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ABSTRACT 

 

 This thesis investigates acquisition strategies and consequential managerial and 

organisational problems. It is based on a qualitative case-study of a takeover of a 

medium-size food manufacturing company in an autonomous region in Southern 

China by a portfolio company based in an economically highly developed region in 

Northern China. It shows how a pursued acquisition strategy of reorganization, new 

quality control measures, and process outsourcing led to clash of organizational 

culture that positioned opposing values and belief systems in adversarial manner. It 

highlights how a medium-size company with a distinct regional identity underpinned 

by assumptions of traditional management modes of family-like workplaces, 

conservative thinking, and quality over quantity, stands in sharp contrast to the 

corporative culture of the acquiring company that with its a normative work 

environment prioritizes competitiveness through diversification and expansion. 

Furthermore it shows the effect this clash of organisational culture has in terms of the 

workforce and the measures management undertook to provide a remedy in terms of 
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altering the company's strategy and operation. This thesis aims to make a contribution 

to the field of acquisition in terms of understanding how regional and organizational 

differences in China present a specific set of challenges for strategic and operational 

management in the post-acquisition phase. 

Key word: post-acquisition, management, organization, change，culture  
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CHAPTER 1: 

INTRODUCTION 
 

1.1 Background of research and problem statement 

 

All enterprise business history around the world, it can be seen as a history of 

mergers and acquisitions. Merger and acquisition are the most popular form of 

enterprise development and expansion. (Cartwright and Schoenberg 2006). 

The growth of small and medium-sized enterprises plays a considerable role in 

the economic and social development of China. An analysis of the whole 

development process of small and medium-sized enterprises found that there are 

many ways for developing enterprises (Liu Yu 2011). Many businesses expand their 

production and operation by reinvesting net profits or by raising funds through the 

stock or bond issuing or by way of borrowing from the bank. However achieving 

expansion might be much more easily achieved through mergers and acquisitions. 

(Zhang and Tang 2010). 

Mergers and acquisitions is common concept that is widely discussed in the 

literature. The differences between mergers and acquisitions, however, are rarely 

mentioned. Many definitions have been proposed, Zollo and Singh (2004) means that 

they are quite similar in essence. They think the main difference between mergers and 

acquisitions is that a corporate merger is a point to form a new organization by two or 

more than two companies under the precondition of equal status and resources, 
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however,  acquisition refers to one company is the buyer, so has the most power to 

control. The acquisition means that a larger organization added a small company in 

the structure of existing, for example, increase sales, reduce costs, or run into a new 

market. Regardless of these differences, there are many similarities between them; 

this also is the reason why these two concepts always mentioned together in a variety 

of literature. In this research, to ensure a specific research direction for the in-depth 

study, it would be highlighted on the acquisition part. 

Charman(1999), Sparks (1999) Doz and Hamel (1998) have suggested that 

various acquisitions activity cannot achieve the desired effect for the following reason 

in many cases:  

1. Build the new strategy blindly; the plan is not thorough with executive 

ability; 

2. Defective management, the of loss core staff; 

3. Required degree of synergistic impossible; 

4. Cultural conflict between the two companies; 

5. Attention of executives deviates from the company's core business; 

 

Generally, cultural conflicts or incompatibility and the inability to retain core 

staff are cited most frequently in the literature, with regard to failing reasons of 

acquisition (Bianco, 2000; Fairlamb, 2000). These problems fall roughly into three 

management aspect: strategy, organizational culture and human resources. 
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1.2 Significance of this study 

 

Small and medium enterprises (SME) are considered to be the pillar of the 

national economic growth because they account for 80% of global economic growth 

(Jutla et al., 2002). In the early 2000s, China had an estimated 2.4 million small and 

medium-sized enterprises accounted for 99% of all registered company. Of course, 

since the mid – the 1990s, small and medium-sized enterprises accounted for about 

three-quarters of the industrial output of Chinese economy. Today, small and medium 

enterprises continue to dominate most of the industry output value has been more than 

70%. As for the present employment expansion, employees of small and medium-

sized enterprise accounted for three-quarters of all new jobs in China. Therefore, 

small and medium enterprises are in an important position of China national economy. 

They are gradually becoming the main force of development of social productivity; 

small and medium-sized enterprises are also indispensable partners for most large 

enterprise (Rajesh and Suresh 2010).  

In recent years, mergers and acquisitions are increasingly has become a popular 

strategy choice for the expansion of small and medium-sized companies. Not only for 

the SME but also for the big enterprise group, they would like to purchase the small 

or medium size company to set foot in other new industries (Mike and Dennis 2003). 

Just for acquisition, it is the synonym of change. Whether there are few changes, an 

acquisition is an unstable event that will significantly influence many aspects of an 

organization (Irene, Nancy and Dimitris 2000).The issue such as strategy of acquired 

company rebuilt; organizational culture change and the loss of talents and so on. To 

achieve the expected results of acquisition, it is necessary to investigate the issue of 
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managerial and organizational issues after an acquisition. Many scholars have studied 

the management issue in some post-acquisition company but there are few studies in 

the literature that focus on the acquisition of SME. In this study, I will take a specific 

case of acquired food company to undertake an in-depth case study that aims to 

provide a relatable illustration (Bassy 1981) to highlight issues surround an 

acquisition in a particular industry sector. 

The case study will instigate the acquisition of SME in the food production 

sector in Southern China. Post-acquisition the company gained more capital for 

investment into the production and moved toward a more diversified product range. 

Despite the apparent stability, there have been various organizational problems within 

the company starting from the very announcement of the acquisition. It affected staff 

moral and lead to serious managerial problems that were not easily to fix. 

 

1.3 Research objectives 

 

1.3.1. This study aims to find out how the acquisition of a specific medium-

size food production company in Southern China undertaken and what effects it had 

regarding strategic management and organizational behavior. 

1.3.2. It specifically aims to understand acquisition transforms an 

organization and its management structures and the problems this creates at human 

and organizational levels. 

1.3.3. Finally, it aims to make tentative recommendations of how the 

surrounding processes of acquisition can be improved. 



 

5 

 

 

1.4 Research question 

 

The research questions can be summarized into three parts:  

1.4.1. How did acquisition transform the overall strategy of the company? 

1.4.2. How did acquisition transform organizational culture of the company? 

1.4.3. How did acquisition transform human resource management practices?  

 

1.5 Expected benefits and limitations of the research 

 

This thesis will not only investigate the problems on managerial and 

organizational issues that acquired company will face after the acquisition, but also 

have reflected originally defective management and operation of China's medium-

sized enterprise, therefore, lead to be so vulnerable under the impact of the acquisition 

and then produce a series of problems.  

It also provides some reference to the Chinese group which will plan the 

acquisition activity with the medium-size company soon. Especially for the food 

manufacturing company, how to meet some issues on management which may 

produce, take a complete assessment before purchasing, reduce the loss that causes 

those problems, aim at achieve the highest benefit of acquisition plans. 

The limitations of this thesis are that it only refers to acquisition in a medium-

size food companies in China. Although it might not be possible to generalize to other 
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industries or other countries, it aims to highlight issues that management practitioners 

and theorists across the board can relate. 
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CHAPTER 2: 

LITERATURE REVIEW 

 

This chapter will review the relevant literature on the acquisition from a 

managerial and organizational perspective. The chapter structures in four sections. 

The first section will give an overview of the background and general issues of 

acquisition. It follows by a review of issues on organizational culture and clashes of 

culture. Next, it will review issues on changes in strategy and operation relevant to the 

acquisition. Finally, this chapter will review the implication of HR in the literature on 

an acquisition. 

The acquisition has been a popular form of enterprise development. There are 

30000 deals have completed in the global, equivalent to there is a purchase transaction 

every 18 minutes. These acquisitions are totaling $1.9 trillion, more than the total 

gross domestic product (GDP) of a few big countries (Cartwright and Schoenberg 

2006). 

A lot of academic literature focused on reasons and consequences that cause the 

departures of senior managers in target company (e.g. Hambrick & Cannella, 1993; 

Krug & Hegarty, 1997; Very, Lubatkin, Calori, & Veiga, 1997; Walsh, 1988, 1989; 

Walsh & Mr. Ellwood, 1991). The resignation of top managers and core staff in the 

acquired company means that the company will lose knowledge and skills; this it is 

considered to be an important factors caused unsatisfactory results after acquisition 

(Cannella & Hambrick, 1993). 
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There are some scholars often highlighted that most problems such as cultural 

differences, communication problems, staff morale, trust, management style and 

organizational political integration barriers, may lead to failure of the acquisition(e.g. 

Cartwright and Cooper, 1993; Hubbard and Purcell, 2001; Marks and Mirvis, 1982; 

Morrison and Robinson, 1997; Nikandrou, Papalaxandris and Bourantas, 2000; 

Robinson and Rousseau, 1994; Schraeder and Self, 2003; Schuler and Jackson, 2001; 

Schuler and Jackson and Luo, 2004; Stahl et al., 2004; Weber, 1996). 

From this case I would like to infer some managerial and organizational issues 

after acquisition should be focused on the following several parts:  

 

2.1   Clash of organizational culture 

 

This section will highlight how the literature deals with the importance of 

organizational culture, especially regarding its manifestation and resulting cultural 

differences. It will show how differences in organizational cultural are a significant 

issue for any form of acquisition. Regardless whether for an international take over or 

not, the literature indicates that acquisition tends to generate implicit and explicit 

clashes of culture; this will be aggravated when management tends to ignore cultural 

differences. 

In order to explore this further, this section will first review theories that 

highlighted present organizational culture to not only influence members’ value but 

also closely focuses on associated behavior and account for changes after an 

acquisition. Next, this section will illustrate the generating of culture clash which has 

reflected that the organization member always emphasizes the difference between two 
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or more culture, rather than focus on their commonalities. Finally, this section will 

underline the vital role that organizational culture throughout the whole process of 

acquisition, acquirers should pay more attention to the management of different 

organizational cultures after completed acquisition not just underlines the economic 

benefit. 

As Cartwright and Cooper (1996, p. 62) have stated that acquisition is the 

maximum interference of harmonious culture, and often leads to "cultural clash." 

Minor problems and differences make up the major proportion of the issues. These 

problems created the amphibious working environment, conflict, employee’s 

discordance and pressure; it will affect organizational performance and quality of 

work life. The effects of combination with different culture type as it affects the 

management style and behavior in acquired company, these all throughout before and 

during the integration. To some extent, a single coherent organizational culture vitally 

influences on the results of the integration for an organization and its members. 

Organizational culture related to the member and typical character of 

organization, it will affect the behavior and performance of the organization (Kilmann, 

Saxton & Serpa, 1985). One of the early studies of post-acquisition management, 

Jemison and Sitkin (1986) suggests that it is useful to take into account the strategic 

fit and organisational alignment after the acquisition.  Organisational alignment is not 

often fitly corresponding with the strategic fit. Therefore, the complexity of the 

acquisition from the perspective of organization can be totally different from the 

strategy. 

Cartwright and Cooper (1993) have indicated that acquisition often failed to 

achieve the desired economic benefits because of the conflict of organizational culture 
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and cultural integration.it is still a significant management challenge. Organizational 

culture has been an independent variable to explain such as different between 

management style and organizational practices (e.g., Roberts, 1970; Bhagat & fact, 

1982). It also uses as an internal variable that concern on cultural elements among the 

organization (e.g., Deal & Kennedy, 1982; Tichy, 1982). Sometimes, cultures are also 

used to explain the success of the organization (e. g., Peters and Waterman, 1982). In 

fact, some researchers think that the fit of organizational effectiveness is one of the 

important elements between the culture and strategy (Ackerman, 1984; Schwartz & 

Davis, 1981). 

In the past 20 years, organizational cultural change after an acquisition is highly 

regarded as an important attribute of the successful acquisition (Faulkner et al., 2003). 

It has witnessed that people refused to accept the cultural change, (Cartwright and 

Cooper, 1993; Buono et al., 1985). However, only a few studies research about the 

cultural change in post-acquisition (Weber and Schweiger, 1992). There is not a 

unified standard for the cultural invasion in a successful acquisition (Head, 2001). 

Accepting the cultural habits of the buyer after the acquisition has great significance 

(Hambrick and Cannella, 1993; Nahavandi and Malekzadeh, 1988). However, 

acquirers should also review why the original staff in acquired company accept or 

reject the organizational culture change at first glance. This aspect which research the 

employees in acquired company are few mentioned in the literature (Gertsen and 

Søderberg, 2000; Vaara, 2000). 

Cultural differences also led to the high failure rate of acquisition, both 

domestic and cross-border acquisitions (Buono and Bowditch 1989; Cartwright and 

Cooper, 1992, 1993; Chatterjee et al., 1992; Datta, 1991; Morosini, 1998; Nahavandi 
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and Malekzadeh, 1988; Sales and Mirvis, 1984). In view of its implicit nature, such as 

the national or organizational culture differences seem to be not clear in the entire 

acquisition process, it causes that acquired companies need a long time to achieve the 

most efficient state (Gertsen, Soderbergh and Torp, 1998; Morosini, and Shane and 

Singh, 1998). 

Marks and Mirvis (1986) underline that there is such a tendency after a 

complete acquisition which people begin to think us versus them, and differences in 

modes of operation and management between two companies, all of these are one of 

the focus. The conventional thinking of people will urge them to attach importance to 

their own culture as superior, and other is poor. Lohrum (1992) pointed out that a 

successful acquisition does not mean that there must be cultural integration and 

assimilation. On the other hand, Risberg (1999)clarified that researchers generally 

from the perspective of the integration identified that the target company needs to 

adapt to the organizational culture of acquiring company. 

Moreover, cultural differences between the two companies may cause some 

problems such as the stress and negative attitudes from the staff in acquired company 

toward the acquiring company and its management (Nahavandi & Malekzadeh, 1988; 

Weber et al., 1996); Randall and Susan (2001) suggested that it is important to be 

sensitive to cultural differences, miscommunications and misunderstandings will 

result in unmanaged cultural differences after acquisition. 

According to Wiklund (1998), Davidsson et al. (2001) and Davidsson and 

Delmar (2002) Small and medium companies usually do not much motivation and 

enthusiasm to grow. The most fundamental reason why the small company without 

ambitions for progress is that fear losing the deep-rooted work mindset for daily work 
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among employees since the inherent happy work environment of a small company 

(Davidsson et al .,2001). Kilmann et al. (1985) have pointed out that whether the 

organizational cultures can be changed, depending on if the presence of multiple 

culture or not and how deep the original culture is. 

Culture plays an vital role in this issue that how employees react to the new 

structure of to their work environment, ranging from rapid adaptation and 

commitment to the new expectations, to produce resistance, retreat, and other forms 

of unproductive behavior (Bijlsma-Frankema, 1997a). Since the cultural adaptations 

are mainly behind the structural change, most likely, the change of structure will bring 

(temporary) the friction between culture and the new organization structure, if formed 

the unproductive behavior of organizational members and organizational response, 

will lead to loss of productivity. 

However, different changes that happened after the acquisition and one of the 

important factors are that the two corporate cultures will be different from each other, 

even conflict. Kilmann et al. use a metaphor of the Antarctic: draw two icebergs in the 

sea, the top of icebergs each represents the top management of the organization 

decides the fate of the two companies and how they work after an acquisition. As the 

senior management is placed in the process of acquisition, means that they play an 

important role in the process and follow-up work of acquisition. Two icebergs start 

moving toward each other until combined. However, such a fusion never happens. 

With the approach of the icebergs, their top cannot blend in fact. On the contrary, they 

form a bigger one and below the surface of the water. Because of their respective 

cultural collision instead of the synergies, this is the cultural conflict (Kilmann et al., 

1985, p. 427). Even if there is no direct conflict, most likely, the culture of the two 
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companies will be different. If these differences do not properly handle, it is easy to 

form the aversive diversity of organizational culture, lead to low efficiency and 

produce some issues likes the low trust between staff from different companies and 

hard cooperation. Every company should bear their own cultural values, beliefs, 

differentiate other companies, including new partners, and provide collective cohesion, 

identity and pride for employees (Schein, 1989). 

Cultural input has a different solution for same problems of the similar 

organization are clearly proved by Sapienza (1985). She surveyed the two 

organizations in a major service industry in one state of the U.S. where to control the 

service rate through state laws, support the citizen of the state. These two 

organizations, highly match on organization structure characteristics, follow the same 

law, but respond by entirely different strategies. The law stipulates that annual 

operating costs and interest rates of each organization are set by the state agency in 

advance every three years. To stimulate the cost reduction and innovation, profits of 

these three years can be kept in the premise of without affecting the future interest 

rates. 

In some literature the impact of people dimension in the acquisition, the tension 

between the post-acquisition groups was discussed under some different labels. Based 

on the general theory of cultural adaptation Berry (1980), Nahavandi and Malekzadeh 

(1988) use the word “acculturative stress” to describe the disruptive behavior and 

experience after the acquisition. Also, "cultural conflict" refers to the negative 

emotional of organization members reactions to the acquisition (Elsass & Veiga, 

1994). And "merger syndrome" is produced by the feelings of uncertainty and 

insecurity for the result of the acquisition (Marks & Mirvis, 1985). Cartwright and 
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Cooper (1993) introduced the term “culture collision “to describe the organizational 

issues produced by the poor cultural integration between the acquiring company and 

acquired company.  Buono and Bowditch (1989) refer to the power struggle and 

Newmanand Krzystofiak (1993) talk about dissatisfaction and infidelity of the 

employee. 

Researchers studied in the culture part also emphasizes the influence of human 

factor, but cultural variables and their influence on the result of various acquisition 

become the perspective of special attention. The perspective of culture integration is 

considered as acculturation, the fusion of the two cultures. Cultural dimension, 

therefore, focuses on the role of cultural factors, such as cultural differences and other 

cultural characteristics which play an important part in the results of the acquisition 

( Riikka2010). 

Acculturation can be defined as the connection between the cultural groups has 

change (Berry, 1980). Acculturation situation is characterized by to the control of one 

group over another group - physical or symbolic, take place in two aspects: individual 

and group level (Monin, 2002). Based on classification by Monin (2002), acquisition 

presents the phenomenon of high acculturation intensity both domestic and 

international. It suggests that the acculturation theory has great significance in 

acquisition performance whenever before and after, and in fact, acculturation based 

on the anthropology theory have been found particularly useful in this respect. 

Organizational members can evaluate the new organizational culture good or 

bad compared with other companies after the occurrence of acquisition (Vega et 

al.,2000). Some previous studies explain that the cultural differences between 

enterprises are the main source of disputes in acquisition transition. Different state of 
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mind of two companies who participate in the acquisition can result in misunderstood, 

errors and reduce the acquisition performance.      

Several signs of culture clashes can be defined (Devine, 1999 quoted in 

Cameron and Green, 2003). 

Table2.1 Sign of culture clashes 

Stereotyping 

Glorifying past 

We, Us VS They, Them 

Old practices VS New practices 

Comparison Inferior, Weaker VS Superior, Stronger 

Information 

sharing, attitudes 

Cooperation VS Coalition 

 

First of all, people always say "we," "us" or "they," "them." It shows that people 

have emphasized the difference between the two cultures, rather than focus on their 

commonalities. People are always based on the more or less existing differences to 

classify person of other company. In fact, it is a mutual process for the people to 

perceive threaten for their identity, how they cognize themselves according to their 

own organization. The feeling of misunderstanding can present from this. The second 

sign is that people always think of "the good old days"(Cameron and Green, 2003, 

p.235) and former glory. People prefer the old ways of action and resistance to taking 

a new tack.  Third, members of other company are likely to get a negative evaluation. 

