Volume 21, Issue 1

Upcoming In Future Issues:

Integration Coaching Points
Integration Monitoring
Systems

Key Questions for Process
Re-design

Key Integration Components:

Essentials for Effective
Integration

Strategy Partners

Structure & Staffing Decisions

The number one fear of senior executives is

the loss of their job due to a merger or acqui-

sition. Very few organizations understand
how to apply processes effectively in order to
make staffing decisions during integration.
The following staffing practices don’t work:

The acquirer makes all staffing deci-

sions unilaterally

The organization takes a wait and see

attitude

The acquirer cleans house.
In the first instance, many capable people
are over looked
because they are
“unknown com-
modities”. A
newly merged
company that is
staffed primarily
with managers
from the acquirer
is not able to
capitalize on the
best practices of
the acquired company. In the second in-
stance, quick integration decisions are de-
layed because managers don’t want to
spend the time to do the research nor make
the hard decisions that come with integra-
tion staffing. Over time, staff changes will
inevitably become obvious and a second
wave of internal disruption will result as the
staffing changes are finally made. The final

“More than once, key
executives have been denied
roles because of relationship
issues with the selling senior
executives who were making
a power play for themselves

in the new organization.”

instance is not practical because today’s
tight market for leadership talent is too
costly in terms of severance and the loss of
best practice knowledge.

Integration staffing decisions will always be
difficult and politically and emotionally chal-
lenging but the following guidelines can help:

1. Start the planning before closing, during
the due diligence phase

A formal process should be used to compare
organizational structures, talent, manage-
ment processes and individual styles. Begin
the process with a due-diligence audit of hu-
man capital and the organization in general.
Then create various scenarios for consolidat-
ing departments and personnel with the as-
sociated implementation costs, timetable,
and synergy savings.

2. Base decisions on the strategic busi-
ness plan

“Nothing much
happens in a merger
integration until the
organization is set.”

Begin with the new
company’s overall
strategy and business
plan. When the key
reasons for the deal
are clearly defined,
and when the subse-
guent on-going operational strategies are
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Structure & Staffing Decisions (continued)

clearly articulated, the key decisions about staffing become
easier. As each unit in the organization solidifies the core
competencies that are required to support the strategic
plan, it can begin the process of designing the organization
and its jobs and staffing with the best candidates.

3. Prepare Effectively

Be ready to go when the time comes. As the deal is devel-
oping and due-diligence is underway things are moving rap-
idly and unpredictably. Chaos will result unless the com-
pany has defined processes for strategic analysis and for
making staffing decisions. User-friendly tools, process
maps, templates (i.e., interviewing tools) and detailed poli-
cies are crucial. An executive from the senior staff should
be assigned to manage this effort.

4. Take Prompt Action

Nothing much happens in a merger integration until the or-
ganization is set. So the sooner, the better. Staffing deci-
sions should be implemented as quickly as possible after
the deal closes. This will buffer the inevitable psychological
letdown of those managers not staying with the company,
and it helps the remaining employees who may be wonder-
ing when their time will come. When key staff are needed
only for transitional assignments, they can be maintained
with specific (stay) contracts.

5. Seek Multiple Opinions

In a merger integration it is folly to trust only one hiring
manager’s opinion. At a minimum, you should get input
from a candidate’s current organization, input from the ac-
quiring company and the hiring manager, and data from an
external assessment tool or an interview with an outside
professional. With regard to input from the current organi-
zation, make sure that you interview a candidate’s peers
and subordinates. Don’t just listen to the opinions of the

sellers management team. More than once, key executives
have been denied roles because of relationship issues with
the selling senior executives who were making a power play
for themselves in the new organization.

6. Communicate Openly

Research has shown that employees want the truth and
respond to it better than they do to delay and ambiguity.
When the company has defined the steps it will take to
make its staffing decisions, it should communicate the
process widely throughout the organization. Timelines for
making decisions should also be established and pub-
lished.

7. Train Managers in Hiring Skills

Some companies provide classroom-based training pro-
grams with instructions on specific hiring tools and forms, a
thorough discussion of legal issues, and skill building exer-
cises on interviewing. Other companies may decide to pro-
vide tools and other resources and remind the managers
periodically of the availability of the tools and resources.

8. Monitor the Decisions and Correct Mistakes

Even after doing all of the above, hiring decisions may be
made in error or appear to the employee group that they
were made with just “lip-service” to the strategic plan. Itis
critical that the company have a review process using im-
partial senior managers to assess the process and criteria
used in making the hiring decision. Once the review is com-
plete, the review board must communicate its findings to
the company and reverse and correct any hiring decisions
that were made in error.




