observations with a purpose to generate theory (Bryman & Bell, 2015). The aim of the study 

seeks to give a deeper understanding and a wider knowledge, therefore a qualitative research 

strategy is used because it is suitable for understanding and interpretation of a phenomena 

(Alvehus, 2013). The qualitative research strategy is used to understand values, perceptions 

and behaviors, and it gives possibilities to gather data of the up-to-date social reality 

experiences and information (Bryman & Bell, 2015). The central goal of a qualitative study is 

to understand or to interpret a phenomenon by using the responses from the empirical data 

collection to reduce research gaps (Fletcher, De Massis & Nordqvist, 2016). Applying a 

quantitative research approach is therefore appropriate since the need for a deeper knowledge 

and understanding within the field of soft due diligence in the integration phase in acquisitions 

is enlightened (Adolph et al. 2006; McGrady, 2005; Sacek & Savrina, 2016).  

3.1.1 Case study 
The research used a case study method to investigate the complex phenomena of soft due 

diligence within the specific context of integration. Our in-depth research is useful to further 

develop existing research and to fill research gaps (Baxter & Jack, 2008), and to respond to 

“why” and “how questions (Yin, 2012), which is appropriate for the research questions 

developed for this study. Case studies collects a variety of information that regards the 

particular instance, which is required to fulfill the aim of this research (Eisenhardt & Graebner, 

2007). It is appropriate for a detailed study of one single case where the main purpose not lies 

in generalization of the results (Flyvbjerg, 2006), and it gives the possibility to acquire 

contemporary and unique data necessary to explore rarely investigated topics. Therefore, one 

large company with experience of ongoing and completed business acquisitions and soft due 

diligence processes were approached for the sampling of this study. Further, several 

departments within the organization was included to get a full overview of the process. 
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3.2 Data Collection 

3.2.1 Secondary Data 

To obtain an understanding of the existing research within the field of business acquisitions 

and due diligence, secondary data from existing academic journals was obtained and analyzed 

through a literature review. Secondary data consists of information collected for a purpose 

other than that the researcher wants to highlight, and it can consist of information from 

organizations, external information, literature, periodicals, websites and academic journals 

(Christensen et al. 2010; Hox & Boeije, 2005). Peer-reviewed articles and literature databases 

of business acquisitions and due diligence were developed to allow us as authors to review the 

contributions made by previous researchers and to build a further knowledge and understanding 

for the field of the study. Organizational documents and information were used to collect 

further information about the respondent company to provide a better information about their 

business acquisition process, due diligence work, and outcomes.  

3.2.1.1 Literature Database of Business Acquisitions 

To understand the theoretical foundation and existing research in acquisitions, a search of 

“acquisitions” and “M&A” was done through Google Scholar and Discovery. This search 

generated almost 1.2 million research results which gave us the insight that acquisitions and 

M&A is a dominant theoretical phenomenon in research. To narrow down the search base and 

to obtain a manageable database size, there was a need to focus the searching’s. A set of 

keyword criteria was developed for selecting highly cited and relevant articles. This research 

used a combination of keywords with the first criteria as “business” and “acquisitions” to make 

sure the articles were of relevance within the area of business and acquisitions, the second 

criteria as “pre-acquisition process” or “post-acquisition process”, and lastly the third criteria 

as “integration”. 

3.2.1.2 Literature Database of Soft Due Diligence 

A similar process was done by searching for the keyword “due diligence” on Google Scholar and 

Discovery. This came with almost 24.000 research results, which also can be seen as a dominant 

theoretical phenomenon, hence we narrowed down our searching’s to “soft due diligence”, “HR 

due diligence” and “cultural due diligence”. These keywords came with respectively 15, 62, and 

302 research results, which implies the soft due diligence is an emerging theory in previous 

research. Hence, those articles that were relevant in business and management, and further for 
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business acquisitions was chosen. Further, the keywords “soft due diligence” +” integration” gave 

10 research results where only one article previously focused on this specific area (Horwitz et al. 

2002), and therefore strengthening the need for this research. 

3.2.1.3 Organizational documents and information 

To obtain valid information about the company included in the research, different organizational 

documents and websites was used. Their annual report was used to gain valid knowledge of the 

company background. Further, the company’s web page was used to collect the information not 

provided in the annual report. To ensure the validity of the documents and the web page, a checkup 

was performed towards Alla Bolag, thus there could be confirmed that the information and 

numbers were correct. 

3.2.2 Primary data 

Primary data is defined as the data collected for a specific research problem. This type of data 

collects new information of a phenomenon and contributes to the existing social knowledge 

(Hox & Boeije, 2005). 

3.2.2.1 Sampling 

This study adopted a targeted sampling method to identify the proper selection for the study. 

The targeted selection is a form of non-probability sample where the respondents are 

strategically selected to ensure that those are relevant to the research questions formulated. In 

a targeted selection sample, the researchers have chosen the respondents with certain research-

goals in mind to ensure that the respondents are of relevance to the phenomenon being studied. 

This sample is common in qualitative research. (Bryman & Bell, 2015) 

  

Thus, in this study, the authors ensured that the respondents included had adequate in-depth 

knowledge of business acquisitions and the process of due diligence to share in the interviews. 

To reach these respondents with accurate experience and knowledge, pre-selected criteria were 

prepared (Saunders, Lewis & Thornhill, 2016). The criteria developed was to target a Swedish 

company with experience and knowledge in executed, planned and ongoing business 

acquisitions where due diligence was a part of the pre-acquisition process. Through business 

contacts and company knowledge, the researchers got in contact with a head of economy 

department in a large company with headquarters in the middle of Sweden. The informant 

within the company further recommended nine other employees to contact who had experience, 

knowledge and accurate involvement in acquisitions and due diligence from different 
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departments of the company. To reach out to these prospects for interviews, the researchers 

sent out collaboration requests through email. All nine respondents accepted the collaboration 

request, including the head of economy department. Therefore, as a total, ten interviewees were 

included in the study. A sample of ten respondents in a qualitative case study is a validate 

sample size when performing semi-structured interviews (Saunders et al., 2016).  
 

3.2.2.2 Interview Design 

The researchers of this study decided to conduct face-to-face semi-structured interviews. 

Although, due to location and time aspects, some of the interviews was performed via Skype 

(digital face-to-face). Semi-structured interviews combine specific questions to bring forth the 

foreseen information, and open ended questions to elicit unexpected types of information 

(Hove & Anda, 2005), and they are used to collect primary data (Brinkmann & Kvale, 2015). 

The interviews were made individually with all respondents to ensure that they could express 

their social and personal in-depth opinions and experiences to the topic of the research safely 

(Wengraf, 2001). Semi-structured interviews comprise specific questions, issues or themes 

which will be affected during the interview, and these were structured by an interview guide 

based in the conceptual framework (Bryman & Bell, 2015). The interview guide was based on 

a set of 13 questions reflecting the theoretical topics and the conceptual framework to answer 

the research questions (See Table 2). By using an interview guide the interview become flexible 

and the researchers got the possibility to use supplementary questions to facilitate sufficient 

open discussions (Bryman & Bell, 2015). 
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Table 1: Interview-guide 

 
         Source: Own created 
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3.2.2.3 Interview Detail 

Ten interviewees were selected based on their knowledge and experience of due diligence and 

integration in business acquisitions. All the interviewees had different roles in acquisitions and 

could therefore provide different answers based on their primary focus in the acquisitions. 

Thus, different points of views were managed for this study. The respondents are either 

decision makers in the acquisition or/and involved in the due diligence or integration process. 

The interviews were done between the 25th of April 2017 and the 5th of May 2017. Since the 

researchers and the company in this study were of Swedish origin and Swedish speakers, the 

interviews were conducted in Swedish due to convenience and preference of the interviewees 

and each interview lasted for 40-70 minutes.  

 

During the interviews, the respondents were informed about the topic and background of the 

research, as well as important terms and definitions such as acquisitions, due diligence, soft 

issues and integration process. The order of the questions in the interview guide were not 

followed to the letter and some of the questions was left out because of overlapping with other 

questions, and some questions were added to retain the flow of the interview. The first 

questions in the interview was asked to receive information about the respondent's company 

background and their role in business acquisitions. Further, they were asked about previous 

acquisitions, as well as their main reasons and motivations for conducting acquisitions and 

previous risks and challenges in the processes. Then they were asked about the due diligence 

and soft due diligence to identify the process and the main factors in the process. They were 

also asked to outline certain risks and characteristics of the soft due diligence. The factors and 

risks associated with acquisitions, due diligence, and soft due diligence was later brought to a 

discussion that included the connection, possibilities and challenges in the integration phase. 

Further, open conversation with free discussion was encouraged to receive as much in detailed 

information and examples as possible. The interviewee’s profile and information about the 

interviews are presented in Table 2.  
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Table 2: Interviewee profiles 

Respondent Experience in 
company/years 

Department/Position Interview 
format 

Date/ 
Duration 

Location Language 

A  11 Head of department - 
Business 
Administration 

Face-to- 
face 

25 April 
55 min 

Sandviken Swedish 

B  10 CFO Face-to- 
face 

27 April 
65 min 

Sandviken Swedish 

C  50 Managing Director Face-to- 
face 

2 May  
50 min 

Sandviken Swedish 

D  15 Manager  Skype 2 May  
45 min 

Stockholm Swedish 

E  1 Corporate Lawyer  Skype 4 May Stockholm Swedish 

F  11 HR Manager Face-to- 
face 

5 May 
70 min 

Sandviken Swedish 

G  34 Managing Director Skype 12 May 
50 min 

Stockholm Swedish 

H  18 Operations Manager  Skype 3 May 
50 min 

Örebro Swedish 

I  3 HR Business Partner  Face-to- 
face 

5 May 
60 min 

Sandviken Swedish 

J  7 Project controller  Skype 2 May  
50 min 

Stockholm Swedish 

 Source: Own created 
 
 
3.3 Data Analysis 
The data analysis is based on the collected theoretical literature and data collected from 

interviewees. A thematic analysis was used to search and categorize themes in the data 

collected. This is primary performed to identify the themes and, consequently, facilitate 

answering the formulated research questions (Bryman & Bell, 2015). A thematic analysis can 

be divided into six phases to facilitate the process in distinguish relevant themes from the 

collected data (Braun & Clarke, 2006). 