Comparison and evaluation are launched by the members of the two companies about 

the other; it always can lead to a negative feeling to the other company. In fact, one of 
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which is described as a stronger, and the other will be portrayed as weaker. Another 

sign is that a negative attitude from one group to another group. It can only show the 

passive resistance; however, also can show the most obvious conflict such as quarrel 

or overt aggression (Schweiger and Weber, 2007).Finally, a negative attitude to share 

information can also be regarded as a sign of cultural conflict. 

Employees have to present themselves as members of a new organization, rather 

than the members of the independent company before (Stahl, 2004). It is why we 

believe that leadership, catalysts of change, there should be a new organizational 

culture to avoid the "we" versus "them" thinking which has destructive influence for 

the organization. 

 

2.2 Change in strategy and operation 

 

This section will underline the effect caused by organizational culture clash 

which has an influence on organizational behavior and performance, not only the 

original belief and value would be changed not also the strategy and operation after 

the acquisition. It will show the explicit relationship between organizational culture 

different and change in strategy and operation. Next, this part will turn to put forward 

the theories about strategy fit, clear and practical vision, it tends to prove that unclear 

and unrealistic vision would generate poor synergies and inefficiency also result in the 

loss of employees. On the other hands, this part also has emphasized the management 

style and skill of leader; it is crucial for a leader to make a clear and meaningful 

orientation for an organization to follow. Thus, the importance of management skills 

such as communication and control also got extensive coverage in this section. 
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Geletkanycz and Hambrick (1997) have proposed a survey results show that 

core executive, who held board appointments in different industries, will follow the 

different strategic practice, is likely to launch an organization change in the company 

which they take over. Riikka (2010) clarified that the view of organization fit after the 

acquisition is the integration of resources and talent resources and is considered to be 

the integration of people. 

Daniel and Metcalf (2001) argue that the reform can promote the integration 

process because it helps employees understand the needs of the organization. The 

change process will be facilitated by the establishment of clear goals and by sharing 

the change strategy (Levinson, 1970).The organizational culture which is related to 

individual and characteristic has an influence on organizational behavior and 

performance (Kilmann et al., 1985). 

Marks and Mirvis (1986) stressed that when the size or profitability of the two 

companies have a big difference, one party may feel strong, but on the other side 

might feel powerless; it can create a problem also. Furthermore, some theories which 

related to organizational change and transformational leadership highlight that unique 

perspective made by leaders in the organization and facilitate the complete 

organizational change (Bass and Avolio, 1994; Porras and Robertson, 1992; Hatch, 

1993 quoted in Ashkanasy and Kavanagh, 2006). 

Larsson and Finkelstein’s study (1999) present that the difference of 

management style would give rise to employee resistance. Larsson (1990) have 

indicated that employees may feel uncertainty about their career in organizational 

change; some private communication can be taken to reduce the uncertainty. 
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The basic premise of strategic management research is that senior management 

personnel will play a leading role in making enterprise strategy. According to Gioia 

and Chittipeddi (1991-434), "Usually, the CEO was described as a person who was 

mainly responsible for the formulation of organizational strategic direction and 

planning, also be in charge of guiding for the action and implementation the plan." 

Also, the basic principle of strategic change research is the new senior management 

executives especially from external recruitment often change and decide a new 

strategic direction for their companies. (Miles et al., 1978; Grimm and Smith, 1991; 

Tushman and Romanelli, 1985). A study discusses the problem that strategy how to 

change, the choice of new leaders usually reflects the influence of the new board of 

directors, but not the senior executive. Their point shows that, although can predicted 

the change of the company's strategic direction from the strategic orientation of the 

new leader. This relationship may actually result from the board’s preferences about 

the new leader’s feature and the strategic direction for the firm. Thus, we consider the 

possibility that apparent executive effects on strategic change may actually indicate 

board effects (James D. Westphal*and James W. Fredickson, 2001). 

Furthermore, some theories which related to organization change and 

transformational leadership highlight that unique perspective made by leaders in the 

organization and facilitate the complete organizational change (Bass and Avolio, 1994; 

Porras and Robertson, 1992; Hatch, 1993 quoted in Ashkanasy and Kavanagh, 2006). 

The failed leader always lack of the ability to clarify clearly what he wants and 

demand it from employees. The weak leaders often expose some problems in the 

process of acquisition because he doesn't give any orientation for the organization to 

follow (Haspeslagh & Jemison, 1991). 
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Many problems may occur during decision-making and negotiations of 

acquisition that may have a negative impact on the target enterprise. On the one hand, 

it related to competency and other behavior of the managers. In general, Chinese 

managers are often criticized for the lack of management skills and opportunistic 

behavior (Cooke, 2005). Similar problems reflect in revealing themselves in 

acquisition pricing, negotiation and post-acquisition integration these phases. 

Some barriers occur in the post-acquisition characterized by the unclear 

prospect, uncertain goals and objectives, lack of communication and disregardful 

human resources issue (Kleiner and Nguyen 2003). The stress is derived from the 

uncertainty for combination, ambiguity and insecurity about organizational change. 

This stress has an impact on the relationship among people, the dynamic business 

combination and it affects the perception of the organization (Schweiger et al., 1987). 

Enterprise strategy also contributes to the development of religion and ideology, 

from the group and organization level to analyze and prove or verify strategy, 

promote the achievement. In return, it further strengthened the positive attitude of 

individual managers on strategic change (Tushman Romanelli, 1985). Managers 

become socialized into a belief system, support the enterprise strategy to form direct 

social influence through other core executive management of enterprise group and 

larger groups, and indirectly affect the mangers how to interpret feedback the 

effectiveness of the strategy by social environment (Salancik and Pfeffer, 1977). 

By Bennis and Nanus (2004), leaders must be geared to the needs of the future, 

provide a clear strategic vision. This vision must be practical and credible to attract 

the attention from every organizational member. Additionally, leaders will increase 

the staff's personal commitment by setting a clear vision，a sense of purpose and 
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orientation. It will lead to the achievement that people find their role within the 

organization and feel involved.  Leaders must be capable of making an organizational 

purpose become meaningful (Bennis and Nanus, 2004). 

Early research literatures about acquisition management mainly explain the 

influence of strategic fit for the company performance after the acquisition. Strategic 

fit can roughly understand as strategic compatibility between acquiring companies 

and target companies (Haspeslagh & Jemison, 1991). Based on the related literature 

of diversified industrial organization, the researchers believe that strategic fit for 

acquisitions can be useful because it provides greater synergies to operate more 

efficient (e.g. Chatterjee, 1986; Lubatkin, 1983, 1987). Later studies have explored 

the impact of strategies fit for acquisition to be successful or not will be more detailed 

(e.g. Harris & Ravenscraft, 1991; Haspeslagh & Jemison, 1991). 

In general, the organization changes can conduct stress because of the 

generation of the feeling of losing control and helplessness. It results in low 

productivity and employee grievances (Marks, 1999 quoted in Kleiner and Nguyen, 

2003). Hellgren and Melin (1993) argue that, in the process of change, a leader may 

need to be replaced to create a strategic change and alter the mode of thinking. 

Unclear and unrealistic vision thus constitutes an obstacle to the value creation 

since it can generate the stress and the loss of involved employees. In addition, the 

communication of goals and new expectations cannot be ignored. More exactly, the 

meaning of communication is very crucial because it helps people understand the 

vision, to gain a common explanation. In other words, leaders must be able to convert 

an organization's goal to be meaningful (Bennis and Nanus, 2004). In order to follow 

this goal, all kinds of expressive forms of communication must be developed and used 
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(Stahl, 2004, p.4). Finally, since it is not easy set a new vision, to walk and talk and 

show their participation for a leader is very significant, to increase the employees' 

commitments and willingness to implement new organizational goals. 

Just as a classic case of merger and acquisition shows the influence of strategy 

fit and management style change, although it is a merger case, but considering the 

intercommunity of merger and acquisition, this case also can be a reference. Daimler-

Chrysler Group co., LTD., founded in 1998, is the original German Daimler-Benz car 

company merger with the Chrysler in the United States.  Similarly with the 

acquisition activity, the addition of the new company, strategy and structure must be 

review and revision. New senior management is given more control; the new Chrysler 

group is mainly running by Daimler's executives. He and his team developed a new 

strategy to cut costs by reducing the cost of supplier and product offering. Replaced 

the original cash - rich growth strategy of Chrysler group, management is to manage it 

as a change. Therefore, the staff is reduced. Along with this cultural change, reflects 

the new strategy and new style of management. Dieter Zetsche and his team are 

relatively more egalitarian: "they are eating in the staff restaurant instead of the 

executive restaurant at in Auburn Hills. Michigan '(Muller et al., 2001, p. 49). The 

new culture, combined with the new strategy and structure, make the thrust of 

performance evaluation and compensation revise so that focus more on cutting costs, 

supplier management, flexibility and employee morale. 

 

2.3 Implication for human resources. 
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This section will mainly lay stress on the issues of the human resource after 

acquisition present at the aspects such as employee feeling and behavior, management 

ability of management level, reward and promotion, employee training. It will imply 

that the difference between organizational culture act on the human resource 

management. This part will firstly clarify that management of human factor is 

associated with the acquisition with poor effect.  Next, this section will state that the 

difficult change in terms of human resource on the premise of organizational culture 

clash and weak change of management style. Finally, it will highlight some serious 

issues which will have a strong influence in the effect of acquisition even the further 

development of company such as the loss of core employees, weak management skill, 

and low efficiency. 

In the past 15 years, the management of human factors in the acquisition 

activity is considered to be a vital source of success. A growing number of authors 

(Kimberly and Quinn, 1984; Kilmannet. In 1985, Pritchett, 1987; Bueno Bowditch, 

1989; Cartwright and Cooper, 1992; Gilkey, 1991; Lubatkin lane, 1996) have 

provided some valuable insights in the part of the organizational culture, but these 

ideas are still very scattered, waiting for the integration of knowledge systems. In the 

process of working towards a higher level of integration development, one of the 

questions must be answered is that how the organizational culture play a role in this 

process of the organization integration. At first sight, the acquisition doesn't seem to 

have little influence on the organization. But, in fact, the establishment of a new 

company, especially two original independent companies combines into one, some of 

the staff will face with the change of organizational structure and work process at 

least, they must adapt. These changes will occur, because the two independent 
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companies seldom have obvious similarity in some problems likes the organizational 

structure, working process, and they hope their employees can do and what to do. 

Western literature of acquisition research for the human resource management 

have emphasised the "human" is associated with the challenge of post-acquisition 

integration (e.g. Cartwright and Cooper, 1993; Hubbard and Purcell, 2001; Marks and 

Mirvis, 1982; Morrison and Robinson, 1997; Nikandrou, Papalaxandris and Bourantas, 

2000; Robinson and Rousseau, 1994; Schraeder and Self, 2003; Schuler and Jackson, 

2001; Schuler and Jackson and Luo, 2004; Stahl et al., 2004; Weber, 1996). Also, 

Marks and Mirvis (1982) have indicated that human resources issues accounted for a 

third or half of the reason cause acquisition failure and (Boxall and Purcell, 2003, p. 

220) there is no sign that the situation has improved over the last two decades. 

Max (2006) has clarified that change is never easy, but it's especially difficult 

for the enterprise who affected by the acquisition. Emotions from fear and confusion 

change into acceptance and excitement. If you are a manager face with this situation, 

The way you get along with your employees could mean that the difference between 

retaining a group of active employees and loyal employees, and then rebuild a new 

team which they can realize that the importance of their production ability and 

willingness for remaining in the company. 

 

At this stage in post-acquisition, the staffs were forced to work with new 

partners together, their values, beliefs, and assumptions will encounter cultural 

differences directly in the acquisition activity. Between the two sides depend on each 

other. The characteristics of this mutual dependency through the concatenate goal – to 

accomplish their goals some of the parties need each other. Both sides know that they 
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can influence each other, and their results, in turn, are also affected by the other party 

(Ritov, 1996). 

Many acquisitions activities did not produce the expected effect of the 

shareholders. Cultural differences and an ill-conceived human resources integration 

strategy are the one of the most common causes of failure. Considering the well-

known war for talent, I always surprised that how few people concern on the issue of 

human capital during and after an acquisition, "said David Kidd, in Chicago Egon 

Zehnder International consulting partner of the company (Light, 2001). 

 

So if a human issue is so crucial, why they are neglected? Some possible 

reasons include: 

1. Someone thinks they are too soft, and, therefore, it is difficult 

to manage. 

2. The lack of the understanding and consensus about the 

importance of people issue. 

3. There is spokesperson aware of these questions 

4. Thus, there is no model or framework can be used as a tool for 

systematically understanding and managing the human issue. 

5. It is general that manager will be focused on other projects, 

such as finance, accounting, and manufacturing after acquisition (Randall 

2001). 

 

Penelope (2005) thinks that the resistant behavior was originally occurred at the 

management level after being acquired in the acquired company. The first contact 

each other between management seen at the early stages of acquisition and after 
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finishing the acquisition. But it will tend to reduce with the passage of time, by 

accepting the new situation after being acquired or replacement of the management. 

 

Charman (1999) mentioned that human resources are the change champion to 

provide management skills during the change, to make the right people with the 

appropriate basic knowledge and skill match, such that satisfy the common goal 

business of an enterprise. The knowledge and experience of employees (that is, 

human capital) is a key factor for creating a new practice and existing improvement in 

each organization of acquisition (Yaakov 2010). Nonaka (1994) proposed the theory 

of knowledge creation based on a dynamic interaction between the two dimensions of 

knowledge transfer: from the implicit to explicit knowledge, and vice versa; Transfer 

among the personal, group and organizational levels. Training is essential in all of 

these processes. 

 

Results show that the degree of resistance or strength from the target company 

depends on how extensive and varied the cultural differences are between the two 

companies. More evidence suggest that as for the countries involved in uncertainty 

avoidance, the cultural differences of power orientation, language, individualism and 

collectivism, men and women (Hofstede, 1980). The clinical manifestation shows the 

process reflects that they fear of losing control, failed to establish mutual trust and 

disgust "forced" change, don't want to change. 

 

Stephen (2005) has analyzed the employee behavior of acquired company, 

found that it has changed after the acquisition. Employee behavior tends to imitate 
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their management behavior, and this behavior depends on the time they needed for 

accepting the acquiring company as their new boss and new process. 

 

Some issues like conflicts produce and upgrade in corporate restructuring, will 

affect the implementation of changes and communication after finishing acquisition. 

The findings support the results of the study, such as Angwin (1998), Gertsen and 

Søderberg (1998) and Child et al. (2001). General common pattern of resistance is 

obvious, especially for the companies which do not consider the cultural differences. 

 

There is a statement showing that, however, employees will be in a state of 

shock but can only accommodate a limited change after the acquisition; therefore, 

Buono and Bowditch (1989) have advocated the gradualism. Rosnow (1988) has 

considered that the management of an acquisition needs time of known to the 

acquired company before designing and implementing change. Frequent and useful 

communication in this period will increase the trust of the staff for the new manager, 

the restructuring will be easier. Furthermore, the gradualism demands more 

understanding of the market and environment; it is particularly important for 

international acquisitions. 

 

The change of management ability will affect the perception of staff for the 

reliability of new leadership after acquisition leadership. Some researchers have 

encouraged the rapid change; they think that since the employees in acquired 

company have anticipated the restructuring, rapid change helps to reduce the 

uncertainty (Shrivastava Searby, 1969; 1969). Some researchers think that the 

realization of the slow change is not the result of a strategic plan, but the symbol of no 
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effective management (HaspeslaghandJemison, 1991). Similarly, Schmidt and 

Schettler (1999) also agree that there is an incremental resistance change with time. 

 

In terms of human resources, several characteristics of acquisition will result in 

negative reaction from organization members. First, the organization members lack 

the feeling of control in acquisition (DeNisi & Shin, 2005).Second; acquisitions will 

increase the uncertainty of future and fear for the unemployment of members (DeNisi 

& Shin, 2005; Van Dick& Tissington, 2006). Third, acquisitions have threatened the 

existing values, structure and social identity of the organization (Bartels Douwes, DE 

Jong, & Pruyn 2006; DeNisi & shin, 2005; Van Dick et al., 2006). 

 

There are some academic literature stressing that many acquisitions are not 

successful to achieve their preconceived goals, and result in the poor organization and 

financial. Issues with implementation after the acquisition is one of the reasons cause 

this disappointing result. Some problems after being acquisitions often appear because 

of the conflict of organizational culture, system, or strategies, besides, also because of 

the resignation of key executives in the acquired company. In the academic literature, 

researchers have focused on the causes and consequences for the replacement of 

senior management team in the acquired company (Hambrick & Cannella, 1993; Krug 

& Hegarty, 1997; very Lubatkin, Calori, & Veiga 1997; Walsh, 1988, 1989, Walsh & 

Elwood, 1991). Along with the leaving of key executives, the loss of their knowledge 

and skills is followed, it is considered to be a significant determinant of unsuccessful 

effects after the acquisition. (Cannella & Hambrick, 1993). 
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If a company is better than its competitor in practicing on human resource 

developments, it can be a source of competitive advantage, to hire the talent who is 

relatively efficient the competition (Porter, 1985). Potter thinks, better employees will 

create advantages in the main value chain activities and support activities. Through 

the extension, we think that it will better help make a good transfer of knowledge and 

resources with employees, and create knowledge integration capability. Human 

resources management strategy can have mutual coherence with establishing a policy 

that leads to the creation of enterprise-specific, knowledge, skills and capabilities 

these embedded in the human capital assets of the acquiring company and acquired 

company. Specific human resource practices, such as training people as a new task at 

the integrated phase, and uses communication to handle the pressure and uncertainty 

of human resources, as well as other (such as the adjustment, recruitment, rewards, 

and labor relations) under the new situation is that a strategy which company pursues 

should be promoting the integration ability. These practices will help to integrate 

these two companies and improve their performance. 

 

Training and development are of vital importance. Managers and employees 

need the training to meet some new jobs that are creating and replace those high 

turnover rates caused by the acquisition. Training must extend to the adopted variety 

of technology and the introduction of work processes and systems. The employees 

involved in the acquisition of these two companies will have to understand another 

company and its assets, people, structure, culture, human resource practices, their role 

of transmission and the coordination of specific resources these aspects between this 

two companies, and the role of others. So, the delivery after acquisition will be 

throughout the process of integration. Furthermore, the general training is required for 
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the acquisitions, the issues after acquisition reflected in cultural differences and the 

influence of cultural differences for human resource management, the resistance of 

change, dealing with conflict in the post-acquisition integration period, and so on. 

Training helps to improve the efficiency of knowledge integration and absorption or 

acquire knowledge by encouraging reuse the manual, databases, processes and 

procedures of this knowledge (Shlomo and Yaakov 2010). 

 

Larsson (1990) underline that employee training is the best way to create 

common orientation and cope with new tasks among employees. Beckhard and 

Pritchard (1992) argue that reward mechanism is the best way to motivate staff, so 

that make them stay in organizations. Pritchard (1992) and Larsson (1990) state that 

fair reward system regarded as the motivating factors for employees. Staff incentive 

system changed, so all employees gain the same benefit equally. Employees will also 

be stimulated by managing director who actively show their appreciation, its 

importance emphasized by Schweiger et al. (1987). 

 

It is very significant to connect with people, it is necessary to understand how 

employees feel about things, know what they are interested in, what motivates them, 

their feelings, needs and setback (Ashby & Miles, 2002).In addition, it is usually vital 

to develop an effective communication which will help show the right way to follow 

and provide meaning to people in order to achieve the goals of the organization. It is 

also important to promote all the knowledge and information sharing between the 

company and different departments (Bennis and Nanus, 2004). 
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As we seen above, cultural differences such as philosophy difference, the 

difference of value or management style should be taken into consideration. In fact, if 

they are neglected completely, they can lead to failure. According to Stahl (2004, p.5), 

it is not to say that required everyone to melt together; a leader must take advantage of 

the cultural differences between employees and try to reduce the psychological 

distance with them. 

