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 5 

     Introduction 

 

In today’s high-paced and rapidly changing society, organizational change and the 

constant development of organizations are necessary for their survival. 

Globalization and technology are advancing every day. Hence, it is crucial for 

organizations to keep up with competition and change according to the evolving 

needs of the stakeholders. Since changes in organizations are becoming more 

relevant, the research field of organizational change is becoming increasingly 

popular (Rafferty et al., 2013). However, most changes do not pan out as 

intended. Therefore, the failure rate of organizational change is high and 

estimated to be around 60-70% (Buchanan & Huczynski, 2019; Kotter, 2007; 

Beer & Nohria, 2000).      

 Mergers and acquisitions (M&A) are commonly utilized to increase 

market reach and customer base with the goal of improved revenue. An 

acquisition is when a company purchases another company, this will be 

highlighted as our company of focus has recently been acquired. (Alao, 2010). 

Acquisitions involve measures like implementing new technology, restructuring 

of the company or changes in corporate culture (Beer & Nohria, 2000).  

 According to the Norwegian competition authority, there are over a 

hundred acquisitions within Norwegian companies annually (Sørgard, 2021). 

Globally, the number of M&A-transactions is perceived to be around 50 000 

(Statista, 2023). According to most studies, the failure rate of acquisitions is high 

and estimated to be between 70 and 90 percent. Excessive changes like 

acquisitions are difficult and demanding to implement successfully, and most of 

them fail because employees are experiencing integration problems with the new 

entity (Adetona, 2022; He, 2022). Yet the service supplier business is 

characterized by a wave of consolidations, where many of the big international 

competitors are acquiring the smaller ones. Furthermore, the wave of M&A’s 

within this line of business is crucial as the contractors are starting to get rid of 

their machine parks to instead demand more of the service suppliers, thus they are 

expected to have a range of different machines (Brekkhus, 2020; Giæver & 

Selvik, 2020). The topic of M&A’s is highly relevant as it is quite common 

procedures, but still one must overcome difficulties to succeed as there is a great 

risk for failure. Therefore, it is important to understand the process of M&A’s, in 

order to search for new ways to improve it.  
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Negative consequences like employee stress, inadequate performance, 

poor integration of employees and poor organizational identification has been 

reported in the research literature of mergers and acquisitions (Conroy et al., 

2017). Organizational identification is when an employee feels unity or ownership 

with the company they are a part of, and it is one of the things that may be 

affected by organizational change, either in positive or negative ways (Ismail et 

al., 2016; Conroy et al., 2017). Further, extensive changes to an organization also 

takes a lot of time to implement (Buchanan & Huczynski, 2019; Makri & 

Ntalianis, 2015). However, it seems as organizational support can moderate the 

negative effect of job stressors, caused by mergers and acquisitions, on employee 

health (Makri & Ntalianis, 2015). Consequently, in the settings of M&A’s, it 

matters a lot that the employees are recognized and feel that the organization cares 

about their well-being. 

According to Stouten and colleagues (2018), there can be identified ten 

steps to successful organizational change, which emphasize the importance of 

including the employees in the change process. Employees' contribution and 

commitment are vital elements in achieving successful organizational change. 

Identification with the former company could lead to negative consequences like 

reduced cooperation, due to the employees’ aspiration to protect the interest of the 

former organization. While forming identification to the new company could lead 

to more commitment to the workplace (Michel et al., 2010; Lupina-Wegener et 

al., 2012; Ismail et al., 2016; Conroy et al., 2017).  

 In this thesis we will examine how an acquisition affect employees’ 

identification with a newly formed organization. We will investigate a specific 

case where a company has recently undergone an acquisition to further explore 

the subject. Additionally, we will look at differences across three departments 

within the chosen company to analyze if the changes have similar outcomes in the 

various departments. The subject of organizational change is a double-edged 

sword with both great possibilities for growth and progress, but also considerable 

risks for failure which could lead to negative consequences. Investigating 

employee’s identification with the company, can hopefully provide some 

important insight into the topic and further knowledge on what is needed for 

successful organizational change. 