  

These phases are according to Braun and Clarke (2006): 
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1. Get acquainted with the data collected to create an understanding of the content. This phase 

includes transcribing the interviews and reading of the material that forms the basis for analysis. 

In this research, all the interviews were recorded, and further transcribed. During the 

interviews, there was also notes taken to ensure all important information related to the aim 

and the research questions was obtained correctly. Since the interviews was performed in 

Swedish, the notes also acted as an insurance for the right interpretation when translating to 

English.  

 

2. Code the collected data by identifying key terms occurring in the material. These concepts 

should be relevant and interesting in relation to the research and research questions. When the 

transcription of all interviews was done, we read them in detail to gain an understanding of 

what information was relevant for the purpose of this study. Our aim and research questions 

includes the concepts of soft due diligence and integration, thus this was the main codes we 

tried to identify, further, the connection between soft due diligence and integration, soft due 

diligence factors and risks was essential codes for answering the research questions. 

 

3.Search for relevant themes based on the codes that emerged. The codes should be categorized 

in different themes with respect to types of similarities. We did this by creating manual mind-

maps to outline the recurring themes in all interviews. Further, we also linked all the found 

themes towards the research questions to ensure their relevance. 

 

Themes found after transcription with linked codes:  

(1) Business acquisitions: Motives, Size, Types, Distance,  

(2) Integration: Time, Resources, Support,  

(3) Human due diligence: Attitudes, Skills, Key personnel, Right employees, Education, 

Training, Formal and Informal issues, 

(4) Cultural due diligence: Organizational culture, Management culture, Cultural facilitators, 

Values, Beliefs, 

 (5) Soft due diligence assessment: Gap-analyses, Aptness, Interviews and Meetings, Risks 

All themes and codes are distinctly discussed under empirical data chapter 4, and further 

analyzed in the analysis chapter 5 with their connection to literature. 

 

4. Review and redefine the themes discerned to ensure that the themes identified are relevant 

to the study’s research questions and purpose. In the analysis, we made sure all themes were 
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related to and provide answer to our research aim and questions. 

 

5. Making a final definition of the themes that emerged and therefore identify the material’s 

core and what’s of interest in each theme. Each theme and its core is described in tables and 

connected to literature in different parts of the analysis to reconnect with research aim. 

 

6. Presentation of the results of the completed themes and content, and to create a coherent and 

relevant statement of the material collected to answer the research questions and purpose. In 

the conclusion did we link all themes which answer respective research question.   

 
3.4 Reliability and Validity 
Ensuring that our research is authentic, trustworthy, and applicable to real life and practice is 

the quality of validity and reliability important (Denzin & Lincoln, 2011). Reliability is 

essentially about the issues related to the dimensions and measurement’s, in which degree a 

specific method of research would result in the same results of other researchers who executed 

the same study (Yin, 2013). One key part in establishing authentic and reliable data was to 

acquire factual and knowledgeable research participants. This was one of our main goals to 

produce contemporary and useful knowledge with high reliability. Midroc Electro, the 

company we performed the case study on have previously acquired several companies and are 

welcoming this research. They have dealt with due diligence in business acquisitions and many 

of their departments have been involved in the process. Gaining access to knowledgeable 

participants who have performed the procedures behind due diligence several times was 

important for the research’s reliability and us in order to obtain rich, unique and new knowledge 

unattainable via other research methods. Kapoulas and Mitic (2012) argues that gaining access 

to key participants is of great importance for case studies and that key participants 

knowledgeable about the research area facilitates the collaboration for conduct of case studies 

and interviews. 

  

Minimizing the potential of personal biased and situational errors will increase reliability of 

the research (Saunders, 2011). During our interviews the two authors were always present in 

an effort to maintain objectiveness. To avoid situational errors we payed attention to our 

participant so no confusion would result from the questions (Saunders, 2011), and interviews 

were kept within 45-70 min range to sustain attention and to give the participant enough time 

to express their opinion regarding the questions. 
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To further increase reliability of our research have data been disclosed in a transparent and 

complete way (Gummesson, 2005). Firstly, the interviews were recorded to minimize the risk 

of misinterpretations and biased (Gummesson, 2005). To disclose this information, the 

interviews have been transcribed word for word and added into the appendix for everyone to 

take part of the generated data.   

  

Moreover, the validity of the research can be increased by detailed description of what has been 

done. Validity concerns the question of whether one or more indicators designed to measure a 

concept truly measure this precise term (Bryman & Bell, 2015). We as researchers need to 

account for how conceptualization took place to provide clarity to contribute with interpretation 

and meaning (Gummesson, 2005). To provide meaning and clarity is our interview a reflection 

of the theoretical gap (Bryman & Bell, 2015; Saunders, 2011) presented in the introduction and 

the theoretical framework in the theory. 

  

The case study is further built upon data retrieved from semi-structured open-ended interview 

questions, which are the research measurements of this study (Saunders, 2011). Questions 

embedded within the interviews reflect the conceptual framework displayed in our theory part, 

which is exclusively built upon academic journals and books which is important for the 

validation of the research since such data sets have been validated (Ellram & Tate, 2016). The 

conceptualization is conducted, as stated above, to provide meaning for why we as researchers 

want to gain further understanding of due diligence in business acquisitions. 

 

3.5 Ethical Consideration 
Enforcing codes of ethics is important for us to not violate the trust given in the first place. It 

was important during the interviews to respect the wishes and values of the respondent in order 

to not trespass on their standards and to secure that data can be accumulated in upcoming 

interviews (Campbell & Cowton, 2015). In our research have we decided to use fictional names 

on both respondents and cases provided to respect the privacy and the wishes of respondents. 

By the approval of our respondents were we able to audio-record and take notes during 

interviews, which is important to maintain objectivity and integrity when analyzing truthful 

and accurate data accumulated from our respondents (Saunders et al., 2016).  

  

3.6 Limitations of Methodology 
When qualitative case studies, such as this one, are performed there will usually be little 
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statistical conjecture. Instead, by doing case studies and applying the technique of in-depth 

interviews can ambiguous and complex issues be explained. The precision may not be seen as 

obvious as with quantitative studies, yet it can still be considered substantial. However, 

qualitative data require much more subjective interpretation of the data accumulated, a 

necessity to understand and accept data that complex and wealthy. (Gummesson, 2005) 

  

Our research seeks to understand and explore the human and cultural side of due diligence in 

business acquisitions regarding what it means for the individual, which is common for 

qualitative studies. This will create data through interactive processes between the researchers 

and the participant, suggesting that data gathered will be difficult to generalize over larger 

populations since it is by nature broader and more diverse (Lehnert, Craft, Singh, & Park, 

2016). Yet this qualitative approach is preferable for us since we want to understand and study 

human judgment and activities in integration (Lehnert et al. 2016). 

  

Qualitative studies on the other hand have fewer restrictions and require creativity and rigorous 

knowledge about gathered data. Gopaldas (2016, p 115) argues that “no formula exists, each 

article is somehow unique”, which is a limitation as well as a possibility because most 

academics require standardized models. Furthermore, qualitative studies are characterized by 

researchers that strive to become one with the research phenomena, which other methods 

cannot and often do not require (Birkinshaw, Brannen & Tung, 2011). This is for our study of 

significant value since we must understand contextual and contemporary knowledge behind 

human due diligence, cultural due diligence and integration factors, which in current theory is 

poorly understood. Birkinshaw et al. (2011) suggest that many qualitative studies are 

exploratory, seeking to develop knowledge and understanding of a phenomenon poorly 

understood with a poor connection to literature. They call it casual theorizing, not linking 

findings to existing theoretical bodies. In our research we frame the study by including different 

terms of debates in literature, include different theories connected to the topic and be explicit 

about what theories we use to develop our work and why. 
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4. Empirical Data 
This chapter presents the empirical data collected with six subsections: Company overview; 

Interviewees Backgrounds; Acquisition Background and Types; How soft due diligence can 

influence integration; Factors in HR- and cultural due diligence influencing the integration 

process; and Risks from insufficient soft due diligence 

 

4.1 Company Overview 
Midroc Electro is one of Sweden’s leading electricity companies, and they provide services of 

contracting- and service-operations within engineering areas as installation, lifts, property 

automation, wreath systems, tools, mechanical work and security. The company’s largest 

market assets are their references, their reputation in the industry, as well as competent 

employees and project abilities. The main customers of the company operate in industries as 

energy, pharmaceuticals, paper, petro chemistry, steel, wood, mines, factory, contracting, and 

country council and municipal administrations. (Midroc Electro AB, Annual Report, 2015)  

 

The company was founded in 1994 and today Midroc Electro AB have around 1700 employees 

(Midroc Electro, 2017), and in 2015 they presented a revenue of 17,6 million (Alla Bolag, 

2017). The headquarters is based in Sandviken, Sweden, and the company further operates in 

52 locations in Sweden (Midroc Electro, 2017). Midroc Electro AB is a part of the marketing-

concept Midroc Europe which includes the sister groups Midroc Europe AB and Granitor 

Invest AB. Midroc Europe have around 3200 employees and a revenue of 5,3 billion and the 

main operations of the group is development of organizations with a focus in property-, 

construct-, industry-, and the environmental sector (Midroc Electro, 2017).  

4.1.1 Interviewee Background 
All respondents in this study were carefully selected based on their experience and knowledge 

within acquisitions, due diligence and integration. Since the study is exploring how the soft 

due diligence in the acquisition process can influence the integration there is a need to include 

respondents from all parts to obtain an enhanced view of all phases emphasized. In table 2 we 

outline the experience of acquisitions, and the role in acquisition of all respondents. 
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Table 3: Background of Interviewees 

Respondent Experience in Acquisitions Role in acquisition 

A 10-15 acquisitions 

Basic review in due diligence to find 
gaps between their business and the 
acquired business 

B Approximately 10 acquisitions 
Primary the valuation of the company, 
although insight in all parts 

C Approximately 50 acquisitions 
Decision maker and valuation of the 
company, insight in all parts. 