 

This section has clarified lots of literature which have been cited by many 

authors in terms of the clash of organizational culture, change in strategy and 

operation and implication for human resource; it has provided so much theoretical 

support for the potential of further  research. Next chapter will mainly state the 

methodology used for this specific research topic. 
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CHAPTER 3: 

METHODOLOGY 

 

This chapter will have a detail description of the methodology of qualitative 

research that this research takes. First, there will be an introduction to the case study 

approach which is one of the conventional ways for the qualitative research, involve 

its  characteristic, criticisms and recognition. Next, this section will illustrate the case 

study tool this research takes with detail, including focus group interview, in-depth 

interview technique and word association technique. Then it turns to the research 

design part which has a full statement on the research process, elementary interview 

question, participants and access, and overview of the empirical case study. Finally, is 

the part of the ethical consideration and thematic analysis of data, also have a 

conceptualizing organizational change involved. 

 

3.1 Approach to Qualitative research 

 

This research can be described as qualitative social science research with a 

focus on change of managerial and organizational practices. It uses a case-study 

approach to investigate strategic management and organizational behavior issues 

surrounding the acquisition process of a medium-size food manufacturer in Southern 

China.  
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According to Bell, the case-study approach is appropriate to study in-depth 

aspects of a specific problem (1999). It often describes events at a particular company 

or organization, as it faces important decisions or significant changes, as such the 

introduction of a new product or dealing with a crisis (Zikmund et al. 2013). Bell 

(1999) suggests that the strength of the case study method is to allow researchers to 

focus on a specific instance or situation to study, or try to study, all kinds of 

interactions and processes at work organizations. By contrast, the processes 

surrounding the success or failure of the organization may remain hidden in a large 

survey. 

Although the generalization of qualitative research is controversial, but there are 

many authors have ever done a vast amount of deep going research for generalization 

of qualitative research method. Denscombe (1998) for example, argues that it can be 

generalized to other cases depending on how similar the type of another the case study 

is from a case study results. Generalization is known as "quality standards” for the 

quantitative research", but it is more controversial in qualitative research. The goal of 

qualitative research does not focus on generalization but provides a rich and 

meaningful understanding contextualized for the human experience through in-depth 

study of a particular phenomenon (Hisham 2012).  

Bassy (1981) also makes a similar point; he argues that case studies are more 

about relatability rather than generalizability. Hisham (2012) has clarified that the 

concept of relatability requires the extent of relatedness whether the knowledge from 

a contextual situation which is related to, or applies to another context, or the same 

context in another time frame. It supposes a role is similar to the generalization. The 
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behavior for developing generalization is the responsibility of reader who is aimed at 

applying theory elsewhere, and of the original researcher. 

On the other hands, By Yin (1981) of the notion, in each single case, the 

discussion of a model - by - the model for the predicted course or combined events 

was presented, along with the similarities or differences found among the facts of the 

case. This approach is one example which Campbell (1975) has called "pattern 

matching,” Data from a single case can be used to test the theory (that is, a pattern), as 

long as the opposite theory can also be compared to. The analytical method also is 

similar with the detective work, whose goal is to complete a univocal interpretation 

for a crime, and to eliminate contradictory explanations. Yin’s (2002) also pointed out 

that the core of case study logic shows that each single case study can help 

researchers a little bit, to understand our research problem more accurately step by 

step. Among this logic, we are not sure the number of cases for the research topic we 

need until the end of the study, the single case also does not need to be representative. 

The results in the previous case will help us to put forward the questions we have to 

ask in the next case. The goal we want to reach is the "saturation", which have a 

comprehensive understanding of a certain issue. 

Besides, Mario Luis Small (2009) who have ever study the topic about that how 

many cases do researchers need in the qualitative research, his conclusion presents 

that although the sampling logic in the quantitative research can help us accurately 

and descriptively explains the reflection of certain characteristic in our research which 

we focus on. But as for our case study, we can't also do not need to follow such logic. 

Use the extended cases method, we can amend a theory and put forward a assumption 

with high quality, even if we just have only one case; And case study logic is not only 
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suitable for qualitative research, can also be very effective in helping us to answer the 

core of research problem which we focus on. 

Generally speaking, the case-study approach uses a range of different qualitative 

research tools that aid the gathering and understanding of information. Many of these 

techniques are shared by other methodologies, such as ethnography, grounded theory, 

or phenomenology (Zikmund et al. 2013). This study uses primarily in-depth 

interview, focus group interview techniques, and secondarily a word-association 

technique.  

 

3.2 Case study tools  

 

3.2.1 Focus group interviews 

 

Focus group is an interviewing technique that composed of informal discussion 

among a group people, usually six to ten people and an intercessor. The discussion 

topics for general focus groups include employee programs, employee satisfaction, 

product problems or new product concepts. Within focus groups, the intercessor can 

start off with some open questions to extensively guide the discussion to the planned 

direction. Consistent with the wider methodological of approach the case-study 

method, the intercessor should avoid asking some questions too direct unless 

specifically required (Babin et al. 2013).  

Babin et al. (2013) also have mentioned that the ideal size focus group should 

be about six to ten people. The effect will be much better if discuss among congeneric 

groups because it allows researchers to focus on them in the similar lifestyle, 

experience and communication style. 
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Focus groups can provide a series of information for a certain topic about 

individual thoughts and feelings, and clarify the differences in perspective between 

groups and individuals（Fatemeh 2004） . But Richard and Helen (1996) have 

considered that compare with the in-depth interview，focus group interview may be 

more relatively shallow，generating the “surface” information on each respondent. 

However, it is important to note that the data analysis of focus group is different 

from other qualitative data, because of their interactive nature, and this point needs to 

be considered during the analysis. The importance of the context of other speakers is 

crucial for the understanding of individual contribution. For example, in the situation 

of a group, the participants often challenge each other and to prove their viewpoints, 

because of the Settings of a group, they won't be in the one-to-one interview. 

Therefore, the group dynamics that create marks should be taken consideration into 

the analysis of the focus group interviews (Bloor M 2001). 

 

3.2.2 In-depth interview technique 

 

In-depth interviews are considered to provide a "deep" understanding of 

organizational events or business phenomena. In-depth interviewing is a technique of 

a one-to-one depth interviews between an interviewer and an interviewee. 

Researchers ask each question and according to an answer of each question to explore 

for additional elaboration (Zikmund et al. 2013). It is similar to in-depth interviews 

psychological or clinical settings, but it has a different purpose, i.e. investigating 

organizational events or business phenomena.  
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In-depth interviews are also suitable for exploring the sensitive topic, especially 

under circumstances where participants may not want to talk openly about problems 

(Silverman 2000). The in-depth interview provides more insight than focus groups on 

specific individuals. Moreover, compared with the focus group, because of the setting 

is not particularly social, respondents are more likely to discuss more detail in some 

sensitive topic (Babin 2013). 

 

3.2.3 Word-association technique 

 

Word-association technique simply records the first cognitive reactions of 

respondents for some stimulation. When respondents get a vague word or concept, 

then be asked immediately what the first thought on this matter. Word - association 

technique allows researchers to plan the thought or memory of respondents (Zikmund 

et al. 2013). 

This word association technique is used to aiding the in-depth interviews. It is 

merely supplementary and will try to aid interviewees to verbalize what they think for 

example about organizational culture. During the in-depth interviews, employees 

were systematically confronted with prompts such as “So much has changed, how you 

would describe the company now?” or “If the company today were an animal what 

kind of animal would you say it is?” Then it is followed up with a more detailed 

reflection as to “Why?” 

In this research, as for the controversy about generalization of the single study, 

King et al. (1994) have suggested that it can generates the analysis of internal 

variables in the single study to make up for a "lack of variables", on the other hands, 
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making deeper research into the singe study to make up for "the lack of statistical 

power". From this, it is necessary to combine tree techniques above-mentioned to do 

much deeper research and get more overall analysis among this single case. Just like 

the information mentioned above, the use of focus group interview contributes to 

explore some comprehensive parts which need the discussion from a wide range of 

opinion because of its interactive nature. Such as organizational changes and human 

resource changes in this research, to get more particular and potential points among 

the focus group into the deeper exploration by in-depth interview. In addition, in-

depth interviews technique should contribute to the sensitive topic which cannot be 

discussed among the group, and the certain topic need to be taken into in-depth 

research or which has the specific respondents, just like the overall strategy changes 

part in this single case. Also, the in-depth interview will be mainly applied to the 

second phase exploration in this study which has confirmed the key point for the 

research and needs to be developed deeper exploration. 

 

3.3 Research design 

 

3.3.1 The research process 

 

The sequence of research phases has been developed in the following structure, 

as outlined below: 
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         (Find out the specific research  

         direction and key respondents) 

                               

 

 

 

 

Figure 3.1  The arrangement for research phase 

 

The purpose of Phase I is to find out the key point of this research and develop 

them among the phase II (Britten 1999). 

Most interviews lasted at least one hour when doing the interview it is necessary 

for the interviewer to be familiar with the interview schedule and process so that it, 

appears more natural and fewer rehearsals (Zikmund et al. 2013). In order to ensure 

the interview as productive as possible, the researchers must have some skills and 

techniques, to ensure the comprehensive and representative information are collected 

during the interview process (Hammersley M 1998). One of the most important skills 

is the ability to listen, listening carefully what they said, so that participants can 

Phase I (use many focus group 

interviews and few in-depth 

interviews and word association 

techniques) 

Exploration 

(Data collection) 

Phase II (use in-depth interviews 

mainly) 

Detailed study 

(Data analysis) 



 

39 

 

represent about their experience fully as much as possible, without unnecessary 

interference. 

Taking notes record might distract our attention and distort the answers of a 

participant during the interview before an interview begins, we should ask for 

permission to the interviewee whether voice recording equipment can be used. 

Interview use recording also helps reduce false memory, and the wrong explain of 

answers. Moreover, the interviewer should ensure that all the interview participants, 

their answers will be confidential and will not be public without their consent. This is 

an important point for establishing the mutual trust relationship with the interviewee, 

to develop the further interview in the future. In the summaries, some information is 

obtained directly from the interviewees’ talk while some others are inferred from the 

conversations (Gill et al. 2008). 

Other important skills include using an open and neutral emotional body 

languages, such as nodding, smiling, looking for interest, and encouraging voice 

during the interview process with (e.g., "um") (Britten 1999).The use of silence 

strategy, if properly used, can be very effective to get their response when 

respondents in deep consideration, talk more, clarify some specific problems in detail 

more carefully. Another skill to be used is a tentative language, e.g., "can you 

accept?" and "why can't accept it?” (Kvale S 1996) .Where appropriate, it is also wise 

to seek further clarifies the participants' ideas if it is unclear what they mean. 

The important thing at the end of the interview is to thank the participants for 

taking time being an interview and ask if they have anything want to add. It gives 

interviewees an opportunity to deal with the problems, some of the ideas they have 

thought, or thought to be important, but has not been let the interviewer know ( Kvale 
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S 1996). It often will have a discovery and get some unexpected information. 

Respondents also should listen to the interviewer combing the conversation simply 

after the interview has been completed. 

When to find out the key point and determine the theme after the first interview, 

it should begin work for the second interview, the question of a second should base on 

the key point summarize from the first interview and expand it more detail.  

 

 3.3.2 The interview questions  

 

When designing an interview itinerary one must ask questions about the 

research phenomenon which is likely to produce more information as much as 

possible, can also solve the goals and objectives of the research.  

After getting through the first interview, it can create a lot of pivotal points such 

as “how the strategy, organizational change and human resources change in detail?” 

“Which changes have caused the dispute?” On the other hands, also, some essential 

respondents will appear; they will have unique perspectives on some point and are 

willing to express their opinions. After summarizing some potential points and find 

out the key respondents, it can continue developing Phase II in order to make the in-

depth research and reasonable result. 

Although the one of the nature of qualitative research is unstructured（Alan 

2004） , but LaToya（2008）also suggests that the non-scheduled standardized 

interview had better have the interview guide. Thus, the interview guide of this 

research shows as follow： 
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Table 3.1  Interview guide 

 

3.3.3 Participants and access  

 

One of the key points for any case-study is how to access the internal people of 

Target Company. I will have this convenience to access the employee of this company 

through my parents，because they both are the management and have a long working 

time in this company. 

Topics 

Lengths of time with company positions 

Specialized knowledge for jobs 

Whether clear the develop direction and goals of this company in the past and now? 

What are the short-term and long-term strategies? 

How about the effect of this brand? 

What is the organizational culture in the past and now? 

What is the management philosophy of leader in the past and now  

How about the management mode compared with the past and now? 

Has working environment changed? 

How do you feel about the department manager in the past and now? 

How do you feel about the senior executive in the past and now? 

What about performance indicator and Incentive mechanism in the past and now? 

Salary, welfare, and dividend. How do you think the past and now? 

Staff training and team building exercise in past and now 
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In phase one of my fieldwork, I established contact with senior executives in the 

company that was acquired. Through a close family member who used to work there 

for 25 years. I began to interview with informal conversations and find out the 

potential interviewees group for the phase I by the introduction of my family member. 

For the expansion of this research, the number of interviewees will reach almost 40 

people. In order to get the representative information from a different level of this 

company, the participant will come from a different level, including the senior 

management, middle management and basic staff. The choose of this interview will 

focus on the people who have a work long time(at least eight years)in this company; it 

is to get more information from the past and now then reflect the change.(The arrange 

of interviewees as table 3.2) 

Table 3.2  The arrangement of interviewees in phase I research 

Level quantity 

1. Senior management 

2.Middle 

management(each 

department director) 

3.Basic staff(including the 

worker from production 

area) 

4.Resigned people(after 

acquisition) 

                      5 

 

                     10 

 

                      22 

 

 

                       3 
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As mentioned above, the phase I will use most focus group interview to do 

research. According to Babin et al. (2013), they have suggested that it is better to 

discuss among congeneric groups because it allows researchers to focus on them in 

the similar lifestyle, experience and communication style. Thus, for the organizational 

culture and human resources parts, I would like to take the focus group interview 

among three groups: middle management, basic staff from office and worker from the 

production area. Moreover, the strategy part will be better taken using in-depth 

interview among senior management. Of course, the resigned people also should be 

taken an in-depth interview. 

A part of respondents for phase II also can choose from the phase I, which is 

willing to share his/her useful opinion and have mention the key research point in 

phase I. Because of the limitation of single researcher and willingness of interviewees, 

there were 21 persons as table 3.3 participated in the in-depth interview in phase II.  
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Table 3.3  The arrange of interviewees in phase II research 

Level quantity 

1. Senior management 

2.Middle 

management(each 

department director) 

3.Basic staff(including the 

worker from production 

area) 

4.Resigned people(after 

acquisition) 

                      2 

 

                     7 

 

                      10 

 

 

                       2 

 

 

3.3.4 Overview of the empirical case-study 

 

Bingquan limited-liability Company is a medium-size food company products 

various soy products solid drink and instant food mainly before being acquired in 

Guangxi China. It has the testing center which is owned with the advanced foreign 

inspection instrument and other advanced testing technology. On the other hands，it 

has the perfect quality testing management network also. These all shows that it is a 

food company that is fairly strict with product quality.  

Fengye investment group is an enterprise group that operates real estate 

development and construction，building materials，energy，medicine production 
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and sales mainly. In recent years，the company developed into a cross-regional and 

diversified enterprise group through continuous acquisition ， restructuring， and 

foreign investment. Its development goals is that build the real estate development as 

the main industry，supplemented by new drugs wholesale，commodity circulation，

property management and foreign investment ， in order to formed the health 

sustainable development management framework. 

Bingquan Company is the first food industry company of the companies which 

Fengye Group has ever acquired; it means that this is the first experience that Fengye 

Group set foot in the food industries management. In addition, Bingquan Company 

has a long development history and the settled traditional management mode; there 

obviously are various issues on the strategic management and organizational behavior 

after acquisition, it concentrated on these aspect mainly: professionalism change into 

marketization; the conflict between benefit maximization and food quality guarantee; 

traditional management mode change into standardization management mode; the 

value of quality first change into profit first; the introduction of new office systems; 

the implementation of performance indicator; the new plan of employee training; 

In order to provide a visualized cognition for these two companies that will be 

made researched specifically for this topic, there are two tables made a brief 

introduction of these company and have highlight some typical characteristic for the 

next analysis. 

 

 

 



 

46 

 

Table 3.4  The essential introduction of acquiring group in this topic 

 

 

 

Fengye 

investment 

group 

(acquiring 

company) 

 

 

Organizational 

culture  

 

 

Modern and normative work environment with 

competitiveness.  

 

Strategy and 

operation  

 

 

 

 

Strategy  

Orientation  

Portfolio diversification, build a 

comprehensive group. 

Operation 

status  

Frequent merger and acquisition 

activity, set foot in more 

industrial field.  

 

Human resource 

management  

  

Rigorous management system and thorough 

training institution, follow the principle of “let 

those who can serve as teachers” to select 

talent. 

 

 

 

 

 

 

 

 



 

47 

 

Table 3.5  The essential introduction of acquired group in this topic 

 

 

3.4 Ethical consideration 

 

Britten (1999) has considered that, respondents have a right to know the details 

of the study before the interview, in view of the ethical principles, such as the 

anonymity and confidentiality, etc. Kvale (1996) also has pointed out that giving 

respondents some idea about what will happen in the interview; If possible, increase 

the likelihood of honesty is basic steps in the process of informed consent. The 

 Before acquisition Post-acquisition 

 

 

 

Bingquan 

Food 

company 

(acquired 

company) 

 

 

Organizational 

culture  

 

Traditional management mode 

with kind family cultural 

environment. 

 

Modern management mode with less 

humanistic care 

 

 

 

Strategy and 

operation  

 

Strategy 

Orientation 

 

 

Conservative and steady 

without a big ambition. 

 

Aspiring and motivated 

Operation 

status 

 

Old equipment and old 

formula;  

disadvantaged cost of 

production; 

Quality safe first.  

New equipment and 

new formula;Profit first 

 

 

 

Human resource 

management  

 

Weak management systems; 

emphatic reward but light 

punish; nepotism. 

 

Implementation of quality 

assessment, performance indicator 

and employee training. 
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interview should be taken in the most suitable time and place for respondents without 

interference. The familiar environment can help people relax and make the interview 

more efficient. And establish harmonious relationship with participants is also very 

important for interview, it provides a positive effect on subsequent interview 

development. 

In order to prevent prejudice and keep a permanent record of respondents that 

what they have said or not, it is better to take tape record for all interviews and then 

transcribed word by word. If people still worry about recordings, to reassure them as 

much as possible, they will soon forget it's there. But, if they refuse, you need to 

respect their choice, turn off the tape recorder. Especially when talking about a very 

delicate/sensitive issue or in the case of anxiety, do not use tape recording. It might be 

risky for the interviewee (Pontin 2000). 

If it is allowed to recording, there will be a common method is that turn off the 

recorder then continue to chat with participants at the end of the interview. You will 

be able to measure whether the answer of interviewee will be reserved when be in 

recording. 

 

3.5 Thematic analysis of data 

 
Patton (2002) has pointed out that thematic analysis is a way to identify the 

common and potential problems or key points through all information from the first 

interview, and to determine the theme after summarizing all the interview record. This 

is the most common method of descriptive qualitative projects. The key stage of 

thematic analysis is: 
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3.5.1 Reading and notes  

 

This is the most basic phase. Here you don't need to provide the data overview, 

but do the preliminary observation. This is especially useful for the first few 

transcripts, when you are still trying to understand the data. 