 Hence, our study aims to investigate the consequences of acquisitions and 

how these influence the employees within a company. Based on the topics of 
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organizational change, mergers and acquisitions and organizational identification, 

the following research question has been formulated.  

 

” How does organizational change, in terms of acquisitions affect employee’s 

identification with a newly formed organization?” 

 

 This thesis consists of six distinct parts. The first part involves a short 

introduction of the background for our research question. The second part is the 

theoretical foundation, which investigates the three key components of our 

research question. These are organizational change, mergers and acquisitions and 

organizational identification. Part three is devoted to the research methodology, 

where we introduce which strategy we utilized with regards to data collection and 

design. Part four outlines our findings and analysis, while the fifth part is a 

discussion section. The sixth and final part is a conclusion were our main findings 

are summarized.  

 

 

    Theoretical Foundation 

 

This part of the thesis consists of pertinent literature for the purpose of laying the 

theoretical foundation related to our research question. Firstly, we are focusing on 

organizational change and the complexity of implementing changes successfully 

in an organization. The second part is devoted to research regarding mergers and 

acquisitions and the difference between the two. The third part focuses on 

organizational identification and its connection to successful implementation of 

organizational change. Lastly, we decided to gather the research gaps we found in 

a separate section. This is because the relevant articles addressing gaps in the 

literature concerned most of our topics, as well as them being interlinked 

 

    Organizational Change 

Organizational changes are in the literature often divided into different types, 

categories or scopes depending on how great impact the change has on the 

organization and if the changes are planned or more spontaneous. Weick and 

Quinn (1999) divide changes into two different types called episodic change and 
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continuous change. Episodic change is defined as changes that are planned, 

discontinuous and do not happen frequently. This could be changes prompted by 

new technology or new hires. Hence, such changes could be initiated by both 

internal and external events, like for instance acquisitions, which is relevant to our 

case.  

 Continuous changes on the other hand can be defined as changes that are 

current, emergent, evolving and increasing. It describes smaller changes that are 

constant adjustments to work processes, where all the little changes combined 

over time can generate significant change (Weick & Quinn, 1999). The types 

differ in how extensive the implemented changes are, and if they are planned for 

or more emergent, like smaller corrections. These two types of changes have a 

very different structure, where episodic changes are deliberate with the change 

going through three stages of unfreeze, transition, and refreeze. Continuous 

change on the other hand is continuous adjustment with three stages of freeze, 

rebalance and unfreeze. The difference in nature with these two types of changes 

also impact the role leaders have in the process. In episodic change the leader 

should be the one initiating change, while with continuous change the leader 

should redirect the workers and make sense of the change (Weick & Quinn, 

1999). 

 According to Nadler and Tushman (1990) changes can be split into four 

types divided across two dimensions. The first dimension is strategic or 

incremental changes, and the second dimension is reactive or anticipatory 

changes. Incremental changes are changes that happen frequently in organizations 

within their existing state, but they are not necessarily small. It can be changes in 

structure or technology. Strategic changes, however, impact the entire 

organization and often require the existing systems to be redefined. Then the 

second dimension additionally divides the changes with regards to how they 

occur. Reactive changes are changes which are more emergent as a response to 

something external, while anticipatory changes are planned ones that are 

implemented because they are anticipated to provide competitive advantage 

(Nadler & Tushman, 1990). Changes that are anticipatory and incremental can be 

called tuning. Adaptation is the name for changes that are reactive and 

incremental. Re-orientation is the type of changes that are anticipatory and 

strategic. Re-creation is the last type of change which is the combination of 

reactive and strategic change. Tuning, re-orientation, adaptation and re-creation 
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are the four different types of changes defined by Nadler and Tushman (1990). 

Comprehensive changes like acquisitions could be defined as a re-orientation type 

of change, these are risky changes that takes time but provides the opportunity to 

learn and adapt from mistakes (Nadler & Tushman, 1990). According to Pardo 

Del Val and Fuentes (2003) it is however important to keep in mind that real 

changes are usually a mix of types and not singularly defined.   