D 10-15 acquisitions Due diligence process 

E 5 acquisitions 
Due diligence process and finalizing 
contracts 

F 10-15 acquisitions Due diligence process/integration 

G  12 acquisitions Decision maker, insight in all parts. 

H 5 acquisitions Integration and first contact 

I 3 acquisitions Introduction/information/integration 

J 1 acquisition Integration 

Source: Own created 

4.1.2 Acquisition background and types 
Midroc Electro is continuously performing business acquisitions and during the last 10 years 

they have conducted around 10-15 acquisitions. Further, during 2017 the company have 

already performed one acquisition, and they have one due diligence process planned to be done 

before the summer. Thus, they have two acquisitions that are implemented so far this year. 

(Interviewee A, B, C, D, F)  

 

Midroc Electro is mainly performing horizontal acquisitions where they acquire competing 

firms in the same industry. A, C, D and I further mention that the company performs these 

kinds of acquisitions to strengthen their position in the market and gain market shares. Thus, 

the acquisitions are always of a strategic purpose and they are either done by strengthening the 

position in a certain location where they already have operations, or in a location where they 

have a nationwide customer, but no operation. Therefore, the acquisitions can be a part of a 



 

 

41 

requirement from a large customer they already access (Interviewee A). D also adds motives 

such as becoming better in their area of operating, gain 25-30% of the market share, and to 

increase the development in the organization.  

 

To create synergies with other companies is also a driving motive for Midroc to perform 

acquisitions (Interviewee A, B, C, D, F). D further stated that; 

“We want to create an interplay in some way, if we acquire a company, the goal is not 

to work and perform in the exact same way as before, the goal is rather that the acquiring of a 

company will lead to a better performance, better outcomes, and that we are working to 

perform better together. Better than before and better if we just add the two businesses 

together.” (Interviews, 2017) 

 

The acquisitions in Midroc takes around 6-9 months, and the length of the process is bound to 

the size of the company acquired. Larger companies have a longer process than smaller 

companies, (Interviewee C, B, H). According to C, I and F the pre-phase considers the distance 

in location, businesses and organizational culture. Further, every pre-phase has the same 

structure and follows the same strategy, but there are adaptations since the resources and 

circumstances always differs between different organizations (Interviewee A, B, C, I, F).  

 

The post-acquisition process is more oriented towards the integrations and implementation of 

the businesses. According to H there is an implementation plan for every acquisition, and key 

aspects within this plan is giving information to all included in the company acquired, and to 

educate them. Further, H and J state that information, communication, education, and 

involvement are some of the aspects that must be adapted to the situation in every company, 

since people, culture and resources differs. 

4.1.3 How soft due diligence can influence the integration process 
The pre-acquisition process will determine if a just and comprehensive picture of the 

acquisition target has been established. In the pre-acquisition phase are plans created for how, 

when and what the due diligence assessment will contain and analyze (A). C argues that the 

pre-acquisition phase heavily influence the success of integrating employees in the post-

acquisition process. C stated; 

 “We are picky our acquisitions, that is why I think we successfully can integrate and 

find suitable roles for employees in our organization. Yet, the right company is not all merely 

the beginning, to integrate acquired employees does not work as a self-playing piano.” 
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(Interviews, 2017) 

 

According to A, B, D, H, I and J it is important in the due diligence to gain understanding of 

how acquiring company and target company differ in their business processes to facilitate the 

integration process. Soft values, culture and HR issues are therefore examined through gap-

analyses. Interviewee I stated that;  

“A gap-analysis is conducted during due diligence phase in order to map and identify 

differences in values to answer questions such as; Are we alike? Are we variant? What do we 

need to change? So we gain an understanding of what the next step in our integration process 

will be.”. (Interviews, 2017) 

 

Interviewee B argues in a similar manner and claims that it is important in the soft due diligence 

assessment to identify values and beliefs to; estimate their compatibility, get a clear picture of 

what culture is present and how it matches the acquiring company and analyze part of their 

business processes such as management, leaders and routines. The due diligence should ensure 

and solidify their apprehension about the company (B). E agrees with this and claims that an 

understanding of the target firms function, systematics and organizational culture from due 

diligence can facilitate the integration and implementation. 

 

B and F explained that in the HR due diligence are assessment of competencies, specific 

competencies, weaknesses, development opportunities and risks pinpointed to support the next 

integration phase. F adds furthermore that the due diligence maps skills and knowledge, so they 

know for example if further training is needed to start working. Finding the right work-station, 

suitable work assignments along with integration also become easier. It is an assessment that 

locates the most fundamental of abilities in the acquired workforce explains F. The success of 

the acquisition highly depends on what kind of people who follows the acquisition declares B.  

 

Cultural issues and people issues are difficult to manage, but the soft due diligence assessment 

can support the integration and the “marriage” of the companies’ states B. A comprehensive 

due diligence assessment of soft issues is of vital importance for the start of the integration 

process, B states that; 

 “HR and Cultural due diligence ease the integration and embodiment of our 

acquisitions… It is valuable for us to understand target employees’ mindsets and beliefs when 

we start the integration phase to quickly make the acquisition successful and rewarding”. 
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(Interviews, 2017) 

 

The integration process is something that never looks the same and depends highly on the size 

and attitudes of target company explains B. 

 

C and F explained that finding the right employees is important, in an effort to do so are 

interviewees part of soft due diligence to follow this ambition. Interviewee A explained;  

“One thing we do in the pre-acquisitions process is conducting interviews with key 

personnel and other employees… A well performed pre-acquisition process can generate 

better integration possibilities”. (Interviews, 2017) 

 

Interviews are important for other reasons too, A and D argue furthermore that suggested key 

personnel by the board in the target company might not actually be the key personnel, therefore 

are interviewees required. This is also what interviewee C and G are suggesting. C argues that 

the board might not have the right view of whom is the most influential, or disliked, or most 

suitable to stay within the company after the acquisition. C adds that key personnel are very 

important for the integration phase of the acquisition and that non-existent key personnel is a 

reason for failure, which is why soft due diligence now focuses more on finding the “right” 

personnel, this is further supported by D and H.  

 

Moreover, is an integrated due diligence, that is combining HR, cultural and financial due 

diligence, better for the pre-acquisition process and post-acquisition performance according to 

A. The integration of soft due diligence process allows the acquiring company to work together 

more fluidly, previously were lines between the different due diligence reports distinct. Yet is 

the financial due diligence still the focus and consumes most of the due diligence process, but 

needs for analyzing culture and people are surfacing and focus is now shifting (B, I, F). 

Combining the assessments permits more collaboration amongst the due diligence teams 

according to A. Interviewee A continues and suggests that the combination of soft due diligence 

makes the assessment more analytical, more comprehensive and makes it easier to 

acknowledge upcoming risks. Interviewee A states that soft due diligence in combination with 

financial generates “more aspects from several angles to work from”. Further, E states that by 

letting each section, HR, financial and legal, do their own due diligence, but as a part of a 

whole, helps the end result since all components are brought together in the end. Therefore, a 

combination of all due diligence variables is important to create a better initial for the 
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acquisition, and to facilitate the understanding of the whole picture. It also helps the valuation 

of the target firm since all aspects are analyzed and thus, the risks can be reduced (E). 

  

Interviewee A believes that their previous HR and cultural due diligence assessments were 

scarce and insufficient, which C, I and F agrees upon. This was the case for due diligence in 

general, companies mainly looked at financial data and outcomes, HR and culture got only a 

small part. Interviewee A continues and state;  

“Our work with HR due diligence has developed a lot the past years and we are noticing 

that everything else after the HR due diligence assessments becomes much easier”. 

(Interviews, 2017) 

  

Understanding values and beliefs and that they are shared by employees is also important 

according to interviewee A, B, D and I, it will create a good spirit and work ethic. Interviewee 

A continues and state;  

“That we only state; this is how we do differ in work ethics and work morale, is not 

enough, we have to make sure they understand why”. (Interviews, 2017) 

 

Interviewee A argues furthermore that if employees do not understand values they will not 

share them, thus not integrating them into the company's culture. 

 

In the soft due diligence and in the integration phase is SDI used according to F. SDI is a tool 

which helps to understand core values and motivations that drive employee behavior. In the 

due diligence, the starting point is how we conduct business and if it matches, the next step is 

integration where the organizational culture should be applied, if this is the correct way is F on 

the other hand unsure of and wishes to reflect more upon it. F states;  

“We use SDI to provide motivational systems and gain understanding of how 

experiences influence behavior, we try to understand what they carry with them, their Rucksack 

so to speak... The core aim is eventually to quickly integrate them and begin production, and I 

am sure there are both pros and cons in our way of doing it” (Interviews, 2017). 

 

Furthermore, interviewee J states that it is important for the performance in the integration to 

make the acquired company get started as soon as possible, and that this process will be 

facilitated with a company with either a similar culture in the beginning, or with employees 

and key persons that are motivated and have the right attitude to become a part of another 
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company. D and J also state that the support and participation from Midroc in the integration 

process becomes better if a detailed due diligence assessment of the soft issues is generated 

since it can be adapted based on the needs. D stated that: 

“When the competences, attitudes, culture and roles are identified properly, it is easier 

to adapt in the integration. Thus, we focus on the right things directly, which makes the 

acquired firm feel supported.” (Interviews, 2017) 

4.1.4 Factors in HR- and cultural due diligence influencing the integration process 
 

4.1.4.1 People 
Interviewee A, B, C, D, G, H and I suggest that people are “the key to success”. Although 

analyzes of people and cultures always are hard, suggests interviewee A and C that you get an 

impression or instant attraction to the atmosphere and people present. C states that:  

“We jump off some acquisitions because target company have different views of how 

to conduct business and we will never get it to work sustainably. It is also something that you 

feel in the leadership layers and management styles, it is something that does not match us at 

all. If that is the case, there is no point in completing the acquisition. But it is on the other hand 

very hard to know beforehand.” (Interviews, 2017) 

 

The size of the company and the people involved in the acquisition furthermore influence the 

integration (B, H, J, I). It has a direct impact of the amount of resource, time and energy needed 

to get everyone involved.  