 

3.5.2 Determine the topic 

 

The next step is to start looking for detailed information and determine the 

theme: "what is going on in this paper”. Experience each record and notes carefully, 

pay attention to the main idea of interviewee. Trying to make these as abstract as 

possible, it means that not just make summary of the text, but think what the text is an 

example. 
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3.5.3 Conceptualizing organizational change 

 

 

 

 

 

 

 

 
 

 

Figure 3.2  Conceptualizing organizational change 

 

After the exhaustive explanation of the methodology, next part will present that 

the research result which has been practiced for this research topic according to the 

above-mentioned research approach. 

 

 Organizational 

culture clash 

Organization change  

Implication for human 

resources 
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CHAPTER 4: 

DATA ANALYSIS AND RESULTS 

 

This chapter will show the results from the interview according to the 

qualitative research which developed among the acquiring company and acquired 

company, it will highlight the managerial and organizational issues in a post - 

acquisition medium - size food manufacturing company in southern China from three 

parts.  

Sections one will illuminate the organizational culture clash, and describe how 

the organizational culture different between these two companies is, then further 

consider that why form a cultural conflict and its effect. Section two will present the 

detail organization change and the response of employees to these changes, Section 

three will clarify the implication in human resource, and present the attitude of 

employees for some transformation.  

 

4.1 Clash of organizational culture  

 

After acquisition, as the food company was taken over by the acquiring 

company，it means that a new organizational of acquiring company will shake even 

replace the old organizational culture. When the old members are passive even 

resistant for the new culture, there is an organizational clash generated naturally. The 

interview will focus on how the staff thinks the previous and present organizational 
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culture, on the other hands, the interview also clarifies why the cultural conflict form 

through the response of employees for some detail change. 

 

4.1.1 The previous and present organizational culture 

 

Before being acquired, because of small and medium-sized enterprises, in fact, 

enterprise culture construction has not been very perfect. This company has some 

common fault as well as all the small and medium-sized enterprises, the most common 

way of cultivating enterprise culture construction just to preach, to hang a few banner, 

shout a few slogan, unified a staff uniforms or hold karaoke contest several times, or 

develop outing activities and quality development training several times. （Mr. Liu ） 

The company have not have the perfect systematic enterprise culture 

construction before being acquired, but on the whole, the whole atmosphere of 

enterprises belong to the traditional family management model with the milk of 

human kindness.（Ms. Li） 

Though we did not have the perfect and progressive organizational culture，

and even exist lots of defects in the management because of the kind family 

management mode. But we work happy and have a high sense of belonging. （Mr. 

MO） 

Generally speaking, ordinary staff often focuses their own benefit, it involve 

work environment, work pressure, reward and punish, family management style also 

rewarded amply but light punishment because of the lack of serious evaluation system. 

This situation make people feel relax but lack competitive spirit. (Mr. Liu)   
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Traditional family management philosophy make the company was content with 

the status quo, the organizational culture trend to be conservative. （Mr. Ho） 

 

After acquisition, the food company was taken over by the acquiring group; a 

new organizational culture from acquiring group has invaded into the original 

organization. In order to achieve the maximum gain of acquisition activity, there must 

were some transformation occur in the food company. And the biggest change is 

embodied in management concept which due to the change of enterprise development 

orientation, original is satisfied with the status quo of development philosophy and 

did not have too big ambition, but now must to strengthen the competitiveness of their 

own in order to join the competition in the market and win a place. On the other hands, 

the acquiring group itself is an ambitious and aspiring comprehensive group. So the 

distinction of organizational culture between two companies presents obviously clear 

"conservative" versus “aggressiveness". if want to use an animals to describe the 

enterprise before being acquired, that is obviously a gentle sheep, as for the current 

one, must be to go armed themselves to join the industry competition, is like a 

fighting cheetah. 

 

We can understand why they are so conservative because that they have worked 

in the original medium size company after all, but now have to change because the 

situation also has changed. （Mr. Pan） 

Our group is a comprehensive big group and also has other acquisition 

experience, they must follow us. We believe that we can lead their company to join the 



 

54 

 

current competitive market and gain the profit from this acquisition activity. （Mr. 

Pan） 

They are the layman and too idealistic, lead to formulate a series of unrealistic 

strategic target, it is too impatient.（Mr. Liu） 

They only blindly ask for the employees to accept and implement the strategic 

objectives made by management, but are hardly willing to listen to thought of old 

employees. They have already thought us as conservative, but we have work in this 

company for a long time and are the experients.  （Ms.Li, Ms Huang&Ms Peng et al.） 

  

The two different organizational cultures have conducted a collision among the 

staff of post-acquisition food company. The responders of food company have pointed 

out that the core of organizational culture construction should be the enterprise spirit 

and values to control and guide the enterprises management behavior. Only when the 

employees have a strong sense of belonging and loyalty can have confidence and fight 

in enterprise development. But opposite, the acquiring group seems to be more offish. 

 

4.1.2 The response of employees for the detail changed measures 

 

The changes of some measures also present the organizational culture clash 

between this two company, including some specific measure which will influence 

cohesion of staff：the cancellation of the staff’s breakfast and annual meeting.   
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In the heart of employees, breakfast always means of the welfare of company, 

because of the characteristic of employees' breakfast with low cost, abundant 

nutrition and component, also is convenient, especially for the employees who living 

far away, it is undoubtedly a great convenience.（Ms.Huang Mr.Zhang &Ms.Peng et 

al.） 

Most of us believe that employees’ breakfast not only means be filling for 

stomach, but also can let the staff start the work communication of a day in the 

breakfast time. Because that many of the staff would communicate and discuss for the 

task of this day with other departments during the breakfast.（Mr.Liang  Mr Zheng & 

Mr.Liu et al.） 

We don't really want to accept, it is not only a tradition, but the existence of a 

necessary. It is staff welfare. （Ms.Huang Mr.Zhang &Ms.Peng et al.） 

In our employees’ heart, the annual meeting just like the family reunion dinner, 

is a symbol of unity together, this is also identical the original organizational culture 

above mentioned which like the "family" with the milk of human kindness.（Mr.Liang  

Mr Zheng & Mr.Liu et al.） 

After the acquisition, the annual meeting is replaced by the bonus to pacify the 

employees, but we all agree that the bonus cannot replace the cohesion that gather all 

department staff and management as well as leaders sat together to communicate. 

Annual meeting, also can make some contact between ordinary workers and the top 

management during the banquet, it is also a communication between staff and the 

leadership.（Ms. Liu & Mr. Huang） 
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On the one hand, everyone all think that development of the enterprise and 

employees’ competitiveness does not have direct relationship with the cancellation of 

breakfast and annual meeting, on the contrary, the cancellation of these two can only 

say that has weaken the cohesion of staff and a sense of belonging to the enterprise. 

On the other hands, some responders have clarified that if the new leader cancel the 

breakfast and annual meeting in order to cut costs, that is not do more harm than good, 

this measure only shows the policy of new leader is an error, only for saving these 

small money but to damage the staff's sense of belonging and cohesion, it will be 

counterproductive. 

 

Table  4. 1 Clash of organizational culture between food company and acquiring group 

 Food company Acquiring group 

Characteristic family, traditional normative, modern 

Definition conservativeness aggressiveness 

Classify weaker(we) stronger(they) 

Practice have annual dinner and 

breakfast 

cancel annual dinner and 

breakfast 

 

4.2 Change in strategy and operation 

 

After being taken over, there are many transformations launched in the food 

company, the change of development strategy orientation is the biggest change due to 

the aggressive organizational culture of acquiring group has invaded. 

4.2.1 The changes of development strategy orientation 

 



 

57 

 

For the group leader who purchasing a food company first time, everything in 

future is unknown. Because of the management be took over by layman, some 

changes and idea even a lot of change which is in implementing are still in the stage 

of try. New leader thinks, it is necessary to observe the short-term strategy 

implementation first and then make long-term plan. 

 

They have set a short-term strategy when the professional manager took over：

Achieve 130 million earnings in the first year of the complete acquisition and 180- 

250 million in the second year; Extend the existing market, and improve the brand 

share, making this brand bigger and stronger; The company listed in Hong Kong in 

the next two or three years after completed acquisition.（Ms. Qin） 

But in fact, our turnover has not been over one hundred million yet before being 

acquired.（Ms. Qin） 

After the completed acquisition, the company has been taken over by the 

professional manager for almost two years, but the company during his management 

period has not been improved even retrogressive, so the main group decides to take 

over the company directly since this year.（Ms. Qin） 

The acquiring group just dispatches a professional manager to take over instead 

of managing directly after complete acquisition; we think that they don’t really pay 

attention to our long-range development in the future. （Mr. Wang） 

We almost think that the strategy made by the professional manager is not a 

realistic goal and too grandiose. Increasing sales blindly, will only make the pressure 

of minister who in charge of the sales department and its employee becomes heave, so 
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the reality does; many original sales department employees choose to leave after 

acquisition because of this fantastic goal.（Mr.Li） 

In the current market environment, the company has just completed acquisition 

also, many systems have not been perfect yet, the and overall reform haven't finished 

as well, the new leaders who set food in the food industry first even did not 

understand this industry well, just blindly increase sales in order to get more profit, it 

is absolutely not realistic.（Mr.Li） 

There are many original management issues exist in this company before being 

acquired, such as backward facilities failed to keep up with the times progress, those 

internal problems still to be corrected. Under the situation that these above problem 

hasn't been solved but pursue to expand the market and increase sales blindly, it is 

clearly too impatient and grandiose.（Mr.Li） 

We have worked in this company for many years, engaged in the food industry 

for many years, but also know the rules of this industry very well, for such a short-

term strategic target set by new leader this layman, also make us feel unable to 

achieve.（Mr. Ho） 

As for the original employees who have serve in this company for many years, 

we really realize the limitation of our consumer group for soya bean products, 

because it belongs to the leisure food instead of essential food from consumers’ point 

of view. （Mr. Ho & Mr. Li et al.） 

We think that the professional manager is a bit arrogant because of his 

experience of integration in other company, but it is his first time to participate in the 

acquisition of food industry.（Mr. Li） 
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But they do not really want to consider our idea and suggestion because that 

they regard us as conservatives. （Ms. Qin）   

 

The responders has pointed out that this strategy is not a realistic goal and too 

grandiose. Increasing sales blindly, will only make the pressure of minister who in 

charge of the sales department and its employee becomes heave, so the reality does; 

many original sales department employees choose to leave after acquisition because 

of this fantastic goal. They think, in the current market environment, the company has 

just completed acquisition also, many systems have not been perfect yet, the and 

overall reform haven't finished as well, the new leaders who set food in the food 

industry first even did not understand this industry well, just blindly increase sales in 

order to get more profit, it is absolutely not realistic. 

 

4.2.2 The changes of operation philosophy  

 

After the acquisition, the biggest change the staff feels deeply is the change of 

the operation philosophy; previous business philosophy is quality first, no matter how 

to cut costs but also can't occur on the product quality. Present idea shows that profit 

and cost should be thought first among everything, it is not said that they cut costs on 

the product quality, but they hope to be able to cut costs in some process under the 

premise of guarantee quality. 

 

We always focus on the quality in the past, but they more likely pay attention on 

the quantity. （Mr. Zhang）   
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In order to reduce the production cost, the professional manager has ever tried 

to reduce the cost on fried sesame these raw materials, it proposed try buying the 

original sesame seeds which cost is half cheaper than processed fried sesame, and 

then make the own worker do processing, in order to save costs.（Ms.Gu） 

But as result, it has produced a batch of defective fried sesame finally because 

of the outdated processing equipment and the workers are not good at such a process. 

In the end, it is not enabled this batch of sesame in order to guarantee the quality of 

the products, they have become inferior-quality product, but have to rebuy the 

processed raw materials and improve the cost inversely, do more harm than good. 

（Mr.Liu） 

After the professional manager was taken place, the new leader has realized 

that increasing sales at this stage is still a relatively long process which needs to take 

a long-term view. Therefore, he decided to change measure, focus on reduce costs to 

increase profits, that is on the premise of guarantee the quality of products to 

improved product formula and achieve reduce the cost during production processes.

（Mr. Li） 

The previous plan which improved product formula to reduce the cost also has 

reference the Southern food companies, who is the competitor in same industry 

competitors but utilize low cost operation method.（Mr.Ho） 

 

This two measures whether the pursuit of turnover growth or reduce costs by 

improved formula, they all have one point in common is to maximize profits. But with 

the current situation, as the growing industry risk  among the Chinese food industry, 
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also more and more fierce competition, blind pursuit for the growth of turnover in a 

short time is obviously too radical and unrealistic. On the premise of quality 

assurance, on the other hand, the strategy which through improving formula to reduce 

cost is more realistic. Some people always think that the main way to increase profits 

is to increase sales, but it must come with a price, but lower costs do not need to 

spend money or spend very few money. 

 

In fact, before the company being acquired, some of us all feel the original 

business model and the production mode cannot support the company to go further 

and get stable development under the current fierce competition of the food industry. 

Some issues, such as production material is too expensive, production process is 

complex and excessive consumption these problems catch the attention of original 

employees and management.（Mr.Liu） 

We are delighted to hear and see the present measures which implement cost 

reduction on the improvement of production models, process, technology, inventory, 

etc, because we are already aware of simplified production pattern and reducing the 

cost of production are the most feasible and imperative strategy under the current 

situation.（Mr.Li, Ms. Chen& Mr. Liang et.al） 

For managers of enterprises, the key point of increasing economic efficiency of 

enterprises should focus on reduce costs.（Ms.Wei） 

But reducing the production costs must be established on the premise of 

guaranteeing the quality of products, cannot damage the good reputation of company 

which set up for many years in consumers mind because of bad quality.（ Mr. Ye, Ms. 
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Li& Mr. Lin） 

Many workers clarify, in a real sense, simplify the production process to achieve 

the effect of reducing cost, should under the premise that update the workshop 

equipment and improve workers' skills, equipment renewal and reconstruction is an 

effective way to obtain the best economic benefits and realize the upgrading of 

products and raise labor productivity. After equipment technical level being improved, 

it also can drive the production efficiency and product quality, and then reduce the 

product cost and labor intensity of workers. Rather than just blindly require cut cost 

on the basis of the original situation, it not only is counter-productive and makes cost 

more higher, but also will affect the work enthusiasm and job morale of workshop’s 

workers to some extent. 

 

Table 4.2  Change in term of strategy and development orientation after acquisition 

 Past Now 

Cultural atmosphere conservative aggressive 

Characteristic steady ambitious 

Attention quality, safe quantity, profit 

Classify expert layman 
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Table 4.3  Change in term of operation philosophy 

Past Management period under 

professional manager 

Now 

quality first profit first low cost first 

old equipment old equipment new equipment 

old formula old formula new formula 

traditional technology 

but high lost 

trial measure but poor effect, 

more waste 

modern operation 

philosophy, welcome by 

staff 

 

4.3 Implication for human resources 

 

Along with the change of strategy and organizational culture, it is inevitable that 

human resource management will generate transformation. This part will clarify the 

implication in term of human resource, and how about the reaction from the staff in 

the food company. 

After the acquisition had been complete, the obvious transform in term of 

human resource management stress in these three parts: the implementation of 

performance indicator and staff quality assessment, intensive staff training plan. The 

implementation of performance indicator and staff quality assessment is created 

newly after acquisition. 

Section one will focus on what the reaction of staff and how they feel about the 

implementation of  performance indicator and quality assessment, it presents as 

follow from the point of view from management and ordinary staff. 

 

The standard of our group to choose and employ staff is according to the 

principle "who is excellent who can be in the important position", this also 
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corresponding to our aggressive organizational culture. So after finish the acquisition, 

the acquired company also needs to implement the performance indicator and quality 

assessment among employees. (Mr Liu&Ms Qin) 

In the past, our company has kept relatively loose rules for reward and 

punishment because of the family management style with the milk of human kindness, 

also has resulted in some promotion chance by virtue of nepotism. (Mr.Ho& Mr.Mo) 

The implementation of PI and QA, it is a good way for correcting the employees 

work attitude, especially for the employees who has become lazy attitude in the past, 

distinct reward and punishment system established is a warning for them.(Mr.Ho 

&Mr.Chen) 

The new performance appraisal system stipulates that the consumption every 

month and the cost control is also linked to salary. This measure leads employees to 

realize that the resource not just the company's resources, also is their resources that 

should make good use of instead of waste. This change help employees gradually form 

the correct values, and then improve the establishment of new organizational culture 

and perfect. (Ms. Peng& Mr.Li)  

 

The above opinions have reflected the positive attitude of some employees to 

the implementation of performance indicator and quality assessment. Of course, it 

also is the optimal effect which the executor wants to achieve. But the practical 

implementation inevitably faces and even falls into dilemma. There are a variety of 

negative thought from some staff. 
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Why we need to change? Most of people always are used to the previous 

management model. In fact, we also have experienced the glorious period before 

acquisition, it prove that our management style in the past has worked. (Ms Zhang, 

Mr.Li&Ms.Ho et.al) 

They always think of them as stronger but us as weaker in the management and 

operation, however, there is few improvement for our company after completed 

acquisition, and that previous wrong decision making in strategy and operation 

proved that they are not really strong in the management and operation for food 

company.( (Ms Zhang, Mr.Li&Ms.Ho et.al) 

It is a good starting point to implement these modern management tools, but it 

seems not suitable to implement at this stage: most of staff still cannot accept the 

aggressive organizational culture of the acquiring group so far. Likewise, they cannot 

psychologically agree the measure of PI and QA but still implement them according 

the stipulation. I think that is why these measures have implemented for one year after 

acquisition but have not get the expected effect yet. (Mr. Wang) 

In fact, the real implementation of these measures also faces with some issues: 

the new leader relies on KPI software (use for the implementation of PI ) too much 

but this software still exist defects in itself, this evaluation method has a tendency to 

make this assessment formalize. For example, KPI has shown advantage for some 

departments whose job function are more stable; but for job functions such as 

technology center is more flexible and innovative, schedule work for next month has 

not been able to make more clear arrangement, it is easy to show the inflexibility of 

KPI, and make some departments become formalism for this evaluation mode. It also 
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shows that the management software shall only as auxiliary, and managers are the 

dominant power.(Mr.Liu&Ms.Qin et.al) 

The performance appraisal standard is divided into two parts: daily standard 

criteria and specific functions standard. As daily standard is some basic requirements 

every employee must achieve, and the standard of specific functions is based on 

different functions standard of different departments, but some standard is not enough 

suitable with core functions of the department, give a person a sense of 

formalization.(Ms.Li Mr.Ho& Mr. Liu et.al) 

 

From above comments, we can see obviously that there is some questionable 

voice for whether these modern management tools should be implemented before the 

incomplete culture integration. Besides these issues, other dilemma, such as the 

frequent change of department managers and the loss of core employees, also should 

be focus on. 

 

As the aggressive organizational culture and the employment standard of 

acquiring group, they follow the principle of who is excellent who can be in the 

important position. But the frequent change of core managers also makes the 

employees into trouble, they have to always adapt to different manage style and 

managers. Don’t forget they still are the adaptive phase after acquisition. (Ms. Qin) 

The change of managers is often chosen from the acquiring group but hardly 

from the original staff of acquired company. Although have implemented the 
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performance indicator and quality assessment, there are still some excellent staff 

cannot get the chance of promotion. (Ms.Li Mr.Ho& Mr. Liu et.al) 

The real intention of PI and QA should be stimulating the competiveness of all 

staff, but if they cannot get the suitable promotion and reward, these measures have 

lost their significance. (Mr. Liu) 

In fact, in order to improve employees’ professional skills, there is the 

implementation of new employees training plan, gave lesson by each department 

managers or expert engaged from outside.(Mr.Liu) 

Employees training get positive effects at first; it is popular among employees of 

food company, but on the other hands, some new employees hire after acquisition 

always choose job-hopping when they think that they have get enough professional 

skills, it means that they regard the food company as rebound job.（Mr. Liu）  

The management level have always been monopolized by the persons come from 

acquiring group, this situation has caused that numerous employees of acquired 

company lost the confidence in work. On the one hand, they have realized that there's 

no chance of advancement for their future in this company; moreover, the uncertain 

future of development for this company also has disturbed their confidence.(Mr.Wang 

Mr.Liu & Ms.Chen Mr. Mo et.al) 

As we these seasoned staff would be willing to continue serving in this company 

even if there is less payment or welfare than before, but our loyalty for this company 

makes us don not give up easily although we really have a little bit frustrated. (Mr. 