 

Soft due diligence comprises “formal and informal” assessments of employees (B, E). The 

informal contains information about how people act and behave and the organizational culture 

present. Formal assessments consider employee contracts such as salaries, pensions, benefits 

and similar indentures. B suggests that formal and informal aspects should be similar to their 

company to have a smooth integration, if these are overlooked unforeseen risk might appear. 

Further, E stated that it is necessary to involve the formal soft issues in the due diligence 

process since these are evaluated along with the financial and the legal to ensure and reduce all 

risks possible that can emanate from the acquisition. 

 

The integration is influenced by the leaders and employees included in the acquisition suggests 

I. When acquiring is it important to always look for leaders and managers that can run 

successful businesses and interact with employees. The capabilities of leader to adapt is very 
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important for a successful integration to the company, B states; 

 “Acquiring good leadership to our locations is meaningful for the rest of the employees 

and their integration to our company since they have background knowledge about their own. 

In the long-run will this affect the results too. If we acquire a good leader a good result will 

generally be achieved.” (Interviews, 2017) 

 

Moreover, B explains that generally the desirable leaders does not only support the integration, 

most often they got good market knowledge and technical know-how. Furthermore, F declares 

that the ambition of owners, leaders and key personnel in target company is important for a 

successful acquisition. In their mind the acquisition should be something positive for the 

organization, that their employees and themselves converge with a company eager to include 

and nurture employees. 

 

Key personnel are judged as important in the integration and implementation as well as for 

other areas according to C and G. Interviewee A said that education and providing the right 

tools to the key personnel is important to make them stay. C argues that they must find what 

motivates key personnel to make them stay and feel positive about the integration of the 

companies. F argues that interviews are important for retaining key personnel, and emphasizes 

the relevance of understanding the specific person's future ambitions, strengths and 

weaknesses, to “pinpoint their motivation”. Interviewee A also believes that it is important to 

find in the soft due diligence the most suitable role for target employees to elude HR issues. 

 

Acquisitions do create uncertainty to some extent and that is why meetings and interviews are 

pressing functions in ensuring trust in people and employees, claim F, D and G. Meetings with 

larger target groups make it easier for employees to gain information about seemingly small 

things which in their position is a cause for feeling uncertain about the acquisition. F states;  

“We do not want small things to fall between the chairs. It is about meeting employees 

face to face and listen to their thoughts. I think this is key for successful integration of people 

and time well spent.” (Interviews, 2017) 

 

B and J argue in line with F and claim that acquisition commonly cause uncertainty and that 

the new incorporation of the companies feels unfamiliar. B stated; 

“In general, when you deal with people they do not like change, that is why we want 

new staff members to quickly become a part of our organization, make them feel trust for us as 
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a company… We never want to create - it is us against them mentality.” (Interviews, 2017) 

4.1.4.2 Culture 
In the soft due diligence assessment is it important to find the right type of cultural facilitator, 

someone who carries the values and beliefs of the company forward influencing managers and 

employees in the target company, according to H, I and J. In the due diligence assessment of 

soft issues, values and beliefs are important as suggested earlier, but even how managers act 

and behave (B). If employees are successfully integrated they will feel motivation for the cause 

and develop a sense of purpose for company goals. The other way around will rather make 

employees feel disregarded and overruled, causing lack of synergies and inefficiency. After the 

acquisition and the deal is signed is it important to quickly integrate employees into the 

organizational culture of the company where the mentality of leaders play a big role, if the 

integration is proceeding positively there is a higher possibility for better outcomes states B. 

 

Previously A, B and I declared that it is important for employees to share beliefs and values. F 

argues moreover that they often seek to acquire companies who share the same 

“entrepreneurial spirit” in their organizational culture. A shared vision is important within the 

organizational culture, it will ease the integration into “our way of working” stated F. Often 

will educational ventures and employee activities be performed in the integration phase after 

the acquisition to encourage employees to adopt their organizational culture. These ventures 

comprise acquiring companies’ thoughts about; way of speaking, values, attitudes and morals 

(F). 

  

Interviewee A, D, H and G state that it is common for CEO’s to carry their style and culture 

with them, even though it is not always wanted. Most of the CEO’s who insist to implement 

their culture have troubles with accepting new ways of working. A said that they will not 

change because they manage their company in a different way and always will. A stated that 

CEO’s who are unwilling to change argue;  

“This is how we always have done it, this is the way I have always done it” and therefore 

find it hard to adapt to the new incorporation and integrate properly with the acquiring 

company. Interviewee F, H and J adds that the differences in culture might be an incentive to 

leave for some employees. They do not believe in the new way of thinking and conducting 

business and therefore do not follow. In these situations, is it imperative to stop “the domino 

effect” claims F and argue for why our way can be considered better under the circumstances. 
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I stated; 

 “It is hard to make new employees and leaders embrace the soft values of our company 

at once. Especially when a structured way of conducting business already is established, it is 

easier for such employees to continue as usual, by so, ignoring our values.”. (Interviews, 2017) 

 

What has been done in the integration is to present the soft values to key personnel such as 

managers and selected leaders, but it is not always easy for them to accept the new culture 

either. I continue and claims that such key personnel are listening and trying to apply and adopt 

described values and morals, but since they never experienced an acquisition was it still hard 

to change behavior from the first day. Interviewee I conclude and argue that it is very hard to 

influence people to comply with their culture, but that repetition of what core values to embrace 

can support the process. 

 

Attitudes of the people (managers, owners and key personnel) involved in the negotiations have 

an impact on the integration process. A bad attitude or absence of influential employees will 

harm the entire acquisition process; information gathering becomes difficult, time factor 

becomes an issue and integration progress slowly (J). J claims furthermore that finding the 

right people that are positive and engaged in the acquisition with right attitudes and information 

in the beginning of the due diligence can help the acquiring company to make a good 

impression and create commitment.  

 

Interviewee C, F and G suggest that due diligence of soft issues is more important than what 

they used to be. Their due diligence of HR and cultural aspects are getting more and more 

attention and they can see the difference it makes in success and reducing risk (See Figure 8) 

(A, B, C, F & G). C said that;  

“In the last 10 years have some form of people and cultural due diligence taken place, 

but it is not until the last 5 years they have really grown and made their presence noticed”. 

(Interviews, 2017) 
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Figure 8: Company Due diligence timeline. 

 
          Source: Own created 

 

Even if the soft issues of due diligence get more attention are there additional areas that that F 

whishes would be further analyzed before moving forward in the acquisition process. 

Occasionally will acquisitions be performed even if question marks about target company 

remains. “It is a matter of things you cannot really touch, insecurity regarding the acquisition 

will develop and it might be wise to back away from the target or further analyze the gap.” 

(Interviews, 2017) 

 

Unmeasurable and abstract issues are problem areas which needs to be analyzed further in the 

soft due diligence declares F.  

 

There are many factors embedded in the soft due diligence influencing the integration process. 

In the interviews, we got provided with Cases and what factors influenced their choice to 

acquire them, what proposed challenges/risks and what type of acquisition it was. Table below 

(See Table 4) summarizes these cases. 
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  Table 4: Case Descriptions 

 

Integration  Case A  Case B  
 

Case C Case D 
 

Case E 

 
Reasons for 
expansion 

 
Market 

expansion to 
new location. 

Market 
expansion 
strengthen 

current 
operations. 

 
Market 

expansion/ 
Good market 
opportunities 

Market 
expansion/ 

New 
market/Perfect 
opportunities 

Market 
expansion/Acq

uired 3 
operations 
within one 
company 

 
 
   
 
 

 Challenges 

 
Integration 

process took 
too long, did 
not become 
part of the 

company, still 
no revenues 

after two 
years. Lack of 
Information 
distribution 

 

Key person left 
after 

acquisition 
making it hard 

to motivate 
employees and 
integrate new. 
Long distance 

from base 
operations, no 

daily 
interaction. 

 
 
 

Was not able 
to place the 

right person at 
the right 

position thus 
hindering 

synergies and 
efficiency. 

 

 
 

Big differences 
in culture and 

work 
structures. Not 

part of the 
normal 

business 
operations. 

Key person 
attitudes 
poorly 

identified. Key 
persons left 

after 
acquisition, 
thus creating 

dissatisfaction 
and 

uncertainty in 
remaining 
personnel. 

 
Type of 

Acquisition 

 
 

Horizontal  

 
 

Horizontal 

 
 

Horizontal 

 
 

Conglomerate 

 
 

Horizontal 

        Source: Own created 

4.1.5 Risks from insufficient soft due diligence 
According to C, G, H and J can risks never be eliminated completely, but they can be decreased 

through special arrangements and safeguards. As a matter of soft issues suggests C that they 

can within a deal incorporate details which can make the decision easier for key personnel to 

stay after the acquisitions. Although, the arrangement will not keep key personnel forever, 

which is why I argues that the soft due diligence needs to find impulsions and motivations of 

key personnel, as well for employees. E further stated that everything that is brought up in the 

final contract has a foundation in the due diligence, and that this has a direct effect on the board 

of the target firm in the matter of guaranties, or certain conditions. People hold the key to 

whether an acquisition will be a success or not, but according to C is it difficult even with 
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cultural and HR due diligence to know if the integration will be a success close to the signing. 

B follows in line with above statements and argues that big problems often emanates from lack 

of key personnel that was not included in the acquisition.  

 

C states;  

“There is nothing more important for us than to get the right people. If we do not, we 

have no business. But, how fast will I know if these people are a good match for us or not?”. 

(Interviews, 2017) 

 

C suggests that culture and human related issues always will have an impact on their capability 

to work, but that the analyzes of management style, values, morals, ethics often are difficult 

and hard to pinpoint. The risk associated with the acquisition will therefore always increase if 

the due diligence assessment of soft issues is substandard. 

 

B argues in line with A and G that there are always risks included in business acquisitions and 

emphasizes the beginning of the integration process. F and J add that there are always 

employees who feel anxiety and discomfort about being acquired. Much uncertainty exists for 

both acquiring and acquired company in this phase and when the soft due diligence falls short 

acquisition generally do not achieve predetermined goals in the beginning (A, H). B continues 

and suggests that it is important to be persistent. The integration will not happen overnight, 

employees and managers still have different mindsets and viewpoints on how to conduct 

business, and this is imperative to figure out in the due diligence. It is also a question of how 

to implement new routines, which requires a lot of resources where the expenses might rise. B 

calls the beginning of the integration “transit period”, and the transit period always look 

different in consideration to time, expenses and resources from acquisition to acquisition, and 

if the transition period is too long, the possibilities of failure are higher. J agrees with this 

statement and emphasize the importance of “getting things into place” as quick as possible to 

reduce risk, and if due diligence is performed, we have better tools to pass this state faster and 

more smoothly. 

 

Financial due diligence of books, records, liabilities, income, growth, strengths, weaknesses 

and market possibilities is of high significance and does provide a foundation for acquisition 

price, securities and insurances so an acquisition can be engaged with confidence argue B and 

E. But, solely relying on books and records would provide a narrow view of the organization, 
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thus increasing the risk and possibility of missing crucial aspects, E explained;   

“In a business acquisition, there is nothing worse than an insufficient due diligence 

where knowledge about pressing issues have not been considered or scrutinized thoroughly.” 

(Interviews, 2017) 

 

Financial due diligence does get a lot of attention, but the scope and development of the due 

diligence assessment have been expanding into HR and cultural related issues for quite some 

time argues C. 

 

Interviewee A, D and F mention that many and large gaps in the due diligence reports can make 

the acquiring company miss important aspects of people and cultural related issues. Usually to 

gain sufficient understanding of similarities and differences will the due diligence report take 

about 1-2 weeks of intensive work. To cover gaps in the assessment suggests Interviewee A 

that cultural due diligence should be expanded to thorough analysis of the leadership present 

in the company and not generalize, it should also stretch to production lines where useful 

information for due diligence can be accessible. Shortcomings in leadership might not be as 

apparent in the entire company. Interviewee A also seeks to improve how this process is 

followed-up to minimize risks in upcoming acquisitions. 

 

A, H and I argue that HR gaps between acquiring and target company can be big enough for 

discontent to be built up. For example, mentioned I that employment contracts that have not 

been scrutinized thoroughly can be a risk factor and create discontent due to unconsidered 

differences. Often will these differences be easily solved if there is a persistent positive attitude, 

but in a situation where the key personnel are gone and employees are dissatisfied, difficulties 

and risk linked with the acquisition becomes clearer. 

 

Acquisitions can include unskilled and unwanted leaders that are not compatible with acquiring 

organizational culture explained F and I. In this case, the acquiring firm will be forced to adapt 

or put in extra resources to counterweight the new leader’s liabilities and weaknesses, which 

can cause inefficiency and decreased synergies, thus increasing the risk. Even though when 

due diligence assessment suggests that one specific acquisition might be a bad match have the 

acquiring company executed the acquisition for reasons more valuable than cultural and HR 

compatibility.  
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Furthermore, interviewee A, C and G suggests that there always are risks connected with target 

companies that are “far away” or “not connected to us daily or naturally”. Interviewee A 

mention that they have noticed that implementation phase works more easily when the target 

company is close because their own personnel can be placed there to facilitate the integration 

and changes. Moreover, interviewee A claims that if the integration process is as detailed as 

possible, together with learning from previous acquisitions and due diligence processes, by 

both evaluating their performance but also consider target company’s view of the acquisition, 

they could lower the risks. The evaluation is important because resources and time dedicated 

to the due diligence process is limited and the assessments are characterized by tight time-

schedules, which both A and C acknowledges. 

  

Interviewee A states:  

“We put almost the same kind of effort into due diligence as implementation and we 

would probably need three times that time, which can be because of our resources. After 

everything is in order, computers, clothes, projects, people and the right brand is on the pants, 

another acquisition begins. This is when a plan for the upcoming 6-8 months is needed for 

implementation, when attention and the support is withdrawn, dissatisfaction usually arises 

because some of the support disappears and employees feels abandoned.” (Interviews, 2017) 

  

Another risk associated with integration is when the focus is turned towards only one of the 

target company’s locations and usually will the bigger station of one company get the attention. 

In the interview revealed A that even though small stations are part of the same company, a lot 

of differences between them were present. When focus on one station becomes too great, will 

the due diligence assessment contain gaps. Managers, bosses, employees, they all think 

differently from station to station, A states that: “they work as companies within a company”. 

H agrees with A and states that the attitudes and the culture are important components, and that 

they differ much between different stations. In one station of a company the integration went 

smoothly since the CEO and key persons had a positive attitude towards the acquisition, whilst 

on another station there is still problems since there were negative attitudes at the key persons 

and that stations culture was strong and persistent towards change.  

 

Cultural shocks are difficult to handle according to B, C and F, especially when it concerns big 

target companies. C states that;  
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“Culture is the biggest concern in large business acquisitions... Larger companies 

usually have a predetermined special way of doing things. This will make integration more 

difficult and cultural shocks appear more often.” (Interviews, 2017) 

 

 If the culture of the target company is not understood and the analyses insufficient, the gap 

between acquiring and target firm is too big and hinder integration and therefore increasing the 

risks associated (C and I). B follows up and suggests that cultural clashes and 

management/leadership are major reasons behind unsuccessful acquisitions. The difficulties 

with culture clashes according to B is that “employees still remain in their old suits” thus will 

it become difficult to accept and adapt to the acquiring company's culture. A cultural shock 

might also arise when information has not been disclosed successfully according to F.  

 

Further, H states that the main risks from neglecting soft due diligence is higher in a service 

company, since the main resources in service company’s is the employees and the key persons. 

H states: 

“We don’t have any products to sell, the workforce and their works/projects is what we 

are buying. And the biggest risk is that they would quit, in that case we have not bought 

anything...  therefore, it will be a very expensive acquisition and we do not retain any value 

from the purchase.” (Interviews, 2017) 

 

4.2 Summary of the Results 
In the table below (Table 5) we summarize the empirical findings under suggested themes 

mentioned in the method and further describe linked codes that will act as a foundation for 

the analysis in chapter 5. 
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Table 5: Summary of the Results 

 
        Source: Own created 
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5. Analysis Discussion 
This chapter presents the connection between our empirical findings with the main themes 

from our theory through the headings; (1) Soft due diligence influence integration, (2) 

Factors in soft due diligence influencing integration (3) Neglected risks in soft due diligence 

influencing integration. At the end, we present a modified conceptual model. 

 

5.1 Soft due diligence influence integration 
As predicted from the collected data, all respondents agree upon the fact that soft due diligence 

can increase the possibilities for a smoother integration process. This is in line with theory, 

Horwitz, et al. (2002) argues that the pre-acquisition planning has a direct impact on the post-

acquisition integration, and that it can have both a direct and indirect impact on productivity, 

profitability and success. Although, as a complement to previous research who mainly focuses 

on how soft due diligence can enhance outcomes and performances in the integration (Horwitz, 

et al. 2002; Sacek & Savrina, 2016; Schuler, 2001; Schuler & Jackson, 2001), our study creates 

the understanding of how the soft due diligence influences integration. Further, this study found 

that soft due diligence mainly influences the role and social integration, but there is no evidence 

that completely relates to the task integration.  

 

5.1.1 Soft due diligence influence social integration 
Panda’s (2013) research stated that cultural due diligence is the process of identifying, defining, 

investigating, and assessing the cultures of the combining companies to disclose similarities 

and differences that will influence the achievement of strategic objectives and integration 

efforts. In line with this, interviewee I explained that gap-analyses are used during soft due 

diligence assessments to facilitate the integration. The gap-analysis is implemented to identify 

and map values to understand where the most noticeable differences and similarities are 

between the companies. It is of significance to understand values, morals, business processes, 

management styles, functions, systematics and leadership to successfully integrate employees 

and to get an understanding of what needs to be changed to enhance the possibility of a 

successful integration, and what the next step in the integration will be (A, B, D, H, I & J). 

Research outline mapping organizational culture as a key factor for successful integration 

(Cartwright & McCarthy, 2005; Stahl & Voigt, 2008; Weber & Tarba, 2012). 

 

Further, six respondents stated that soft due diligence is used as a tool to find and analyze the 

key persons in the target company. Firstly, respondents A, C, D, F, G and H stated that the key 
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persons highlighted by the target company’s board might not be the actual key persons for the 

acquiring company, and that due diligence can facilitate to find the real key persons. Secondly, 

nearly all respondents agreed that key persons are essential for the integration phase since they 

often have influence on the employees, and can therefore create better attitudes, still 

uncertainty, and be motivational. Important parts of the integration are according to Horwitz, 

et al. (2002) outlined as trust building, creation of new values and attitudes, manage change 

and conflict management, which according to our study can be managed by the key persons, if 

the right key persons are identified, and therefore the integration can be facilitated in a better 

way and risks of key personnel and employee losses will be reduced.  

 

5.1.2 Soft due diligence influence role integration 
B and F explained that the company uses soft due diligence to map skills, knowledge, 

competencies, specific competencies, weaknesses, development opportunities and risks to 

support the next integration phase. Further, this obtained knowledge helps the company to see 

where further training and education is needed, find the right work assignments, the right 

assignments and position. As Horwitz, et al. (2002) states, identifying training and education, 

to delegate work, and building teams are essential in the role integration. Further, F and B state 

that the success of the acquisition highly depends on abilities of the workforce and people 

acquired. This supports Harding and Rouse (2007) research who found that the use of HR due 

diligence to analyze capabilities, attitudes and roles of the people and workforce can influence 

the integration, hence our finding can confirm and explain how it influences. 