Mo&Mr.Ho) 
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But for the junior employees, especially the persons who join in this company 

after acquisition, the poor organizational culture atmosphere, unsatisfactory payment 

and hopeless promotion chance, superadded the uncertain future of company 

development, lead them to choose job-hopping without hesitation. Once, there was 

almost all staff except the director in a department resigning when the contract 

expires.(Mr. Ho Mr. Liu Ms.Qin &Mr.Mo et.al) 

We always worried that the implementation of correct management tools but get 

the poor effects. Sometimes, we especially also doubt that whether we change too 

rapidly after acquisition. (Mr. Ho Mr. Liu Ms.Qin &Mr.Mo et.al)  

 

Throughout the above, we can know obviously, the organizational culture clash 

cause that the employees psychologically resist accepting the modern management 

style.  Besides, in fact, the implementation of modern management tools cannot make 

their real senses; it appears that culture integration is inconsistent with the human 

resource integration. Employees are at the phase which lack of spiritual stimulation 

and material stimulation, naturally resulting in the loss of staff’s confidence and 

excellent staff. 
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Table 4.4  Comparison in term of human resource management between past and now 

 Past Now 

Management style Poor management system, 

the milk of human kindness is 

dominant, emphatic reward but 

light punish 

Implementation of 

performance indicator, 

quality assessment and 

employees training 

Promotion chance Trend to nepotism Priority for staff from 

acquiring group 

Management level Stable Frequent change 

Employees loyalty Stronger, glorious period Weaker, chaotic situation 

and hopeless development 

prospect 
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CHAPTER 5: 

CONCLUSION AND DISSCUSSION 
 

5.1. Discussion  

 

This section will focus on the detail discussion on the basic of the research 

result from the interview on the last chapter; it will be taken into the thorough analysis 

and explanation combine with lots of existing literature and contextualizing. There 

will still be divided into three parts corresponding to preceding chapters：clash of 

organizational culture, change in strategy and operation, implication for human 

resource. 

The acquisition has been a popular form of enterprise development in recent 

times. There also are vast literatures (e.g.Cartwright and Cooper, 1993; Hubbard and 

Purcell, 2001; Marks and Mirvis, 1982; Morrison and Robinson, 1997; Nikandrou, 

Papalaxandris and Bourantas, 2000; Robinson and Rousseau, 1994; Schraeder and 

Self, 2003; Schuler and Jackson, 2001; Schuler and Jackson and Luo, 2004; Stahl et 

al., 2004; Weber, 1996 et.al.) researching and highlighting the issues even dilemmas 

during the integration phase after acquisition, but some of these literature trend to 

focus on the cross-border acquisition. But in fact, not only the cross-border 

acquisition but also the domestic acquisition just likes this specific case; there must be 

lots of issues generated after the acquisition. Before the practical research, I have ever 

made a hypothesis that the issues occur after acquisition would appear among the 

change regarding organizational culture, organization and human resource in the 
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chapter of the literature review. After developing the factual studies between the 

acquired company and acquiring group, I have find that the connections among these 

elements, in this specific case, the change of organizational culture play important 

roles during the integration phase; the organizational culture clash would influence 

other changes. The detail discussion as follow:   

 

5.1.1. Clash of organizational culture  

  

These two companies are from different industries and the different region, on 

the other hands, they have a different development background and scale, one is a 

comprehensive group, the other is a medium-size food company, and there inevitably 

is the difference of organizational culture between these two companies. As Kilmann

（1985）has ever pointed out that different change happened after the acquisition and 

one of the important factors are that the two corporate cultures will be different from 

each other, even conflict. As well as Cartwright and Cooper (1996, p. 62) have stated: 

Acquisition is the maximum interference of harmonious culture and often leads to 

"cultural clash". Minor problems and differences make up the major proportion of the 

issues. These problems created the amphibious working environment, conflict, 

employees’ discordance and pressure; it will affect organizational performance and 

quality of work life. The effects of combination with different culture type as it affects 

the management style and behavior in acquired company, these all throughout before 

and during the integration. To some extent, a single coherent organizational culture 

vitally influences on the results of the integration for an organization and its members.  
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Through the research by taking interviews, as we can see, their distinction of 

organizational culture is firstly from the different development background. The 

acquiring group as a company which develops on the basic of real estate investment, 

its subsidiaries that gain by the acquisition involved the industries of construction, 

manufacturing, medicine and chemical engineering. Since its establishing, this group 

has developed into a cross-regional, diversified enterprise group through continuous 

acquisition, restructuring, and foreign investment. In other word, link to the standards 

of this group for choosing and employing staff, it is according to the principle "which 

is excellent who can be in the important position". It obviously considers that the 

value of this acquiring group presents active even aggressive. 

As for the acquired company, it is a medium-size food manufacturing company 

and products various soy products solid drink and instant food mainly and has become 

the relatively famous local food brand among the South China. Before being acquired, 

by its regional brand effect and Chinese relevant policies, local government would 

give some help on the fund to this company for supporting the local brand. 

Simultaneously, there is not such fierce competition among food industry in the past, 

and the previous leader also advocated the stable development with few ambitions for 

the company.  

According to Wiklund (1998), Davidsson et al. (2001) and Davidsson and 

Delmar (2002) Small and medium companies usually do not much motivation and 

enthusiasm to grow. It is not difficult to find out that the value of the food company 

more like a conservative. As Davidsson et al（2001)have also defined that the most 

fundamental reason why the small and medium company without ambitions for 

progress is that fear losing the deep-rooted work mindset for daily work among 
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employees since the inherent happy work environment of the small company. 

Kilmann et al. (1985) have pointed out that whether the organizational culture can be 

changed, depending on if the presence of multiple cultures or not and how deep the 

original culture is. Thus it can be seen that the relaxing family organizational culture 

is deep-rooted in the food company, and they are also satisfied with the easeful and 

steady work atmosphere. If there is other more aggressive culture invading in even 

replace, it is a hard and lasting program.  

Cultural differences not only led to the culture clash but also result in the high 

failure rate of acquisition, both domestic and cross-border acquisitions (Buono and 

Bowditch 1989; Cartwright and Cooper, 1992, 1993; Chatterjee et al., 1992; Datta, 

1991; Morosini, 1998; Nahavandi and Malekzadeh, 1988; Sales and Mirvis, 1984). 

There is no doubt that would generate cultural conflict after the complete acquisition 

among these two companies which have different organizational culture. The firstly 

changed is the management philosophy the previous management mode is more 

inclined to traditional family management mode, the relationship between staff and 

leadership with the milk of human kindness（人情味 renqingwei）；After being 

acquired, the acquirer would regard profit as important; they must want profit to get 

effect instantly. This consideration must urge the organizational culture turns from the 

"family" into “ modernization ". The requirement of employee’s ability also 

gradually improves followed by, implement the business philosophy of "meritocracy". 

The measure about the reform of management tools will be discussed more detail 

among the part of human resources change. 

Hambrick et al.(1993) and Nahavandi et al.(1988) have reminded that accepting 

the cultural habits of the buyer after the acquisition has great significance. On the 
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other hand, Risberg (1999) also clarified that researchers generally from the 

perspective of the integration identified that the target company need to adapt to the 

organizational culture of acquiring company. But a successful acquisition does not 

mean that there must be cultural integration and assimilation（Lohrum 1992). In this 

case, some original management of food company has realized that the traditional 

family management mode should be made some changes to keep up with the times, to 

join the competition in the market. But in their mind, the acquiring group just likes an 

intruder with the different organizational culture. 

Stephen and Penelope (2005) have ever reminded that the acquirers must 

anticipate the power of cultural influence in the process after the acquisition should be 

flexible and open for the differences. But for this case, the acquirer also holds the 

attitude of a winner; they think that the original staffs of acquired company were too 

indolent and conservative in the past; they need the thorough reconstruction. After the 

complete acquisition, the new leader has cancelled breakfast and annual dinner 

directly; these two measures also cause negative emotion among all original 

employees of acquired company. In the heart of employees, breakfast always means 

of the welfare of the company, because of the characteristic of employees' breakfast 

with low cost, abundant nutrition and component, also is convenient, especially for 

the employees who are living far away, it is undoubtedly a great convenience. On the 

other hand, employees believe that employees’ breakfast not only means be filling for 

stomach, but also can let the staff start the work communication of a day in the 

breakfast time, it is not only a tradition but the existence of a necessary. The annual 

dinner as well, this annual meeting just like the family reunion dinner is a symbol of 

unity together. It was replaced by the bonus to pacify the employees now, but most 

employees agree that the bonus cannot replace the cohesion that gathers all 
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department staff and management, as well as leaders, sat together to communicate. 

These direct cancel without any statement lead to all employees guess it must for 

saving money, it more prove that the new leader and acquiring group put the profit 

and money above all other thing and be careless for the construction of organizational 

culture and cohesion. It is really not beneficial for the long-term development of the 

enterprise.    

As Bijlsma-Frankema(1997a) said that culture plays an significant role in this 

issue that how employees react to the new structure of to their work environment, 

ranging from rapid adaptation and commitment to the new expectations, to produce 

resistance, retreat, and other forms of unproductive behavior. Gilkey(1991) also 

clarified that the high failure rate of acquisitions is mainly because acquisition still 

designed the business, and financial conditions fit as the first condition, but the 

psychological and cultural issues as a minor problem. But examining these questions 

more closely might bring a learning process, aiming at how to successfully manage 

the acquired enterprise. The careless attitude for the organizational culture also is the 

common fault of lots of Chinese groups and SME, only blindly asks for the 

employees to accept and implement the strategic objectives made by management, but 

ignored to cultivate employees' sense of belonging and loyalty. The core of 

organizational culture construction should be the enterprise spirit and values to 

control and guide the enterprises management behavior. Only when the employees 

have a strong sense of belonging and loyalty can have confidence and fight in 

enterprise development. 

Marks and Mirvis (1986) underline that there is such a tendency after a 

complete acquisition which people begin to think us versus them, and differences in 
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modes of operation and management between two companies, all of these are one of 

the focus. The conventional thinking of people will urge them to attach importance to 

their own culture as superior, and other is poor. Through the interview, it is not 

difficult to find that the attitude of acquiring group trend to be a superior, they think 

their organizational culture as more predominant than the food company because of 

their big scale and the position of buyer. But to the contrary, the food company also 

considers their conservative culture is not poor because of their previous glory as well 

as they are more professional than the acquiring group in the food industry. From this, 

the organizational culture cannot get the appropriate integration and result in the 

culture clash. It does not benefit for the change of another measure after the 

acquisition.  

According to the signs of culture clash which have been put forward by the 

Cameron and Green （2003） , we can consider and discuss the reason why to 

generate culture clash and its effects more visually.  

Table 5.1 Sign of culture clashes 

Stereotyping 

Glorifying past 

Comparison 

Information 

sharing, attitudes 

We, Us 

Old practices 

Inferior, Weaker 

Cooperation 

VS 

VS 

VS 

VS 

They, Them 

New practices 

Superior, Stronger 

Coalition 
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First of all, people always say "we", "us" or "they", "them". It shows that people 

have emphasized the difference between the two cultures, rather than focus on their 

commonalities. People are always based on the more or less existing differences to 

classify person of other company. This phenomenon exists between this two company 

obviously also, seen from the process of interview， some interviewee of food 

company always classified the staff from this two company as "we" and "they". They 

still did not accept the combination from consciousness and psychology though the 

acquisition has been completed for almost three years. 

The second sign is that people always think of "the good old days"(Cameron 

and Green, 2003, p.235) and former glory. People prefer the old ways of action and 

resistance to taking a new tack. This phenomenon also especially occurs in the 

acquired company. The employees of food company are used to the steady situation in 

the past, most of them do not really want to accept the reform and change. There is a 

detail explanation in the next parts for the organization change.  

Third, members of other company are likely to get a negative evaluation. 

Comparison and evaluation are conducted by the members of the two companies 

about the other; it always can lead to a negative feeling to the other company. In fact, 

one of which is described as a stronger, and the other will be portrayed as weaker. In 

this case, the conventional thinking of acquiring company also considers the food 

company as an also-ran; they blindly insist their ideas but a lack of communication 

with the original staff in the food company. The obvious divergence revealed in the 

new development orientation made, also be discussed more detail in the part of 

organization change. 
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5.1.2. Change in strategy and operation  

 

Exactly as Geletkanycz and Hambrick (1997) have proposed a survey result 

show that core executive, who held board appointments in different industries, will 

follow the different strategic practice, is likely to launch a strategic change in the 

company which they take over. In this case, after complete multi-industry acquisition, 

the aggressive organizational and value urge the acquiring group to launch a 

development orientation change from original conservative develop strategy into 

relatively radical strategy. At the preliminary stage of complete acquisition， the 

professional manager from acquiring group had set the target of turnover in the first 

year after completed acquisition is 130 million, the second year should be 180 million 

- 180 million. But changes are not easy to be accepted, most of the original employees 

regard this new strategy as unpractical. 

In accordance with Bennis and Nanus (2004), leaders must be geared to the 

needs of the future, provide a clear strategic vision. This vision must be practical and 

credible in order to attract the attention from every organizational member. To the 

contrary, an unpractical vision will cause an opposite response; just like this case, the 

new strategy after the acquisition has attached the negative from original employees 

of the food company. On the one hands, they think that their turnover has not been 

over one hundred million yet before being acquired. Besides, turnover not only 

consider as a figure but also have to think about other elements, including the external 

and internal elements, such as the requirement of corresponding equipment and 

employees, and the current market demand and so on. 
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As mentioned before, the acquirer with the attitude of a winner, dispatch a 

professional manager to take over the acquired company instead of laughing the 

organizational culture integration or reducing the culture clash. Exactly as James D. 

Westphal*and James W. Fredickson (2001) have considered the possibility that 

apparent executive effects on strategic change may indicate board effects. The radical 

but unpractical strategy made by professional manager hastily, on the basic of the 

shallow acquaintance for the food industry and market. This move has caused the 

negative emotion from original employees for the new board at the preliminary stage 

after complete acquisition; they think that the acquiring group does not really pay 

attention to their long-term and sustainable development.  

Kilmann et al. (1985) have ever stated that the organizational culture which is 

related to individual and characteristic has an influence on organizational behavior 

and performance. The food company with original conservative organizational culture 

would like to support the relatively steady strategy and operation, but the acquiring 

group with aggressive culture atmosphere trends to the more active strategy. Besides, 

Marks and Mirvis (1986) stressed that when the size or profitability of the two 

companies have a big difference, one party may feel strong, but on the other side 

might feel powerless, it can create a problem also. This viewpoint also corresponds to 

the point of Cameron and Green （2003）which clarified above in the sign of 

organizational culture clash. The new leader from acquiring company has made a 

relatively aggressive strategic orientation for the food company. But original 

employees have considered them as a layman and think about the new strategy as 

impractical and grandiose. In contrast, the new management regards the thought of 

original staff as a conservative. And the saying of “layman” from original employees, 

“conservative” from acquiring group also can implicate the saying of “we” and “they”, 
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shows that people have emphasized the difference between the two cultures and 

organization, rather than focus on their commonalities. This conflict naturally 

conducts the divergence for new strategy orientation making and operation changing.  

Haspeslagh & Jemison (1991) have pointed out that a failed leader always lack 

of the ability to clarify clearly what he wants and demands it from employees. The 

weak leaders often expose some problems in the process of acquisition because he 

doesn't give any orientation for an organization to follow. After the professional 

manager take over the food company, not only he has set an impractical strategy goal 

but also he has made some wrong decision on the product operation. In order to 

reduce the production cost, the professional manager has ever tried to reduce the cost 

on fried sesame these raw materials, it proposed to try buying the original sesame 

seeds which cost is half cheaper than processed fried sesame, and then make the own 

worker do processing, in order to save costs. But it has produced a batch of defective 

fried sesame finally because of the outdated processing equipment and the workers 

are not good at such a process. This measure does more harm than good and improves 

the cost inversely; what's more, it has exposed the weak ability of professional 

manager and results in negative evaluation for his management skill from employees. 

On the other hands, it also reflects the lack of communication between the manager 

and workers, and disregardful human resources issue; this aspect has underlined by 

Kleiner and Nguyen (2003), some barriers which affect the benefit of acquisition also 

have conducted from these detail.   

In general, some authors always consider that the organization changes can 

conduct stress because of the generation of the feeling of losing control and 

helplessness. It results in low productivity and employee grievances (Marks, 1999 



 

81 

 

quoted in Kleiner and Nguyen, 2003). Combine with this specific case, in my opinion, 

chaotic organization change with the bad result will more easily generate uncertainty 

and hopelessness from employees for the further development of the company. As 

mentioned above, the wrong decision made in the product operation and the 

impractical strategy goals, cause the stagnant development for the food company after 

the acquisition. The higher strategic goal did not stimulate the fighting will of 

employees as the professional manager expected, more and more employs lose their 

confidence for the prospective development of this company in contrast (about the 

human dimension will be discussed specially in the part of human resource change). 

There are much disapproving voices from employees of acquired company during the 

management period of the professional manager, they all think that the strategy is not 

a realistic goal and too grandiose. Increasing sales blindly, will only make the 

pressure of minister who in charge of the sales department and its employee becomes 

heavy, so the reality does. On the other hand, the company's main product is soya 

bean products, from consumers’ point of view; it belongs to the leisure food instead of 

essential food and has some limitations on consumers already. Besides, there are 

many original management issues exist in this company before being acquired, such 

as backwards facilities failed to keep up with the times progress, those internal 

problems still to be corrected. Under the situation that these above problem hasn't 

been solved but pursues to expand the market and increase sales blindly, it is clearly 

too impatient and grandiose. 

Just as Hellgren and Melin (1993) argue that, in the process of change, the 

leader may need to be replaced to create a strategic change and change the mode of 

thinking. In fact, a weak leader who cannot guide the correct decision and orientation 

for a long-term sustainable development of company must be replaced, as well as the 
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professional manager in this case. Under the chaotic situation and stagnant 

development, after two years of complete acquisition, the acquiring group has 

appointed a shareholder of their group to replace the professional manager and take 

over the food company. This new leader has realized that increasing sales at this stage 

are still a relatively long process which needs to take a long-term view. Therefore, he 

decided to change measure, focus on reduce costs to increase profits; that is on the 

premise of guarantee the quality of products to improved product formula and achieve 

reduce the cost during production processes. 

As some theories which related to organizational change and transformational 

leadership highlight that unique perspective made by leaders in the organization and 

facilitates the complete organizational change (Bass and Avolio, 1994; Porras and 

Robertson, 1992; Hatch, 1993 quoted in Ashkanasy and Kavanagh, 2006). The idea 

mentioned above put forward by new leader has to strike a chord among the 

employees of the food company. They are delighted to hear and see the measures 

which implement cost reduction on the improvement of production models, process, 

technology, inventory, etc., because most of the original members are already aware 

of simplified production pattern and reducing the cost of production are the most 

feasible and imperative strategy under the current situation. Once the resonance 

generated between leader and employees, communication among them also can be 

facilitated to develop favourably. 