 

D, F and J outlined that Midroc aims to get the acquired company started as soon as possible 

after the acquisition since this is important for the performance in the integration. This is 

achieved by adapting the support and participation to the needs identified at the target company. 

Further D stated that if competences, attitudes, culture and roles are identified properly, it is be 

easier to adapt the participation and support in integration. This gives further support for 

Horwitz, et al. (2002) who found that involvement and participation are crucial stages in the 

integration to have a successful acquisition. 

 

5.2 Factors of soft due diligence influencing integration 
HR and cultural due diligence are often described as two separate due diligence processes in 

previous research (Latuha et al. 2013; Schuler & Jackson, 2001; Harding & Rouse, 2007). 

Although, this is contradicting to our empirical findings since Midroc performs the HR and 
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cultural due diligence as one. As described by the respondents, the cultural issues are mainly 

affected by the people in the target company. Thus, our research confirms the finding of 

(Cartwright & Cooper, 1993), who stresses that HR and cultural due diligence are connected 

since the cultural clashes can be minimized if employees can be managed and integrated in a 

good way through HR functions. 

 

5.2.1 Human Due diligence 
“People are the key to success”, consensus about this notion is prevalent amongst the 

respondents A, B, C, D, G, H and I. The significance of people is widespread between 

researchers as well (Latuha et al., 2013; Panda, 2013; Rosenblatt, 2011; Cartwright & 

Schoenberg, 2006; Schweiger & Weber, 1992). But analyzes of people remain difficult on the 

other hand states C. 

  

HR issues will appear in the three stages: 1) Pre-combination, 2) Combination and Integration, 

3) Advancement and solidification, of acquisitions argues Charman (1999) and Schuler and 

Jackson (2001). HR issues become of special significance since they influence the acquisition 

in all its phases. In these three stages argue Schuler and Jackson (2001) that the pressing issues 

to; understand motivational factors influencing employees, gain access to management staff, 

analyze organizational structures, current policies, contracts, standards and evaluate cultural 

match. Similarities are to be found in our empirical findings. 

 

In the soft due diligence argues B that they make distinctions between “formal and informal” 

assessments of employees. Formal assessments incorporate contracts, salaries, pensions, 

benefits and similar indentures (B), much like what Schuler (2001) suggests when he propose 

that contracts and standards needs to be analyzed to avoid HR issues obstructing integration 

efforts.  

 

We found that the tool SDI is to understand core values and motivations the drive employee 

behavior. Further, we can see that when analyses of the employees are set, the next phase of 

integration starts with transferring the organizational culture. F argued that they use their way 

of conducting business as a point of departure, which is the template the target company should 

fit into, if the match is good they move on with integration where the organizational culture 

will be applied. The core aim is eventually to quickly integrate new employees and begin 

production (F).  
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Our data suggest moreover that it is of importance to quickly integrate new employees because 

delaying the process of integration will postpone the possibility of generating revenue and an 

efficient workforce. If the soft due diligence finds a good match of organizational cultures and 

structures, the faster will the integration process proceed (D, J), thus emphasizing the 

significance of comprehensive soft due diligence assessments. 

 

5.2.1.1 Key Personnel 
Yet, the integration and retention of employees can be facilitated by acquiring key personnel. 

Integration is highly influenced by which kind of skills and capabilities selected leaders have. 

Respondent I determined that they look for leaders that run successful businesses, can adapt 

and can influence their workforce. In our data, we can see that influential key personnel are 

important for the post-acquisition process.  

 

Capable leadership is meaningful for the rest of the employees and will generally result in 

successful integration and positive results, determined B and I. Key personnel generally 

possess technical know-how and market knowledge as well, which further emphasizes their 

importance. Schuler and Jackson (2001) mention that retaining key personnel is important for 

the combination and integration phase where the companies become one. Key personnel often 

have knowledge about and connection with their employees and become a source of confidence 

during the acquisition. Uncertainty about the new incorporation of the companies usually 

transmit among target employees, which is desirable to reduce and key personnel play an 

important role here argues J. It is not uncommon that acquisitions become stressful causing 

absenteeism, decreased production and lower commitment to the new organization (Schweiger 

& Weber, 1992).  

 

5.2.1.2 Meeting and Interviews 
Moreover, Schweiger and Denisi (1991) argue that lack of information is a cause for feeling 

uncertain. To minimize the occurrence and impact of HR issues such as stress, absenteeism 

and confusion surrounding the acquisition, managers and key personnel should disclose 

information (Ashkenas et al., 1997; Ivancevich et al., 1987; Sinetar, 1981). In an effort to 

decrease confusion and uncertainty, face-to-face meetings are important according to our data. 

Meetings are held to gain further understanding of employees, support retention of employees 

and helps to develop trust for acquiring company. During face-to-face meetings employees are 
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free to express their thoughts and ask questions, so seemingly small issues can be resolved. F 

believes this it time well spent and key for successful integration of people.  

 

5.2.2 Cultural Due Diligence  
In the soft due diligence phase companies will try to identify, define, investigate and compare 

differences to support the integration (Panda, 2013), and mapping organizational culture is a 

key factor for successful integration (Cartwright & McCarthy, 2005; Stahl & Voigt, 2008; 

Weber & Tarba, 2012). Our research shows that gap-analyses are used for this specific purpose. 

 

In our data, we found that it is rare for the acquiring company to adapt to the culture of target 

company, rather would target employees have to change their ways. Although modifications 

to business structures were made when retained key personnel and employees had different 

skills and knowledge about business processes, but their culture would be adapted to the 

acquiring company's values. What organizational structure and whose culture to adopt are two 

fundamental questions that need to be answered to realize the purpose of the deal suggest 

Harding and Rouse (2007). Our findings suggest that it is determined beforehand what 

structures and whose culture should be the dominant one. This to make sure that values, morals 

and attitudes are shared.   

 

5.2.2.1 Cultural Clashes  
In our empirical findings, we found that it was normal for leaders and employees to bring their 

own culture and beliefs into acquiring company. Often will owners or leaders remain in the 

mindset that their way of conducting business is the right way to do it, thus slowing the process 

of integration. That employees adopt an organizational culture or a way of doing things is not 

uncommon and this will normally end up in cultural clashes between the companies (Weber 

1996; Marcoulides & Heck, 1993). Cultural clashes were also found to be a cause of failure 

and an obstacle for the integration process. 

5.2.2.2 Aptness 
Wexler and Connor (2007) argued that cultural due diligence should investigate the aptness 

between target and acquiring company. Assessment of values, beliefs, visions and leadership-

styles are common in cultural due diligence (Panda, 2013). Respondents A, B and I argued that 

it is important to analyze such in the cultural due diligence to validate that employees share 

values and beliefs, even how leaders behave and act. Further D suggested that shared values 

and beliefs will provide good work ethics and a sustainable work environment. Theory support 
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this statement, acquiring companies begin a selection phase whereby they pick out culturally 

similar organizations which potentially can be acquired (Panda, 2013).  

 

We found that beliefs, styles and values that are too divergent from the acquiring firm can lead 

to that the acquisition is cancelled. Although this was not the case for all acquisitions. Even if 

the soft due diligence assessment concluded that target company would be a bad match, the 

acquisition was put into plan and the company acquired due to other strategic motives.  

 

Our data suggest that one organizational culture should be implemented on all locations for the 

integration to be successful and spread a good work ethic. Yet, theory describes that beliefs 

and values of one organization are not necessarily better or worse than the other. Successful 

companies operating in the same industry have their own different organizational cultures 

influencing ways of conducting business (Weber, 1996).  

5.2.2.3 Attitudes 
Attitudes of managers, owners and key personnel affect the acquisition process. Bad attitudes 

slow the process of integration, information gathering and resources needed to finish the 

acquisition. J suggested that key personnel that stay involved and positive towards the 

acquisition create commitment thereby facilitating the integration process. Chatterjee et al. 

(1992) argued that critical factors for success involve understanding of leadership and staffing 

attitudes and how attitudes influence other in their surroundings. 
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Table 6: Analysis of phenomena influencing integration 
Phenomena Description Theory Data Differences /Similarities 

 
 

Soft Due diligence 
 

In order to increase 
possibilities for 

smoother integration 
are soft issues of 

business acquisitions 
examined 

 
 

(Angwin, 2001; 
Ashkenas et al., 

1997) 

 
 

Yes 

 
Assessments of soft issues, 
cultural and HR have the 
possibilities to facilitate 

integration 

 
Soft due diligence 
influence social 

integration 

 

Investigating, defining 
and identifying 
similarities and 

differences 

 
 

(Panda, 2013) 

 
 

Yes 

Gap-analyses are used to 
understand where the most 
noticeable differences and 

similarities are 

 
 

Soft due diligence 
influence role 

integration 
 

 

Identifying need for 
training, education to 

allocate proper 
assignments, positions 

and teams 

 
 
 

(Horwitz et al. 2002) 

 
 

 
 

Yes 

Soft due diligence helps to 
map skills, knowledge, 
competencies, specific 

competencies, weaknesses, 
development opportunities 

 
Soft due diligence 

influence task 
integration 

 

 
Setting goals for 
rewards, sharing 

resources, enabling 
structures and systems 

 
 
 
 

 
(Horwitz et al. 2002) 

 
 
 
 

 
Partially 

Resources, structures and 
systems are shared and 

described during 
integration. 

 
 
Human Due Diligence 

 

A separate assessment 
of values, skills, 

competencies and 
contracts to map HR 

issues 

 
 

(Weber & Tarba, 
2012; Schuler & 
Jackson, 2001) 

 
 

Partially 

Human due diligence to 
understand employee 

behavior and locate HR 
issues. 

 
Not a separate assessment. 

 
 

Key Personnel 

 

Locating key personnel 
and understand their 

motivations and 
impulsions 

 
 

(Schuler & Jackson, 
2001) 

 
 

Yes 

Meetings with key 
personnel to understand 

their capabilities and 
influence on others. Big 

part of integration 
 
 

Meetings & 
interviews 

 
Held to disclose 

information and gain 
understanding for 

employees 

 
 

Schweiger and 
Denisi (1991) 

 

 
 
 
 

Yes 

Important part of 
integration to share and 
exchange information to 

reduce uncertainty 

 
 

Cultural Due 
diligence 

A separate assessment 
to map and investigate 
organizational cultures, 
management structures 

and ways of doing 
business 

 
(Weber, 1996; Stahl 

& Voigt, 2008; 
Harding & Rouse, 

2007) 

 
 
 
 

Partially 

Identifying differences and 
similarities in ways of 

conducting business key for 
successful integration. 

 
Not a separate assessment 

 
 

Cultural Clashes 

Differences in 
management and 

organizational 
structures causing 

inefficiency. 

 
 

(Marcoulides & 
Heck, 1993) 

 

 
 

Yes 

Causing loss of employees, 
dissatisfaction and loss of 

synergies. Major reason for 
failure 

 
 

Aptness 

 
The importance of 
shared values and 

beliefs 

 
 

(Wexler and Connor, 
2007) 

 

 
 

Partially 

Explored to proceed or 
cancel acquisition. 

 
Other strategic motives 

might be pursued. 
 

 
Attitudes 

Critical factor of 
integration, influencing 
surrounding employees 

 
(Chatterjee et al., 

1992) 
 

 
 

Yes 

Influence Commitment, and 
morale of others. Leaders 
and their attitudes are of 
significant importance 

  

Source: Own created 



 

 

63 

The table above illustrates the similarities and differences we found in our empirical data and 

theory. 

 

5.3 Neglected risks in soft due diligence influencing integration  
Even with the use of financial and soft due diligence assessments we have found that risks 

never can be eliminated completely. Further, it is clear in our research that abstract 

unmanageable and unmeasurable factors only can be understood to a certain extent and 

assessments of people and culture remain difficult, thus increasing the risk if not explored 

vigorously. Stahl and Voigt (2008) concur and argue that absence of methodological 

measurements and frameworks make the assessments problematic. 

 

Table 7: Risks in integration from neglecting soft due diligence 

 
Source: Own Created 

The risk of loss of employees is one of the major challenges facing acquirers (Weber & Tarba, 

2012). We found that people are key to success and finding the motivational factors and 

impulsions are important to retain employees as well as key personnel. When motivational 

factors are poorly understood will the integration process proceed slowly and the risk for failure 

is prominent (See Table.7). 

 

Understanding both “formal and informal” aspects of HR-issues is important to recognize 

risks. If poorly understood, the differences can create discontent, dissatisfaction and hinder the 
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integration of employees, thus affecting their efficiency. B argues that the key is to assess the 

dissimilarities and find solutions to make employees fit into the organization. We found that in 

some cases were reconstructions of organizational standards made to better fit key employees 

(Schuler, 2001) 

 

Disregarding differences and only applying acquiring firms’ standards can generate an 

incompatibility for employees to create synergies (Weber & Tarba, 2010). We found that the 

beginning of or start-up phase is important to facilitate integration. If attention to this phase is 

deficient will employees feel uncertain and anxiety will disperse increasing the risk for 

synergies to diminish. 

 

In our data E explained that; “...there is nothing worse than an insufficient due diligence where 

knowledge about pressing issues have not been considered or scrutinized thoroughly.” 

(Interviews, 2017). Our research show that large gaps in the soft due diligence can make the 

acquiring company miss important aspects of HR and cultural related issues. Neglecting soft 

issues in the due diligence will increase the risk for the acquiring company due to inadequate 

and incomplete assessments of people and cultures (Reichardt, 2006). Time and resources 

needed for each acquisition varies. If the resources needed to successfully integrate an acquired 

company is underestimated the right actions cannot be taken to make employees start their 

work. Wrong assignments and working-stations will be distributed increasing the risk of the 

acquisition.  

 

Another risk associated with acquisitions is when focus is turned towards only one station when 

there are more than one stations acquired from target company. Interviewee I argued that one 

company can look very different from station to station and that they act as companies within 

companies. In theory, it is explained that different cultures even can be developed between 

different groups in organizations (Marcoulides & Heck, 1993). 

 

By using the seven dimensions of organizational culture, subjective assumptions and beliefs 

about a variety of business topics can be characterized (Weber & Tarba, 2012). In our data, we 

can observe that some dimensions of organizational culture are scrutinized in the soft due 

diligence assessment: 1) Approach to activity/innovation, evaluated by entrepreneurial spirit. 

2) Approach to risk, not evaluated. 3) Horizontal Leadership, evaluated to find key employees 

and differences in styles and management structures. 4) Vertical-Hierarchical contact, 
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evaluated to identify beliefs and values and level of encouragement and support given. 5) 

Autonomy and decision making, not evaluated. 6) Approach to performance, not evaluated. 7) 

Approach to rewards, slightly evaluated through formal contracts and benefits. 

 

The risk emanating from not considering the dimensions will affect the employee's ability to 

adapt and accept the new ways of relating to business topics and structures, thus creating a 

cultural shock if poorly understood. B stated that cultural shocks are a major reason for 

integration failures in their business acquisitions, which is why their ambition is to generate a 

clear picture of “how things are done” in target firm 

 

5.4 Modified Conceptual Model 
 

Figure 9: Modified conceptual model  

 

 
Source: Own created 
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The modified conceptual model is changed based on our findings from the empirical findings 

and theory. The pre-acquisition phase is kept since the decision to perform soft due diligence 

origin from this phase. The green arrows represent actions required from the acquiring 

company. Further, out study found that HR and cultural due diligence is performed as one soft 

due diligence assessment, and are therefore interlinked. Derived from the soft due diligence 

actions and implications based on the information provided can be used to adapt in the 

integration. Derived both from theory and our empirical findings, we could see that integrations 

either are rated as successful or failures. Successful integrations will require continuing actions 

in the post-acquisition phase, whilst the integration failure is connected to the potential risks 

from neglecting soft due diligence.  
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6. Conclusion 
This chapter is presenting the conclusion of this research and it starts by reconnect to the 
research aim and the research questions. Further, this chapter will connect the analysis 
discussion to the research questions. Later, the theoretical contribution, societal contributions 
and the managerial implications of this study will be presented. Last, this chapter ends with 
limitations, recommendations regarding future research on soft due diligence and integration 
in acquisitions, and reflections from the authors. 
 

6.1 Reconnection with Research Aim 
This study applies the theoretical concepts of soft due diligence in the pre-acquisition process 

of business acquisitions to the integration of the acquiring and the acquired company to 

contribute and enrich the research scope of the both discipline and the connectedness between 

phases in acquisitions. Through an inductive and exploratory approach, a theoretical 

conceptual model was developed to guide readers throughout the research. Further, this 

research interpreted and analyzed the empirical findings from one Swedish company and ten 

interviewees with experience of the due diligence process and integration in acquisitions, 

which is presented in a modified conceptual model. Before the conclusion of the research, the 

aim and research questions are repeated: 

 
Research aim: 

This research aims to gain deeper understanding of soft due diligence and its role in the 

integration process of acquisitions. 

 
Research questions: 

1. How can soft due diligence influence the integration process during acquisitions? 

2. What are the main factors in HR- and cultural due diligence influencing the integration 

process? 

3. What are the risks that can appear in the integration from an insufficient soft due 

diligence? 

 

6.2 Association of Analysis Discussion to Research Questions 
This case study has provided support for previous researchers and developed new research to 

further extend the understanding for the connectedness between soft due diligence and 

integration. Three main findings of this research are grouped as follow: 

1. Soft due diligence influence integration 

2. Factors in soft due diligence influencing integration 

3. Neglected risks in soft due diligence influencing integration 
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6.2.1 Connection to research question 1: Soft due diligence influence integration 
 
Answering the first research question, besides from insights of previous research, this study 

provides connectedness between soft due diligence and integration. Our research outlines that 

soft due diligence has an influence on the social- and role integration since the pre-acquisition 

process of the target company's differences and similarities in values and attitudes, trust 

building, manage change, education and training, delegation of work, and involvement and 

participation can be facilitated if the analysis in the soft due diligence was made. If a 

comprehensive soft due diligence assessment was generated and applied, better possibilities to 

adapt the integration based on the needs of the acquired firm. This study did not find significant 

support for the task integration, where organization and strategy variables are emphasized, 

hence in this case task integration do not have the same importance for integration efforts as 

social and role integration. 

 
The prominence of conducting soft due diligence to improve integration is emphasized in our 

research and we can acknowledge that the narrow assessments financial due diligence 

contributes with is not sufficient to sustain a proper understanding of target company to make 

the acquisition successful. Our findings regarding soft due diligence and how it affects 

integration relates in a certain extent to the previous research developed in the area of due 

diligence. Previous researches have turned their focus towards soft due diligence assessments 

to increase the possibility of successful acquisitions, more precisely, successful integration. We 

found that soft due diligence influence integration by developing a better understanding of 

intangible and unmeasurable aspects of HR and cultural related aspects. We found that the soft 

due diligence facilitates the integration of people by understanding them through various of 

factors further described in research question 2, thus providing a clear picture of what 

resources, time and efforts are needed to execute the embodiment of acquiring and target 

company. Further, formal aspects such as employee contracts are also scrutinized to evaluate 

their compatibility with acquiring firm. 

 

What we found to have significant influence on the integration is the aptness between acquiring 

and target firm. The aptness is essentially how similar or different the two companies are. The 

aptness between the companies is evaluated during the soft due diligence assessment by 

including both HR and cultural due diligence in the same process. Theory suggested that these 

assessments worked separately, which is not confirmed in our research. We found that the 
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aptness is better understood if these components are working as one. This will allow more 

collaboration between due diligence teams, working from more angles on the same issues and 

add additional aspects on how to integrate employees. 

6.2.2 Connection to research question 2: Factors in soft due diligence influencing 
integration. 
We can with our research support the notion that people are the key to success, for the 

acquisition and integration efforts. Theory combined with our data emphasizes the importance 

of people because they are the once creating additional value. Although, there are many factors 

influencing the integration to the company because HR issues will appear continuously with 

the acquisition process, combined with the persisting difficulty of completely understanding 

human behavior. To ease the transition did we find that specific tools are used to increase the 

understanding and facilitate the integration of people. These tools are used to develop an 

understanding about attitudes, values, morals, issues and motivational factors.  