The point of view from original employees, they really hope that there is an 

effective communication developed with the new management from acquiring group, 

and the suggestion can be accepted. Generally speaking, some leader has often 

pointed out the lack of "we - feeling" and will only emphasis an ultimatum on 
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employees for organization change. It is necessary to reset the position as “superior” 

and “weaker” (Cameron and Green, 2003, p.235) between acquired company and 

acquiring group for the long-term development. Unclear and unrealistic vision thus 

constitutes an obstacle to the value creation since it can generate the stress and the 

loss of involved employees. Also, the communication of goals and new expectations 

cannot be ignored. More exactly, the meaning of communication is very crucial 

because it helps people understand the vision, to gain a common explanation. In other 

words, as the point underlined by Bennis and Nanus（2004), leaders must be able to 

convert an organization's goal to be meaningful. To follow this goal, all kinds of 

expressive forms of communication must be developed and used (Stahl, 2004, p.4). 

Finally, since it is not easy set a new vision, to walk and talk and show their 

participation for the leader is really significant, in order to increase the employees' 

commitments and willingness to implement new organizational goals.   

After equipment technical level being improved, it also can drive the production 

efficiency and product quality, and then reduce the product cost and labor intensity of 

workers. Rather than just blindly require a cut cost by the original situation, it not 

only is counter-productive and makes the cost more higher but also will affect the 

work enthusiasm and job morale of workshop’s workers to some extent. This situation 

which seems to be better accord with the point of Chatterjee (1986) and Lubatkin 

(1983) presented that the strategic fit for acquisitions can be useful, because it 

provides greater synergies, enable enterprises to operate more efficient.   

Moreover, this is a specific case of the multi-industry acquisition, in the view of 

the original employees, the acquirer just as an intruder and layman. Along with this 

unrealistic strategy made, must influence the mutual trust with a new leader. The 
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strategy fit also affects the psychological acceptance of the new organizational culture. 

By the point of Muller et al. (2001) presented that the new culture, combined with the 

new strategy and structure, make the thrust of performance evaluation. It can be 

understood that the evaluation of the new strategy made by the original staff will 

directly influence the organizational culture integration.    

It still needs some time to prove whether this new strategy will bring the better 

economic benefit or not, but the organization members’ acceptance for this practical 

strategy will prompt them to blend in the new organizational culture. Rational 

development strategy can help rebuild the confidence and trust between acquired 

company the acquiring group. On the other side, if the acquirer has attached 

importance to reduce the organizational culture clash, help the original members 

psychologically agree and understand their aggressive value, combine with the 

consciousness for current competitive marketing environment, the staffs of acquired 

company will like to joint effort for the new strategy goal on the basic of rebuilding 

loyalty after acquisition.  

But a successful acquisition and the sustainable development of enterprise not 

only impacted by the strategy setting, but also including other aspects, such as the 

dimension human resource. These will be analyzed particularly in the next parts.  

 

5.1.3. Implication for human resources  

 

The organizational culture clash not only affects the change and decision of 

development strategies but also cause influence for human resources.  Just like Max 

(2006) has clarified that change is never easy, but it's especially difficult for the 
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enterprise who affected by the acquisition. In this case, change occur in the food 

company is also not easy as well, along with the complete acquisition, the new leader 

started to undertake the transformation in term of human resource management and 

take some modern management tool, such as the implementation of performance 

indicator, quality assessment and employee training. But there still are parts of 

original employee passively accepting these changes; they have argued that their 

traditional management style is not weaker because of the glorious past they have 

once experienced. The reasons why this negative emotion of original employees 

conduct can be linked to the organizational culture clash mentioned above, as the one 

sign of organizational culture clash that people always think of "the good old 

days"(Cameron and Green, 2003, p.235) and former glory, original organization 

member prefer the old ways of action and resistance to take a new tack. Nevertheless, 

there is another element affecting the reaction of original staff for the change in term 

of human resource management in this specific case. 

In accordance with Stephen (2005), he has analyzed that employee behavior 

tends to imitate their management behavior, and this behavior depends on the time 

they needed for accepting the acquiring company as their new boss and new process. 

In other words, the new relationship between original management and the new leader 

will become one of the elements that affect the reaction of employees for the 

transformation. But as I have analyzed above in the part of strategy and operation 

change, the lack of communication for some decision making of development strategy 

and operation has exposed the poor relationship between original management level 

and the new leader, the description of “expert” and “layman” also has presented this 

issue. Besides, in this case, there is not an obvious improvement for the food company 

in two years after completed acquisition also causes vital influence in the confidence 
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and acceptance of original employees for any changes, including the implementation 

of modern management tool.     

Although the implementation of these above modern management tool is to 

establish the management system and stimulate employees’ competitiveness, a tool is 

just the tool; leader and management is the main executive. There are some 

complaints from employees and department director about that the new leader relies 

on management tool too much and ignores the limitation of these tools for different 

department responsibility, they have worried that this evaluation method has a 

tendency to make this assessment formalize. Just like Charman (1999)mentioned that 

human resources are the change champion to provide management skills during the 

change, to make the right people with the appropriate basic knowledge and skills 

match, to satisfy the common goal business of the enterprise. It follows that 

management skill is most important rather than the implementation of management 

tool, superior management skill can facilitate the transformations and reduce clash, 

vice versa. This point also can be linked to the change in term of strategy and 

operation mentioned above. 

On the basic of the acquiring group’s employment standard which focuses on 

the principle: who is excellent which can be in a good position, it causes the frequent 

change of managers. As Yaakov (2010) have clarified that the knowledge and 

experience of employees is a key factor for creating a new practice and existing 

improvement in each organization of acquisition. Frequent change of manager means 

that the creation of new practice and new management style, but readapting is not 

easy generally, especially for the persons who at the stage of incomplete integration in 

post-acquisition. Hofstede (1980) has mentioned a clinical manifestation shows that 
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employees usually fear of losing control, failed to establish mutual trust and disgust 

"forced" change, don't want to change at the integration phase. As well as the same 

point clarified by DeNisi & Shin (2005), the organization members lack the feeling of 

control in the acquisition will result in negative reaction from organization members.   

Furthermore, according to the aggressive organizational culture atmosphere of 

acquiring group, the implementation of modern management tools should be 

stimulating the competitiveness of all employees. This point also supported by 

Pritchard (1992) and Larsson (1990), they have stated that fair reward system 

regarded as the motivating factors for employees. Staff incentive system changed so 

all employees gain the same benefit equally. Employees will also be stimulated by 

managing director who actively show their appreciation, its importance emphasized 

by Schweiger et al. (1987). Moreover, the unfair reward system may cause negative 

effects, in this case, the management level has always been monopolized by the 

persons come from acquiring group although implement the performance indicator 

and quality assessment. This selective promotion treatment between the staff of 

acquiring group and acquired company, it appears that culture integration is 

inconsistent with the human resource integration. Just by Schein’s (1989) of the 

notion, if these differences do not be properly handled, it is easy to form the aversive 

diversity of organizational culture, lead to low efficiency and produce some issues 

likes the low trust between staff from different companies and hard cooperation. 

However, there is a more severe situation at present appearing as “resignation 

boom”, the above selective promotion treatment between the staff of acquiring group 

and acquired company also become one of the reasons. Especially for the new 

employees join after acquisition, they cannot get the fair promotion chance and just 
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regard the job in food company as rebound job. Besides, the poor organizational 

culture and chaotic atmosphere cannot make the organization members generate the 

new loyalty and sense of belonging to this company which being acquired. The old 

staffs perhaps remain the previous loyalty and continue to serve the firm, but for the 

new staff that joins in the acquired company after acquisition, besides the lack of 

aforementioned spiritual stimulation, the uncertain future of this food company, the 

hopeless promotion chance and the less payment, these elements are enough to urge 

them losing confidence for this food company. Cannella & Hambrick (1993) also 

emphasized the point that the loss of talent is considered to be an important 

determinant of unsuccessful effects after the acquisition, because that along with the 

leaving of key executives, the loss of their knowledge and skills is followed. It 

absolutely is a terrible situation for a company which finishes the acquisition and turn 

into the phase of reconstruction and reform.  

About the employees training, one of the modern management tools, it is always 

underlined by most of the authors： Shlomo and Yaakov (2010) think that training 

helps to improve the efficiency of knowledge integration and absorption or acquire 

knowledge by encouraging reuse the manual, databases, processes and procedures of 

this knowledge. Larsson (1990) emphasize that employee training is the best way to 

create common orientation and cope with new tasks among employees. On the face, 

employees training also get positive effects in this case, but there is still lost of talent 

staff, and many new employees choose job-hopping after they get the enough 

professional skill from training and practice.  

From all above situation, we can get implication presents that the 

implementation of all modern management tool including performance indicator, 



 

89 

 

quality assessment and employees training is also essential for the company but the 

benefit of their implementation must rely on the applied way of the executive in 

balance. There is no real sense of these tools if they are used in an improper way will. 

In general, "human" is associated with the challenge of post-acquisition integration 

(e.g. Cartwright and Cooper, 1993; Hubbard and Purcell, 2001; Marks and Mirvis, 

1982; Morrison and Robinson, 1997; Nikandrou, Papalaxandris and Bourantas, 2000; 

Robinson and Rousseau, 1994; Schraeder and Self, 2003; Schuler and Jackson, 

2001;Schuler and Jackson and Luo, 2004; Stahl et al., 2004; Weber, 1996).     

From the interview record, it obviously appear that the lack of communication 

as current dilemma, some employees have doubted the necessity of implementation of 

modern management tools at the stage of incomplete acquisition, but there is not real 

feedback and common announcement to the new leader from employees, they are still 

implementing them although there is negative emotion from mentally. Of course, this 

reflect the poor communication of new leader, but it is very crucial to connect with 

people, it is necessary to understand how employees feel about things, know what 

they are interested in, what motivates them, their feelings, needs and setback. The 

importance of communication between organization member and leader also highlight 

by Ashby & Miles (2002).Also, it is usually vital to develop an effective 

communication which will help show the right way to follow and provide meaning to 

people to achieve the goals of the organization. It is also important to promote all the 

knowledge and information sharing between the company and different departments 

(Bennis and Nanus, 2004). Frequent and useful communication in this period will 

increase the trust of the staff for the new manager,the restructuring will be easier. 

Besides, the gradualism demands more understanding of the market and environment; 

it is particularly important for international acquisitions.  
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Some researchers have encouraged the rapid change; they think that since the 

employees in acquired company have anticipated the restructuring, rapid change helps 

to reduce the uncertainty (Shrivastava Searby, 1969; 1969). Some researchers think 

that the realization of the slow change is not the result of a strategic plan, but the 

symbol of noneffective management (HaspeslaghandJemison, 1991). Similarly, 

Schmidt and Schettler (1999) also agree that there is an incremental resistance change 

with time.  

Combine this specific case and above opposite view, in my opinion, whether the 

gradualism or rapid change should depend on the type of the acquisition, and the 

situation of target company before acquisition. In this case, acquirer hurried to get the 

economic benefit and rapid reconstruction then underestimated the inveteracy of a 

conservative organizational culture of Food Company from the beginning. Besides, 

they also have neglected the organizational culture clash and just command the 

original members to implement the change of strategy and human resource with the 

attitude of a winner, it naturally results in growing psychological contradiction, 

chaotic management situation and loss of employees after the acquisition.  
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5.2 Conclusion 

 

Acquisition is a fast strategic choice for expanding an enterprise, especially for 

a medium-size company that faces fierce market competition. However, acquisition is 

not only the opportunity but also presents immense challenges. The investigated  

small-medium size company in an autonomous region Southern China, presented with 

considerable clashes in organizational culture as a result of the transformation and 

integration after acquisition  by a portfolio company based in an economically highly 

developed region in Northern China. 

 

In this specific case, the acquiring group named Fengye investment group is a 

comprehensive enterprise group that mainly operates real estate development and is 

on fire for setting foot in other industrial field through merger and acquisition 

activities, this situation can be linked to its modern and normative work environment 

and organizational culture with competitiveness. Besides, its standard for selection of 

talent also follows the principle “let those who can serve as teachers” and use a series 

of rigorous management system and thorough training institution to manage the staff. 

These typical organizational culture and managerial style not only support the group 

headquarters but also influence the subordinate companies by acquisition. 

Bingquan food company is one of subordinate companies of Fengye group, 

which just has finished completed acquisition by Fengye group for about three years.  

Before acquisition, it is a privately-owned medium size food manufacturing company 

and gains some financial support from government because of its regional brand, 

policy support also facilitates its conservative and family organizational culture 

formed, it is just satisfied with the existing state of affairs and not really ambitious for 

the further progress by following the steady strategy orientation. Its family 
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organizational culture make a relatively relax work environment and weaker 

management system, the deep-rooted concept of nepotism is also popular. Along with 

the development of economic situation, medium-size companies are faced to 

transformation, after acquired by the Fengye group, there is tremendous changes 

occur in this medium-side company and lots of issues also come into being. 

The specific case for acquisition of this thesis occurs between two companies 

which are in the different industries and from very different regions in China, with 

their own distinct Chinese culture and socio-economic outlook. After almost three 

years since the food company has been acquired by the real estate investment group, 

there were only a few improvement, because of continual managerial and 

organizational problems as outline below： 

1. The two different deep-rooted organizational culture from two 

company of different industries cause the obvious organizational culture clash present 

as “aggressiveness” verse “conservative” 

2. It is easy to form the comparison appears as “stronger” and “weaker” 

between two companies after acquisition; this is also a sign of organizational culture 

clash. There also is conduct a discriminative mentality between the two company as 

“expert” and “ layman” if it is a first time for acquiring group to set food in the new 

industry. 

3. As for acquiring group, the imperious attitude for getting the 

maximized benefit, the lack of communication with original management and the 

superficial understand for the market will result in the wrong decision making for the 

strategy and operation. 

4. There is a resign boom of occur among new and old employees after 

acquisition because of the chaotic incomplete integration situation and poor 
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management skills of new leader. 

5. New management lack of management skills will lead to all modern 

management tools cannot come into play.   

Besides, it is not difficult to found the connection between organizational 

culture clash, strategy and operation change and human resource from this specific 

case: 

 

                                                                 Strategy and operation change 

                                              

                                            Effect 

 

 

Organizational culture clash                                           Effect  

 

 

                                             Effect 

                                    

                                                                            

                                                                            Human resources 

                                                Act on 

             

           Value                                                                         Behavior 

 

 

Figure 5.1  The connection of organizational change 
 
 

The organizational culture means the value and atmosphere of an enterprise, 

cultural fusion help organization member psychologically accept the new value and 

rebuild the new loyalty for the company which experience reconstruction after 

acquisition. But on the contrary, the cultural clash will influence people accept any 

changes, especially for psychological acceptance. As for the strategy and operation 

change, On the other hand, the setting of strategy should decide by not only the 

internal element, but also the external element: marketing environment, consumer 

preferences and competitor and so on. However, the effect of strategy and operation 

change will affect the willing of organizational members for accepting the new value 
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and rebuilding the trust with acquiring group. In other word, the feasibility and 

rationality of new strategy affect people rebuild the loyalty and confidence for new 

management style. Thus organizational culture changes and strategy changes present 

the connection of interaction effect.  
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5.3 Research contribution 

 

This research has been undertaken on an acquisition activity between two 

companies from different industries that originated from two distinctly different 

regions in China.  

Based on a qualitative methodology, this thesis provides a case study (Yin 2002) 

that shows the logic of acquisition and the resulting organizational problems. It 

therefore will provide inspiration for further research in term of acquisition or 

organizational culture difference, such as: 

1. Acquisition undertaken between two or more companies from different 

regions within one country. 

2. Acquisition undertaken between two or more companies in the different 

industry sectors. 

3. Acquisition undertaken between two or more companies in different countries 

but from the same or different industry sectors.  

This study could provide the basis for generalization and relatability for further 

research to specifically explore how regional differences affect organizational culture 

in terms of acquisitions. Further research is called upon that investigates the diversity 

of Chinese culture and the effect this has on organizational culture. This could 

specifically include geographically different regions, but also socio-economically 

diverse places across China. 
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5.4 Implication of Business  

 

5.4.1. There should be a gradual understand to the all aspects of acquired 

company before completed acquisition for acquirer, not only consider the property 

among top management but also make contact with all employees of target company 

as soon as possible. It can facilitate acquirer to control completely this company after 

thorough acquisition, also help determine which apartment can develop core 

cooperation for the new development direction. 

5.4.2. Organizational culture fusion is the premise of reconstruction. After 

acquisition, should not only focus on the finance, accounting and reconstruction, but 

also attach importance to organizational culture conflict.   

5.4.3. The establishment of a new organizational culture needs the process of 

correcting recognition, good communication, selecting mode, and creating shared 

values.  

5.4.4. Through the organizational culture fusion, combine with its function of 

identity and initiative; enable to effectively allocate various kinds of internal and 

external resources of company.  And then promote the reconstruction and completion 

among different levels of the enterprise management.  

5.3.5. The ability of transcultural communication should be emphasized, and 

reinforce the cultural communication among organizational members to achieve the 

transcultural understand. At the same time, stimulating the active behavior of staffs 

among the process of culture integration, to choose a suitable organizational culture 

integration mode and rebuild the mutual value on the basic of cross-cultural 

differences. 
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5.3.6. New leader should rebuild the trust and provide the most trusted content 

with employees as soon as possible; there should be a feasible new vision or develop 

target and show how it exciting is, in order to strike a chord with employees and urge 

them to struggle for this new vision. 
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5.5 Limitation& Further Research   

 

This research was developed between a food manufacturing company and a real 

estate investment group, aim to research the managerial and organizational issues 

after acquisition activity; the research methodology takes the qualitative research and 

mainly develops the focus group interviews and in-depth interviews between above 

two companies. Because of the limited ability and time of researcher, this thesis 

mainly refers to the acquisition happen in a medium-size food companies in China 

this one specific case. Although it might not be possible to generalize to other 

industries or other countries, it aims to highlight issues that management practitioners 

and theorists across the board can related to.  

For the further research, in my opinion, combine with the existing literatures, 

most researchers would mainly like to develop research among the transnational 

acquisition. But in fact, not only the transnational acquisition, but also the domestic 

acquisition, as long as the acquisition happen between two companies which have 

different organizational culture and background, it must generate some managerial 

issues even conflict. Thus, I think, about the issues after acquisition and the effect of 

these problems, and then the important factors which cause a successful or failing 

acquisition, these matters are worth making further research. 
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Appendix 1. Summary of first round interview in food company 

 

The organizational culture of this company places emphasis on technology, 

product development, and quality in the past. And internal management culture focus 

on "humanized management", this model which refers to the common program of 

general management in small and medium-sized enterprises, there is no clear 

performance evaluation and punishment system, a lot of systems as "empty shell". 

Most directors have no a deep understanding for power and responsibility, and if there 

was an accident but also did not need to bear responsibility too much and got a heavy 

punishment, even have no competitive state of mind for own daily work. It also 

caused the management with the attitude of indolence and muddle along before being 

acquired. This phenomenon, of course, it also has a great connection with the 

company's strategic positioning in that time. Because the product of this company is a 

local regional brand, it has already occupied a certain market in the local market, due 

to the conservative operation philosophy of the leader, there is not too big ambitions 

for the expansion of the company's future market development, it just hope maintain 

the product quality and reputation of ace products in the field of existing market, in 

general，it is a more conservative the moderate business philosophy. Thus it was 

such a strategic positioning also make the enterprise management mode trend to the 

more traditional management mode, formed the management model as centralized 

system which the chairman one person control whole company, management and all 

departments just need to resign the order from chairman, also does not need to 

undertake the pressure of business and performance. And the task of each department 

managers more like "convey assignment" to subordinates which arranged by chairman 
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rather than have a true leading effect. On the other hand, due to some Chinese 

traditional concept about entrepreneurship, for example "the founding hero" 

"nepotism" those idea is also affects the arrangement of human resources. Many 

employees who have no real ability and old thoughts should be eliminated already, 

but because the Chinese "nostalgic" thought is deeply rooted, cause that there are a 

large number of employees with low productivity but“supported” by the enterprise, it 

is a large consumption for enterprise resources. （All interviewees） 

 

After this company being acquired, it must experience a restructuring phase. 

Range from the strategic orientation to the enterprise culture and arrangement of 

human resources all have changed. The director of human resources of this company 

said, organizational culture is the foundation of enterprise development, most of the 

time organizational, organizational culture also reflects the values, social 

responsibility and moral values of leader. Many small and medium-sized enterprises 

in China will have a kind of disease, some business leaders he himself does not 

correct his values, as well tend to become the situation that leader himself is in the 

damage of enterprise culture. And the values and quality of leader not only affects the 

creation of organizational culture, also affect the strategic positioning of enterprise, 

should not just in order to "make the money", but should set a strategic direction with 

the development vision of long-term. （Director of H&R） 

 

For this company, a new leader has orientated for the company's new 

development direction as expanding market share further, new short-term goals is 

becoming a listed company in the next two or three years after the completion of 

acquisition. In addition, the new leadership also develops a new product positioning, 
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on the one hand, focus on developing the flagship products of this company such as 

"woman soya-bean milk" and " bean curd jelly". These flagship products have already 

possess certain popularity in the original regional market, but different from the 

original strategic positioning which only content to build market share this 

conservative views, new strategic positioning for the flagship products is becoming 

bigger and stronger, and turn into the first among the similar products nationwide as 

the goal, should clear about that the current market environment is competitive market 

instead of product market, also focus on developing the flagship products and foster 

its competitive advantage. On the other hand, in order to satisfy the increasing 

consumer demands for convenience products, new leadership plans to develop a new 

production line —— the liquid product, and it also broke the traditional edible way of 

this enterprises products which has been keeping the way of instant granule. （One of 

deputy general managers） 

 

And strategic positioning change nature also caused the change of 

organizational culture naturally. The original enterprise culture focus on technology, 

development, and quality of product, it reflects clearly that the corporate culture tend 

to be adept in the field of specialization. And after the takeover, new organizational 

culture focuses on management, development of the market, as well as food safety. 

The employees have felt particularly that corporate culture has changed from industry 

experts into marketization, working to improve the competitiveness of the brand, to 

adapt the demand of competitive market. On the other hand, the company also 

reinforced the strength on advertising and publicity, increased media exposure in the 

network, television and other media channels. （All interviewees） 
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In order to retain core employees, new leader has increased salary 10% pay each 

employee after the completion of acquisition. This policy has won the majority of all 

employees. But, on the other hand, the all original employees think that the new 

leader have not shown the enthusiasm on blending into the staff after taking over the 

company, some details appear on that the new leaders never have meals at the staff 

dining hall, they would ask assistant to deliver meals to their office instead. Causes 

that some ordinary staff is not familiar with the new leader even have not met; this 

style is widely divergent with the original leaders who are approachable and actively 

involved into employees. This appearance is not beneficial for the old employees to 

accept the change of management mode as soon as possible at the transition period 

that the company has just been acquired. （All interviewees） 

 

After the acquisition, a change implement by the new leader has caused the 

controversy - cancelled staff breakfast. This is a welfare practice that the enterprise 

Keep to the present for the employee, but the new leader thinks that because acquiring 

company itself also does not have the habit that provide breakfast for the employees, 

so the acquired company also ought to adapt to change. Most employees think that 

providing breakfast is necessary, especially for the staff whose home is far. This move 

which has broken the traditional measures also let some employees began to realize 

definitely that this company has real “change dynasties".（All interviewees） 

 

At the beginning, the old employees was existing resistance for the acquisition, 

they are fear of having their own job and salary changed. Although the new leader 

grasps attitude that adhere to not change old staff positions during the period of 

transition just has completed acquisition, but along with the implementation of the 
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new management model, more and more old management and employees are 

eliminated because they do not adapt the new management mode, some department & 

Position also started to make the corresponding adjustment, the original employees 

who left over but also have the negative emotions that depend on someone for a living. 

But also understand their plight clearly at the same time, only adapt to the new 

management mode can continue to work in this company. （All interviewees） 

Some management slightly have a neutral attitude wait-and-see for the company 

be taken over, they think that the executive and management of the company always 

are the industry professionals. The company from establishment to now, has 

experienced from the rise sharply to glory period and to be acquired finally, is already 

in a bottleneck stage of the development. Now it is acquired by an unprofessional big 

group, decision maker range from professional personnel to unprofessional person, 

give rise to management idea renew, it is an opportunity that prompt the company 

develop in a new direction. But on the other hand, for a medium-sized enterprise that 

has always been insisting the traditional management mode, management mode 

transformation seems not easy. （ Director of Quality control department ，

Technology center） 

But the plan of the market development made by the new leader after the 

acquisition seems too eager. As for the sales department, the company's new decision 

is to expand market share, and for higher sales, this plan to the original sales 

personnel who always follow fairly conservative development, is undoubtedly 

increased the pressure of job. Food and beverage have the characteristics with service 

life, and the customers also have the preference that updates fast speed. Merchants are 

generally reluctant to make goods overstock. Before the new market is still 

undeveloped, it is undoubtedly a huge pressure that the sales staff wants to increase 



 

121 

 

amount of sales on the original market and customer resources. This also led to some 

part of the core sales manager has offered to resign after being acquired, the main 

reason focused on that the task and pressure is too heavy and too big, on the other 

hands, they consider that salary is out of step with the work load, especially after the 

new leaders take over the company, but feel little promotion potential. The core sales 

staff of each regional market has controlled many product market customer contacts, 

as we all know, sales personnel and customers establish and keep a long-term stable 

cooperative relations of tacit understand is a time-consuming process. The departure 

of core sales manager means that need to establish and develop the tacit 

understanding, credit and symbiosis between customers and new sales personnel. 

Frequent replacement of sales staff also will leads to customers have the unsound 

feeling for company development， go on for a long time, can cause bad effects to 

the company credit image. So the new head of sales department points out that the 

departure of core sales personnel's is a major loss for the company. （Director and 

staff of Sales department） 

As well demission because of the increased business pressure was the manager 

of the import and export trade, he has pointed out that, after being acquired, new 

leaders are anxious to the pursuit to realize economic benefit, to expand market share 

and improve the turnover these initial target, production and sales tasks are 

aggravated in the various departments. For import and export department, mainly be 

responsible for the export products, for a regional brand medium food enterprise, 

foreign market development is still in infancy, the market share is also small, a sudden 

increase sales task is not realistic doubtlessly, but also cannot finish. This is the 

important reasons caused the departure of some core managers. （The previous 
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director and the current employees of Import and export department；） 

 

Besides the reason of working pressure, another big reason cause the demission 

of original department director or employees is that cannot achieve or adapt the 

personal quality that new management mode has required for as to be eliminated. The 

new management mode requires enterprise internal use OA, ERP, KPI and other 

office software to conduct system management, and lead the use of paperless office 

replace paper office gradually; meeting form also uses PPT report instead of the 

previous oral presentation. And the change of management pattern from "artificial" 

turned into "automation" gradually, so the quality requirements for staff especially the 

executive level management is high than before, particularly for the requirement of 

the computer operation ability. Such as the production department, has replaced the 

two executives after completion of the acquisition, both this two persons were the old 

employees working in this company for a long time. But all departments are required 

to be managed by using the office software after the restructuring, as for production 

department，the control of production consumption and cost budget are executed 

more strictly, and these requirements are reached or not is closely related to 

assessment of department. But the two original managers both cannot achieve 

competent quality and ability that the electronic management operation requires, so 

they can but have to resign by themselves. （The previous director of Product 

department） 

 

It has been two years time since the completion of the acquisition, but another 

big issue about the personnel allocation. The remaining employees who continue 

working here generally have the ability of electronic operation management, but there 
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is a strange phenomenon occurs at some departments: when the head position was 

vacant, new leader considers that some staff is qualified to be the director of the 

department but they usually are reluctant to be. Some incumbent managers’ think that 

the reason causes this phenomenon is that the new management model has determined 

anew the staff appraisal system and the liability system to be strict obey, and someone 

who was appointed as the director is afraid to take responsibility. This have a great 

relationship with the old management model used to before acquisition, the previous 

management idea paid attention on the "humanized management", "humanized 

management" model means that there is no clear performance evaluation and 

punishment system, a lot of system as "useless", part of the directors did not have a 

deep understanding for "liability", and if there is a accident and also need not bear too 

much responsibility and get a serious fine, they also did not have the competitive state 

of mind compared with another excellent persons. And this remaining issue caused 

the part staff who had become lazy apathetic mindset before is unwilling to undertake 

the due obligations now, especially undertake the responsibility of an entire 

department. Thus, some departments which appear the vacancy of director can only 

hire outside talent managers. （Director of H&R，staff of Marketing department） 

 

New management pattern follow the modern management idea, using 

decentralized management and delegate power to each management, no longer the 

dictatorship that the chairman one person be in power. New management mode set up 

six deputy general managers is in charge of various departments. But such institutions 

also have some problems, for example, some issues are anxious to make decisions, 

because there is clear responsibility and authority now, must go through the 

agreement among the deputy general managers who is in charge of and the 
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department manager, sometimes also can cause the inefficient consequences. 

Furthermore, some deputy general managers reporting work to the chairman are with 

this mentality “report only what is good while concealing what is unpleasant ", also 

cause the chairman cannot take a panoramic view of the situation. On the other hands, 

some of the deputy general managers will toss aside some decisions also because of 

fearing to undertake the due obligations, this will also give rise to some situations 

such as low work efficiency and low executive ability. （Director of Quality control 

department） 

 

But there is also a director pointing out that the example of Wahaha company, it 

also is the same as food and beverage production enterprises, is the largest of China 

and the fifth of world, have been adopting the management mode of the " dictatorship 

".(This company has formed a set of super flat and absolutely centralized management 

framework for many years: did not set the deputy general managers, directly under the 

CEO is middle management, namely the directors of sales department, market 

development department, planning department, business administration department, 

production department and finance department. This large system involving 30000 

people all are commanded by its CEO Mr. Zong, from the market decision, to buy a 

broom this trifle must be decided upon by the hand of CEO. Such a management 

mode is beneficial for leader at the helm, and found the problem in time, improves the 

work efficiency. This enterprise still develops rapidly and has already occupied a 

place among the food industry.)Some executives think, since the management mode 

of Wahaha is a successful example, it illustrates that their previous management mode 

which is similar to Wahaha is feasible, and new leaders should not blindly change 

management model. （Director of Technology center） 
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As for the current performance appraisal system, some employees pointed out 

that is not too seriously for employee performance appraisal in the past, after being 

taking over, the KPI performance appraisal software is adopted for staff performance. 

To a certain extent, it is a good way for correcting the employees work attitude, 

especially for the employees who has become lazy attitude in the past, distinct reward 

and punishment system established is a warning for them. Besides, the new 

performance appraisal system stipulates that the consumption every month and the 

cost control is also linked to salary. This measure leads employees to realize that the 

resource not just the company's resources, also is their resources that should make 

good use of instead of waste. This change help employees gradually form the correct 

values, and then improve the establishment of new organizational culture and perfect. 

（Worker of production area） 

 

But there also are staff complains that due to the new leader rely on KPI 

software too much combined with this software still exist defects in itself, this 

evaluation method has a tendency to make this assessment formalize. For example, 

KPI has shown advantage for some departments whose job function are more stable; 

but for job functions such as technology center is more flexible and innovative, 

schedule work for next month has not been able to make more clear arrangement, it is 

easy to show the inflexibility of KPI, and make some departments become formalism 

for this evaluation mode. It also shows that the management software shall only as 

auxiliary, and managers are the dominant power. （Current employees of Product 

department and Technology center） 
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About the staff training, staff referred that previous employee training is just 

going through the motions, is formalism and less time. Now new employee training 

system perfect gradually, it requires that the employees either who has been working 

here for a long time or newcomer must be trained.  The basic training hold for once 

two month, some training courses are geared to the basic quality training of all staff 

who working for food industry company, and some of them are in view of the 

functions of various departments, there are courses as follow: 

 

The process of food industry  

The company equipment type selection 

Human resource management 

Human qualities model and applications 

3 p compensation management 

Summary of food safety management 

Consumer psychology 

 

The course content is prepared by the speaker and speaker arranged by the 

director of each department or senior management personnel at present, there is a plan 

that hire external management professional in the future. Some executives explained 

that prepares and give the lesson by each director, can let them found the lack of 

execution among preparing lectures and communication with employees in the 

process of teaching, but cannot rule out the coping behavior by some irresponsible 

managers. （All interviewees） 

In this two years of completing the acquisition, the new chairman has also made 

the wrong decision caused the loss of the company. In order to improve sales, reduce 
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costs, the company has joined hands with a trading company locate in Guangzhou, the 

company is in charge of capital, and the other company provided the manpower and 

sales channels, have set up a new trading company named after the two companies. 

The original idea is that with the help of the rich resources from cooperative partner to 

expand sales and suppliers channels. But due to the low evaluation to the partner, 

resulting in the cost is higher than the budget, cannot achieve expected economic 

benefits, and end in failure, thereby leave behind a shambles which causing more than 

four hundred loss to the company. But the influence of this incident on the new leader 

is that the shareholders decided to replace the chairman. （One of deputy general 

managers） 

During this interview investigation, a new chairman has just taken office for a 

week, the attitude from the manager level to ordinary staff to the new leader is still in 

a wait state, they are also talking about, and it is unknown the new leader’s style of 

work and whether have to adapt to a new policy. In fact, after being taken over, they 

have been in an adaptive phase, in the context of the current situation, the adaptive 

phase will sustain for a long time. The possibility of frequent replacement for leader 

let them hold the wait-and-see attitude or some confused for their own development 

and the development of the company in the future. （All interviewees） 
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Appendix2. Summary of second round interview in food company 

 

1. Changes of management style and strategy 

a ） What is the company's present strategy? (Two aspects: planning and 

execution of the strategy) 

The present long term strategy of Bingquan still insists listing in Hong Kong in 

two years. But in terms of short-term strategy, has corrected compared with the 

previous strategy which made during the period of managing by professional 

managers, the previous plan always insist increase sales and expand the market to 

improve the market share. But after completed acquisition, this company has 

experienced the management mode of professional managers and then control transfer 

to the group these a series of things, the leaders of group begins to produce some new 

ideas for the strategic management of this company. They have realized that 

increasing sales at this stage is still a relatively long process which need to take a 

long-term view, therefore, the new leaders decided to change strategy, focus on 

reduce costs to increase profits, that is on the premise of guarantee the quality of 

products to improved product formula and achieve reduce the cost during production 

processes. The leaders think that this is the first time that the group acquiring food 

companies and set foot in the food industry, there still exist many defects and the 

insufficiency in the management and operation, but they believe the right strategy will 

generate on trial and error and changing with the unceasing development of the 

situation, just like the previous strategy which improved product formula to reduce 

the cost also has reference the Southern food companies, who is the competitor in 
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same industry competitors but utilize low cost operation method. 

b）What did the “professional manger” try to do? What was his strategy? 

Most of the time, the biggest different for the thinking of professional managers 

and entrepreneurs is that : the boss's thinking focus on "live", and what professional 

managers have learned is how to "live better". The so-called "living well" refers that 

the professional managers also would generally like to set a higher strategic goal for 

enterprises, they usually consider that enterprises should not only satisfy with their 

current status and position, there must be more ambitious long-term goals. So on the 

setting of the strategic objectives they generally tend to pursue the growth of the 

"quantity” that is only pursuing the growth of the business turnover. The professional 

manager who takes over this company also had the same disease: concentrate on the 

pursuit of growth in turnover, he had set the target of turnover in the first year after 

completed acquisition is 130 million, the second year should be 180 million - 180 

million. But for the company, its turnover has not been over one hundred million yet 

before being acquired, after acquisition, the enterprise must through a series of system 

and management reform, in such a situation, on the other hands, there are frequent 

food safety accidents in recent years, the development of China's food industry is 

becoming more and more difficult, setting such a high turnover goals could not be 

achieved apparently. Thus, lots of original employees who know the rules of the food 

industry very well have made it clear that this strategic goal is too grandiose, it cannot 

be implemented in the short term. 

c）How is this different from the previous and current strategy? (Are/ were the 

changes gradual or swiftly? Proactive initiatives or reactive adjustments) 

This two strategies whether the pursuit of turnover growth or reduce costs by 

improved formula, they all have one point in common is to maximize profits. But with 
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the current situation, as the growing industry risk  among the Chinese food industry, 

also more and more fierce competition, blind pursuit for the growth of turnover in a 

short time is obviously too radical and unrealistic. On the premise of quality assurance, 

on the other hand, the strategy which through improving formula to reduce cost is 

more realistic. Some people always think that the main way to increase profits is to 

increase sales, but it must come with a price, but lower costs do not need to spend 

money or spend very few money. Thus, for the managers of enterprises, the key point 

of increasing economic efficiency of enterprises should focus on reduce costs. Due to 

the concept of bondage, many managers pay few attention on this problem, did not 

realize that should take the corresponding comprehensive cost reduction plan. They 

generally think that there are few time to make the plan of reducing cost of work 

because of heavy daily management. They always focus on product sales, etc these 

works which can directly reflect the economic benefits, consider that these can make 

the enterprise production run smoothly. 

d）Point of view from original staff (focus on manager level), (Were the 

strategies practical and sensible for the food industry?) 

For the strategic goals which improve business turnover in the short term set by 

professional managers, there are a lot of employees, both ordinary staff and 

management; all think that this strategy is not a realistic goal and too grandiose. 

Increasing sales blindly, will only make the pressure of minister who in charge of the 

sales department and its employee becomes heave, so the reality does; many original 

sales department employees choose to leave after acquisition because of this fantastic 

goal. They think, in the current market environment, the company has just completed 

acquisition also, many systems have not been perfect yet, the and overall reform 

haven't finished as well, the new leaders who set food in the food industry first even 
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did not understand this industry well, just blindly increase sales in order to get more 

profit, it is absolutely not realistic. So at the early stage after complete acquisition, 

there are the most people resign in the sales department, they all think this goal is 

impossible to achieve. On the other hand, the company's main product is soya bean 

products, from consumers’ point of view; it belongs to the leisure food instead of 

essential food, and has some limitations on consumers already. Besides, there are 

many original management issues exist in this company before being acquired, such 

as backward facilities failed to keep up with the times progress, those internal 

problems still to be corrected. Under the situation that these above problem hasn't 

been solved but pursue to expand the market and increase sales blindly, it is clearly 

too impatient and grandiose. Especially in the view of the original employees, they 

have worked in this company for many years, engaged in the food industry for many 

years, but also know the rules of this industry very well, for such a short-term 

strategic target set by new leader this layman, also make them feel unable to achieve. 