 

We furthermore found factors that in this case have a significant influential effect on 

integration. Key personnel with the right cultural aptness and attitude can work as a cultural 

facilitator, easing the embodiment of the organizations. The findings suggest that these cultural 

facilitators are found in the soft due diligence by using tools such as SDI, meetings and 

interviews. SDI is used to develop understanding about core values and motivations that drive 

employee behavior and therefore important in the search for the right employees and to make 

desirable employees to stay.  

 

Yet, leaders and employees with too diverse values and beliefs who do not get support in the 

beginning of the integration phase will feel over-run and uncertain about the acquisition 

causing the integration to progress slowly where synergies disperse and effectively decreases. 

Moreover, retained leaders with incapability to adapt to new organizational management and 

structures is an obstacle for integration efforts. In our data can we acknowledge that delaying 

the integration process will further hinder integration and efficiency. 

6.2.3 Connection to research question 3: Neglected risks in soft due diligence 
influencing integration 
Risks can never fully be reduced and if soft due diligence issues are neglected the integration 

will remain difficult. In the cases provided we can in our research determine that; Incapability 

to pinpoint motivational factors will result in loss of employees. Disregarded or unforeseen HR 

issues can lead to discontent, confusion and lack of commitment, thus being a major obstacle 
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for successful integration. If not efforts to quickly integrate employees are allocated, the risk 

of creating inoperable workforces will increase. A substandard soft due diligence assessment 

is the overwhelming risk influencing integration, where poor knowledge about values, beliefs 

and morals leads to unsuccessful acquisitions. If resources and time is not allocated to support 

the integration, confusion and unorganized workforces will increase the risk. The risk of 

cultural clashes to harm integration efforts was described as a major factor for failure, where 

difficulties to adapt and accept new ways of conducting business harm the integration. These 

are the most prominent factors that if left neglected will increase the risk of integration efforts 

emanating from a poor soft due diligence assessment. 

 

6.3 Theoretical Contribution 
This research presents several theoretical contributions. It is one of the first researches to link 

soft due diligence to the integration in business acquisitions. Further, this research has not only 

contributed to the research area of soft due diligence, but it has also enriched the research scope 

of integration in acquisitions. As stated by Byington and McGee (2015) a gap could be found 

in the literature since the soft issues in the acquisition process often are investigated in later 

stages, such as integration, of an acquisition process, and not analyzed in the due diligence 

phase. The findings of this study contribute by filling this gap, and further explain how soft 

due diligence influences the integration as well as which parts of the soft due diligence 

influence such an integration. In addition, it outlines risks that appear in the integration when 

soft due diligence is neglected. 

  

When it comes to soft due diligence discipline, our research started by adding additional insight 

of the human resources participation in the integration. The main part of the existing research 

outlines HR due diligence and cultural due diligence as two separate assessments. On the other 

hand, our research contributes to the finding of Cartwright and Cooper (1993) which states that 

HR and cultural due diligence are connected. Moreover, it extends the finding that they should 

be managed as one soft due diligence process since both HR and cultural due diligence 

contribute to the understanding of aptness between the companies. We found that the 

collaboration between the due diligence teams gives additional angles of the same issues, and 

can therefore have a positive influence on the integration.  

 

Going further with Horwitz, et al. (2002) study who identified the mistake of neglecting HR 

and cultural due diligence which resulted in unsuccessful cultural transitions influencing the 

social, role and task integration. This study applied the soft due diligence to these integration 
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types and provided findings that, on the opposite from Horwitz et al. (2002), showed how the 

soft due diligence can influence integration. If the soft due diligence is performed, social 

integration and role integration are positively influenced since the actions can be adapted to the 

need of the company rather than being a generalization through all integrations. There was no 

support that the soft due diligence influenced the task integration which is contradicting to the 

previous theory.  

 

Moreover, supplementing research by Rosenblatt (2011) and Schuler and Jackson (2001) who 

argues that identifying the management culture and key leaders can facilitate the integration, 

the current research provides the insight that these are directly connected to the time of the 

transition process. Evidence is provided in this study that if the managers can adjust to their 

environments and if these are the key persons motivating other employees, the integration will 

be smoother and transition time, including more expenses and resources, are reduced.  

 

Lastly, this research contributed with confirmation of and further risk that can appear in the 

integration if soft due diligence is neglected. Our findings outline that the risks in acquisitions 

already highlighted in theory also more specifically applies on risks identified in the 

integration. Further, it also highlighted that disregarded HR issues can lead to discontent, 

confusion and lack of commitment at the employees of the acquired company, which influences 

the integration. Therefore, this study has extended the statement of Byington and McGee 

(2015) that due diligence is a crucial factor for reducing risk and recognize opportunities, by 

highlighting what risks that can influence integration and how. 

 

6.4 Managerial Implications 
In our findings, we can acknowledge notions that have managerial implications. Soft due 

diligence assessments are closely linked to HR and cultural issues where we found that 

narrowing the gap between target company and acquiring company will facilitate the 

integration process. In this process the occurrence of uncertainty will arise, both for target and 

acquiring company. The reason behind uncertainty is that employees feel insecure and 

unfamiliar with the new changes. What managers and acquisitions teams should focus on is 

information-sharing, even if there sometimes is little information to share. Sharing information 

and communicating the rationale behind decisions, responsibilities, new roles and expectations 

can facilitate the integration process and solidify confidence and commitment in retained 

employees. 
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Our research show that soft due diligence can help companies to extend the understanding of 

target company and minimize risks emanating from the acquisition. A big risk factor was the 

mix of organizational cultures in the new incorporation. Managers can therefore use our 

information and begin to understand how the mix of organizational cultures should be dealt 

with by developing frameworks to ease integration. In our research, we emphasize cultural 

facilitator as an important factor influencing integration. As a suggestion, managers should 

therefore use the advantage of their capabilities to reduce uncertainty and discomfort of target 

employee’s, as well as creating a productive workforce. 

 

6.5 Societal Contributions 
The soft due diligence process and its influence on the integration phase in business 

acquisitions is mainly a contribution to the companies and the managers performing 

acquisitions to reduce the risks and avoid pitfalls. Although, if the success rates of acquisitions 

can be increased from a better insight of the soft due diligence and its effect on the main part 

of the post-acquisition process, integration, it can have a societal effect. If the business is more 

successful after an acquisition it can influence the customers since the costs of operating may 

be reduced since synergies are created in the integration phase, hence, the final costs at the 

consumer’s will be reduced. Further, if the integration can be reduced from risks and potential 

pitfalls the performance can increase, therefore the businesses of the company can have better 

outcomes and results, and there is a possibility to have a societal impact through rising wages 

since that can reduce factors such as stress at the employee's.  

 

6.6 Limitations and Future Research Directions 
The limited number of interviewees and the investigation of only one participating company 

can be the main limitation in this research. We can acknowledge that the findings cannot be 

generalized or applied to all company’s performing acquisitions with soft due diligence 

processes. Since human and cultural related aspects are considered in this research are the 

findings related to specific companies with further limitations for generalization. Factors 

influencing integration found may not concur with similar research in the same industry. 

Moreover, questions were open-ended and related to topics characterized by subjectivity, thus 

increasing the depth of the research whilst narrowing the external validity. 

 

We noted in our research that the soft due diligence approach may look different from 

acquisition to acquisition. Furthermore, there is a lack of a general framework to use and follow 
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to cover all the aspects of human and cultural due diligence. In our cases a check-list was used, 

but it could not be applied to all targets to cover the gap between the integrating companies. 

Further research should focus on developing a strategic soft due diligence framework, to gain 

in-depth understanding of the target company and from there take appropriate actions to 

facilitate the integration process. Further research should find and emphasize critical factors in 

the soft due diligence to increase the possibility for a successful integration by applying the 

framework. Moreover, we found that strategic motives can be valued higher than 

organizational fit. Further research should investigate if motives behind the acquisition 

influence the soft due diligence assessment and how. If the soft due diligence assessment is 

formulated differently depending on motive, integration purposes might differ and having a 

clear picture of what structure to adopt is of importance when striving for a unified and efficient 

workforce after the acquisition. 

 

6.7 Reflection 
Gaining first-hand experience from respondents of the wide-spread phenomena business 

acquisitions and the process behind have been the most valuable experiences in conducting this 

research. From a theoretical and practical point of view is the area of soft due diligence to a 

large extent unexplored and in practice this can be acknowledged. It was intriguing to gain 

knowledge about how managers and due diligence teams relate to such a new concept where 

they previously solely relied on financial due diligence or recommendations from other parties. 

The process behind soft due diligence in the company of this case study began for 

approximately five years ago and it is still under development and it would be interesting to 

see what the process might look like in the near future.  

 

When we completed the research, we could see that a lot had changed in terms of due diligence 

assessments and that the focus on people elements is increasing. If more time would have been 

given, visits to acquired companies and interviewees with acquired personnel could further 

have determine the use and influence of factors we found critical for integration. To summarize 

our experiences during this academic project in one meaning, will we say has it been 

interesting, rewarding and gratifying for us as researches and we are happy that we found such 

a sharing and open minded company that were willing to collaborate with us and share sensitive 

information about acquisitions and soft due diligence. 
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Appendices 
 

Appendix I: Interview questions 

 

 

 
 

Master Program in Business Administration 

University of Gävle 

Master Thesis Interview Questions 

 

Thank you for your participation and collaboration in our master thesis. The topic of this research 

is “Soft due diligence to improve the integration in business acquisitions” and the study aims to 

gain deeper understanding of soft due diligence and its role in the integration process of 

acquisitions.  

Your opinions and experience in the area can contribute to our study and to companies 

performing acquisitions with the upcoming focus of soft due diligence. Open discussions and 

examples are encouraged and welcome, and the interview time will be approximately 45-60 

minutes. 

 

Interview no: 

Date: 

Duration: 
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