As for this strategy which improved formula to reduce cost, many original 

consider it as one with sufficient feasibility. In fact, before the company being 

acquired, many employees feel the original business model and the production mode 

cannot support the company to go further and get stable development under the 

current fierce competition of the food industry. Some issues, such as production 

material is too expensive, production process is complex and excessive consumption 

these problems catch the attention of original employees and management. So the 

present measures that implement cost reduction on the improvement of production 

models, process, technology, inventory, etc, all the old staff are delighted to hear and 

see because they are already aware of simplified production pattern and reducing the 

cost of production are the most feasible and imperative strategy under the current 
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situation. They all think that; for managers of enterprises, the key point of increasing 

economic efficiency of enterprises should focus on reduce costs. Due to the concept 

of bondage, many managers pay few attention on this problem, did not realize that 

should take the corresponding comprehensive cost reduction plan. They generally 

think that there are few time to make the plan of reducing cost of work because of 

heavy daily management. They always focus on product sales, etc. these works which 

can directly reflect the economic benefits, consider that these can make the enterprise 

production run smoothly. But, whether these kinds of work can really bring direct 

economic benefits for the enterprise, they did not realize. Ought to think, such as sales 

job is only a form of implementation, what can bring the real money is in the 

production process. If not take measures to reduce costs on production process, will 

not be able to raise the real economic benefit of enterprise. 

e）Issues of cost reduction and are the technique and equipment matching？ 

Staff are delighted to hear and see for the measure that the new leaders decided 

to simplify the production process to reduce the production cost, but there also are 

many opinions show, reducing the production costs must be established on the 

premise of guaranteeing the quality of products, cannot damage the good reputation of 

company which set up for many years in consumers mind because of bad quality. 

There are some employees pointing out that, during the previous period of 

professional managers, he has also been put forward the measures to reduce the 

production cost, which asked to buy cheap raw materials instead of expensive 

materials, and then require the workers of production workshop to process the raw 

materials into materials directly. As a result, due to poor equipment and limited 

workers technology, all cannot support such a process; on the contrary, these 

materials become scrap finally, and increase the cost. Therefore, many workers clarify, 
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in a real sense, simplify the production process to achieve the effect of reducing cost, 

should under the premise that update the workshop equipment and improve workers' 

skills, equipment renewal and reconstruction is an effective way to obtain the best 

economic benefits and realize the upgrading of products and raise labor productivity. 

After equipment technical level being improved, it also can drive the production 

efficiency and product quality, and then reduce the product cost and labor intensity of 

workers. Rather than just blindly require cut cost on the basis of the original situation, 

it not only is counter-productive and makes cost more higher, but also will affect the 

work enthusiasm and job morale of workshop’s workers to some extent. 

（remark：this part should be taken indepth interview，the interviewees of 

question a b c d focus on middle managers，question e focus on worker） 

2. Changes in organizational culture 

a）How is Bingquan different now? How do they describe the difference 

between the two companies?（link to  the “conservatives and aggressiveness”）

What was traditional and what is it modern now? How has the atmosphere changed 

after acquisition? What does the new company feel like? ("If your were to describe 

Bingquan as a creature, what kind of creature would you say it was in the past?" 

"What would it be now? Why?) 

Due to the own profitability of small and medium-sized enterprise, they would 

like to pay more attention on the material field than spiritual value. Although along 

with the advent of the era of knowledge economy, there are a number of small and 

medium-sized enterprises have realized the importance of the relationship between 

enterprise development and the cultural construction, but where to start? And to 

which department is responsible for? How to build? Many enterprises have not been 

entirely clear; the entire cultural construction work seems to fall on the entrepreneur. 
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There are few small and medium-sized enterprise established the specialized culture 

construction department, but in fact such enterprise culture have not solicited opinions 

from the masses, the enterprise staff just have obligations to accept, and have no right 

to participate in formulation, so it is impossible to strictly abide by from the heart. 

Besides, the entrepreneurs cannot be in two places at once also, they always did not 

have too much time and energy to think about and put in place, so the enterprise 

cultural construction would be neglected naturally. 

Employee1 ： Before being acquired, because of small and medium-sized 

enterprises, in fact, enterprise culture construction has not been very perfect. This 

company has some common fault as well as all the small and medium-sized 

enterprises, the most common way of cultivating enterprise culture construction just 

to preach, to hang a few banner, shout a few slogan, unified a staff uniforms or hold 

karaoke contest several times, or develop outing activities and quality development 

training several times, but there have a few deeper level of discussion for the 

corporate philosophy, the spirit of enterprise, innovation and enterprise values seldom. 

Employee2: Although the company have not have the perfect systematic 

enterprise culture construction before being acquired, but on the whole, the whole 

atmosphere of enterprises belong to the traditional family management model with the 

milk of human kindness, combined with the more conservative development ideas of 

former leaders, they feel satisfied the current momentum of development, and just pay 

special attention to the quality of products and do not have the accident to  damage the 

reputation of enterprise, this is enough. Of course, such a conservative management 

philosophy make it easier to form mindset which stand still and refuse to make 

progress for the employees, most of them are content with the status quo and lack of 

competitiveness. 
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Employee3: But the traditional family management mode with the milk of 

human kindness also shows a lot of the disadvantages of the enterprise management, 

on the one hand, such as 1. Employee morale is not high, lack of innovation and 

competitive mentality; 2. Because of the milk of human kindness, there are a lot of 

systems existing in name only in the past, employees didn't get the corresponding 

punishment for their mistakes, or some employees even embezzle the public resources 

willfully, causing a greater loss. But, on the other hands, such enterprise atmosphere 

with the milk of human kindness and few pressure of competition also makes the staff 

strive to do their job to maintain such a casual work environment. Of course, this 

conservative management concept cannot adapt to today's competitive market 

environment, in order to keep up with the times, to join the competition in the market, 

the traditional management mode is bound to change sooner or later, and otherwise 

this company will be out of the industry, even unable to maintain its current market 

position. 

Employee4: After acquisition, the new leaders must energetically chase the 

maximization of profits to achieve the maximum gain of acquisition activity, 

enterprise culture and management mode is bound to change. And the biggest change 

is embodied in management concept which due to the change of enterprise 

development strategy, original is satisfied with the status quo of development 

philosophy and did not have too big ambition, but now must to strengthen the 

competitiveness of their own in order to join the competition in the market and win a 

place. So clear transformation that change from the "conservative" to " 

aggressiveness", if want to use an animals to describe the enterprise before being 

acquired, that is obviously a gentle sheep, as for the current one, must be to go armed 

themselves to join the industry competition, is like a fighting cheetah. 
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Employee5: Such obvious changes before and after the acquisition, it must 

cause all employees cannot adapt immediately. Just like a gentle sheep originally, 

now command it to fight suddenly, this is a process that need adaptation. On the other 

hand, because of the impatient initial short-term development strategy have set by the 

new leaders, make the original employees feel that they are the layman and too 

idealistic, lead to formulate a series of unrealistic strategic target, it is too impatient. 

But the new leaders also think that the original employees have been stuck in the past, 

their idea is too conservative, cannot adapted to the industry competition. This is the 

contradiction of “aggressiveness “and "conservative existed between new leader and 

the original management since the completed acquisition. 

Employee6: As with a common fault of all small and medium-sized enterprises 

in the construction of corporate culture, the new leader has the common falling, think 

little of the organizational culture, only blindly ask for the employees to accept and 

implement the strategic objectives made by management, but ignored to cultivate 

employees' sense of belonging and loyalty, the core of organizational culture 

construction should be the enterprise spirit and values to control and guide the 

enterprises management behavior. Only when the employees have a strong sense of 

belonging and loyalty can have confidence and fight in enterprise development. 

b）How do you cope with the change? How to adapt?（The views about or 

example breakfast and annual dinner, for example） 

Employee1: About the cancellation of the staff’s breakfast, in the heart of 

employees, breakfast always means of the welfare of company, because of the 

characteristic of employees' breakfast with low cost, abundant nutrition and 

component, also is convenient, especially for the employees who living far away, it is 

undoubtedly a great convenience. More importantly, the thoughts of Chinese 
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generally think that “Morning hours is the best time of the day to work," have a good 

beginning every day is the foundation spirit in a day. Employees believe that 

employees’ breakfast not only means be filling for stomach, but also can let the staff 

start the work communication of a day in the breakfast time. Because that many of the 

staff would communicate and discuss for the task of this day with other departments 

during the breakfast. So the cancellation of breakfast, for all employees, it is a change 

they don't really want to accept. They think it is not only a tradition, but the existence 

of a necessary. 

Employee2: There has always been a tradition before being taken over is that 

hold enterprise annual meeting in the last day of every year (December 31), has 

gathered all employees have a meal at the hotel. There was a speech given by the 

chairman that summarizes the work of this year and the chairman and senior 

management will propose a toast on each table to thank every workmate during the 

banquet, after the dinner it would have the game time, all employees would have the 

opportunity to get prizes during the game time. In employee heart, this annual 

meeting just like the family reunion dinner, is a symbol of unity together, this is also 

identical the original organizational culture above mentioned which like the "family" 

with the milk of human kindness. After the acquisition, the annual meeting is replaced 

by the bonus to pacify the employees, but most employees agree that the bonus cannot 

replace the cohesion that gather all department staff and management as well as 

leaders sat together to communicate. Annual meeting, also can make some contact 

between ordinary workers and the top management during the banquet, it is also a 

communication between staff and the leadership. 

Employee3, As for enterprises strive for chasing better development, and the 

new leaders are in pursuit of the greatest profits and benefits, these all employees can 
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understand actually, after all, the market competition is intense now, enterprise want 

to hold a unbeaten and rising status among the industry, it must take a series of 

reforms. But everyone all think that development of the enterprise and employees’ 

competitiveness does not have direct relationship with the cancellation of breakfast 

and annual meeting, on the contrary, the cancellation of these two can only say that 

has weaken the cohesion of staff and a sense of belonging to the enterprise. 

Employee4, If the new leader cancel the breakfast and annual meeting in order 

to cut costs and, that is not do more harm than good, this measure only shows the 

policy of new leader is an error, only for saving these small money but to damage the 

staff's sense of belonging and cohesion, it will be counterproductive. 

c）How did people feel about the “professional manger” being brought in. 

Why? 

（remark：this part should be taken focus group interview） 

Employee1: There is a policy made by professional manager after the complete 

acquisition making all employees glad and accept, that is give each employee a 10% 

pay rise. But such a move also dissatisfied the group’s leaders, they have clarified that 

the benefits of its other acquired subsidiary are better than this company, but their 

wages have not have such high growth, even this measure is in order to retain the old 

employees, but 10% payment raise is not very appropriate. 

Employee2: The cancel of breakfast and annual meeting, although it is for the 

sake of business cost cuts, but from the view of employees, on the one hand, 

professional manager made unrealistic strategic target in order to blindly improve the 

profit, but on other hand cut costs in terms of the employee benefits rather than set 

about from the overall situation and seek the channel to do cost savings from the 

production process. Let everyone feels that he is foolhardy, just have big ambitions 
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empty but there is no real practical strategy, only take measure in some narrow side to 

save money rather than from the perspective of enterprise long-term stable 

development. Such leadership approach is difficult to make all employees convinced, 

and his final replacement was also an expected thing among many employees. 
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Appendix 3. Summary of interview in acquiring company 

 

（Remark：acquiring company named“Fengye group”and acquired company 

named “Bingquan company” hereinafter） 

1. Overall Strategy 

a) Rational for acquiring food company 

b) Rational for moving into the food manufacturing sector 

First, acquired company is a famous special local product brand in our province. 

Its brand effect is considered by the acquiring group. Second, the acquired company 

has some fixed asset, like the equipment and plant, it also attract the acquiring 

group .Third, the acquired company is an old brand company with good reputation , 

the merger and acquisition of acquired company help acquiring group gain more bank 

financing more easier. On the other hands ，acquiring group is operating the real 

estate mainly at present. As we all know that the realty business stands for the bubble 

economy with the big risk, so it is necessary to the acquisition of some industrial 

corporation for acquiring group, including the food company, in order to be a quoted 

company as soon as possible. 

 

c) Preconceived benefit from acquired company 

On the one hand, with the aid of regional brand effect of acquired company, 

expand the development of acquiring group in the field of industrial industry, achieve 
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the diversified comprehensive development of the group, and increase the economic 

benefit. It planned to achieve 130 million earnings in the first year after the complete 

acquisition, in the second year will achieve 180 to 250 million. on the other hand, rely 

on the good credit of acquired company has established in bank lending image for 

many years, can help the acquiring group enhance the limit of financing, use to 

develop other industry of acquiring group. In addition, the group also plans to list in 

Hong Kong in virtue of acquired company, to raise more capital. 

 

d) Difference of this acquisition from previous acquisitions 

Fengye group as a company which develops on the basic of real estate 

investment, its subsidiaries that gain by the acquisition including （wholly owned and 

holding companies）: Fengye real estate development co., LTD., Yuekai construction 

installation engineering co., LTD., Wuyi plastic products co., LTD., Swan battery co., 

LTD., Shennong pharmaceutical co., LTD and JieXun pharmaceutical co., LTD. 

From this we can also see that, except for the two pharmaceutical companies, other 

subsidiaries are derivative industry of real estate industry. Therefore, as for the one of 

the subsidiaries which develops most stably at present, Wuyi plastic products co., 

LTD., which be taken over by professional managers, both in sales and business status 

are the most outstanding in the industry currently. This successful management mode 

results in the excessive trust to professional managers until the unsuccessful 

development under the professional managers of Bingquan, because that unlike this 

subsidiary, Bingquan company is belong to food industry that nothing to do with the 

real estate industry of acquiring company. This cross-industry acquisition, as a 

layman, Fengye group didn't realize the seriousness of cross-industry acquisition 
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management that has to face many problems at first, especially in the Chinese food 

industry, in recent years, there was frequent food safety accidents causing consumers 

nervous, the food industry has been belong to the "high risk" industry which also easy 

to interact by other company in the same company. Therefore, for the management of 

food company must be serious. After realizing that the professional manager cannot 

help Bingquan step on the right track, the acquiring group resolutely took over the 

management with full authority, but there are still many problems need to face up to 

in the future. 

2. Specific acquisition strategy issues (before acquisition) 

a) Culture 

The standards of choose and employ staff according to the principle "who is 

excellent who can be in the important position", the "excellent" not only points at high 

job skills but also contains the good moral character of staff. This principle also 

reflects integrity and learning which go for the organizational culture of the group, 

and it  advocate professional ethics that obey the law, integrity, honesty as well. 

Among this 27 years, the group has developed into a cross-regional, diversified 

enterprise group through continuous acquisition, restructuring, and foreign investment, 

has formed the industrial structure that highlight the high-tech, high efficiency, high-

growth, build the real estate development as the main industry, plastic building 

materials, medicine industry and food manufacturing as industrialization development, 

supplemented by the health sustainable development management framework of new 

drugs wholesale, food sales, commodity circulation, property management and 

foreign investment, etc all together, entering the new journey and new leap of high-

speed development. These development patterns that crossing multiple industries also 
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show the organizational culture which focus on learning and innovation of Fengye 

group, meanwhile, Fengye group has formed the organizational culture with strong 

cohesion at the same time of rapid development. In general, the overall atmosphere of  

Fengye group is full of aggressive. 

b) HR 

The group has a series of strict rules both in the recruitment, compensation 

management, performance appraisal, employee training, what the purpose is to let 

employees always have the competitive consciousness to improve themselves, this 

also corresponding to the organizational culture "learning". The employment standard 

doesn’t talk about nepotism, only considers ability and morality, and that morality is 

the most important between ability and morality. " Overcome people with virtue" is 

the core management culture for the group always adhere to, group leaders believe 

that only managing by virtue can make all the staff unite together for group 

developing better, instead of the management perspective which is blindly narcissistic 

but not to train other capable person. For all employees, on the other hand, some basic 

requirements, as the group's organizational culture pursuit integrity, integrity is one of 

the requirements for employee, not only to colleagues, leadership, more is for the 

customers, the attitude of integrity is necessary for enterprises to set up social status. 

 

c) Production, operational issues 

Group since its establishment in 1988, among this 27 years, the company has 

developed into a cross-regional and diversified enterprise group through continuous 

acquisition, restructuring, and foreign investment. The group is the excellence of the 

in its main industrial real estate, but for the management of its some acquiring 
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subsidiaries, how to better manage and to make it on the right track as soon as 

possible, and achieve the maximum benefit for the group, these become the most 

worth considered problems for group leaders. There are many subsidiaries involving 

in the industry which is trans-regional even cross-industry, it is impossible that there 

is not negligent on regulation. Whether carte blanche to professional managers or full 

authority take over by the leaders of group, all of this becomes a problem need to 

think about carefully. 

 

d) Lessons to be learned 

1. The importance of organizational culture: 

Organizational culture has developed under the modern conditions which is with the 

rapid development of science and technology, social level enhances unceasingly, the 

increasingly fierce competition of the market conditions.The purpose of it is to meet 

the needs of employees’ material and spiritual aspects by the means of spirit (feelings), 

material, culture, to improve the centripetal force and cohesion of the enterprise, 

stimulate the enthusiasm and creativity of staff, achieving the desired effect which 

improve enterprise economic benefit.A enterprise which pursuits the maximization of 

profit and want to have a sustained economic benefit, has to continue to increase its 

loyal customer group, improve their trust to the company, so that establish a good 

corporate image.That is to say, excellent economic benefit is derived from the good 

enterprise image, good enterprise image is dependent on the excellent organizational 

culture. 

2. The importance of the clear strategic goal for the enterprise’s short-term 

development and long-term development:  
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Once the enterprise has the specific development strategy and planning target 

for a certain period of future, can make the personnel at all levels be able to know the 

common goals of the enterprise, which can enhance the cohesion and centripetal force 

of the enterprise. And then determine the focus of work and resource requirements of 

all stages in the future, so that lead the organizational structure design and resources 

integration to be more purposeful and principled, and can keep the matching between 

institutional framework and development strategic planning, result in optimizing 

resources better and achieve the maximization of resource value. 

In addition, the enterprise also has to clear about its stakeholders, competitors and 

own strengths, weaknesses, opportunities and threats, thereby make the enterprise can 

leisurely cope with the lure of the opportunities and market changes, help enterprises 

improve decision-making method, the ability of risk control and market strain 

capacity as well, and then improve lasting competitiveness of enterprise. 

3. Organizational culture 

a) Relationship between the two companies 

b) Level of operational and strategic control 

Fengye group acquiring Bingquan company is wholly-owned infuse acquisition, 

therefore Fengye group company has full authority to Bingquan company, this means 

that Bingquan company is a subsidiary of Fengye group. But the brand and original 

products of Bingquan company can continues to retain and on this basis to expand 

development. In the early phase after completed acquisition, Fengye group had ever 

hire professional managers to manage Bingquan company under the supervision of 

the ministry of supervision of group, including the subsidiary's work report and 

review etc. The establishment for the ministry of supervision in the Fengye group, on 
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the one hand, it is aimed at responsible for the shareholders, to safeguard the rights 

and interests of the shareholders, put an end to the behavior which damage the 

interests of shareholders.On the other hand, is to supervise the operation of subsidiary 

management. But since the beginning of the year, as a result of some wrong decision 

in strategy and operation made by professional managers, which get the management 

Bingquan company is in trouble, the second-largest shareholder of group decide to 

wholly take over Bingquan company’operation, he is inclined to bring order out of 

chaos and make the acquired company develop on the right track as soon as possible. 

c) Reporting mechanisms 

As mentioned above, during the period of managing by professional manager, 

according to the requirements of Ministry of Supervision of group, the professional 

manager have to report to group about the reality of operating of subsidiaries at 

regular intervals, the supervisory work schedule as follow： 

1, February and March, to check allocation system and the actual distribution of each 

subsidiaries in last year. 

2, February and March, to build and perfect the whole system. 

3, April and May, to check whether the system of each subsidiaries have already set 

up accordingly. 

4, in the second half, to check implementation and execution of system. 

5, each quarter have to make the warning briefing about the construction of a clean 

government one time at least. 

6, to verify the information reported by the masses at any time. 