 Stouten and colleagues (2018) define planned organizational change as 

“deliberate activities that move an organization from its present state to a desired 

future state”. The aim of organizational change is to improve ways of thinking 

and functioning to further improve how adaptable the organization is to the setting 

in which they operate and organizational performance (Pardo Del Val & Fuentes, 

2003). Implementing meaningful changes to an organization can however be 

challenging, with a high failure rate, where most of the implemented changes do 

not end up as desired (Stouten et al., 2018; Buchanan & Huczynski, 2019; Beer & 

Nohria, 2000). Studies also show that the problem is usually not the change itself, 

but that the change is implemented in a problematic way and therefore it does not 

work out as intended (Choi, 2011). Research has found evidence of increased 

stress in workers, overload, and demotivation as common and unwanted 

consequences of organizational change (Stouten et al., 2018; Buchanan & 

Huczynski, 2019; Makri & Ntalianis, 2015). Nonetheless, change is vital for 

organizations to gain competitive advantages and stay relevant in our constantly 

evolving society (Buchanan & Huczynski, 2019). 

 There has previously been a lack of consensus in the literature with 

regards to which processes and principles are needed for successful organizational 

change within change management. Therefore, Stouten and colleagues (2018) 

reviewed the existing literature within the field and came up with ten steps to use 

in managing planned organizational change. These ten steps are based on 

scientific evidence, whereas a lot of the other theories within the field have been 

based on expert opinions. Seven theories within the field have been reviewed and 

compared, and since a lot of them overlap, Stouten and colleagues (2018) ended 

up with ten steps which we will review and connect to our findings in our 

discussion section. The first step is diagnosis, assessing the situation that is the 

cause for the change and figure out if change is needed, gathering information 

from everyone invested in the organization and involving employees. The second 

step is to assess the readiness for change with regards to the organization's change 
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history, current stress and demands and management’s ability to lead and 

implement the change. The third step is to identify solutions and implement 

change interventions that are based on evidence, to improve readiness. The fourth 

step is developing leaders through training throughout the organization, to make 

them effective with regards to change leadership. The fifth step is to develop and 

communicate a clear and compelling vision of change, finding out what one wants 

to achieve with the change and express the intention as well as what goals are 

being pursued, it should be appealing to the stakeholders.  

 The sixth step is utilizing social networks, it can be work teams or groups 

that should be approached as a team for positive influence with regards to the 

change. The seventh step is that employees should be supported using enabling 

processes, to further support implementation. These enabling processes are goal 

setting, learning, fairness and justice, employee participation and transitional 

structures. The eight step is that experimentation should be encouraged, to learn 

by doing to see what parts of the change are working and what are not. Progress 

and accomplishments should be made visible and conveyed to further reinforce 

the vision of the change. The ninth step is that the process of change should be 

managed continuously, the change should be assessed in terms of progress and 

outcomes over time. People should also be provided feedback, to better 

understand the effects of the change. The tenth step is that the change needs to be 

embedded in the organization, and it needs to be a part of everyday activities, 

company culture and practices. Further, the change needs to be fully integrated 

into the system of the organization (Stouten et al., 2018). 

 

 

    Mergers and Acquisitions  

Mergers and acquisitions are changes which are relevant for gaining a competitive 

advantage. The terms merger and acquisition are often used in combination and 

interchangeably, even though they are not the same terminologies. Therefore, it is 

crucial to know the difference between them and their purpose. A merger can be 

seen as the process where two or more businesses become one organization, and 

therefore only one of the firms survives as a legal entity (Alao, 2010). While 

acquisition on the other hand is when a large entity buys a part of or the whole 

organization, which is much smaller than the acquiring company. However, 

according to Malik and colleagues (2014), they are both actions that alter the 
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ownership structure of businesses and involve takeovers, corporate restructuring, 

or corporate control. Further, they may be seen as important tools when it comes 

to expansion of organizations. In mergers, two companies are combined and the 

best solutions from them are selected. In acquisitions on the other hand, the 

acquired company has no power, and the changes are simply forced upon them. 

The primary motivation for choosing one of these tools is to collaborate with 

other businesses, which in the long run may offer more advantages than operating 

independently in a market (Malik et al., 2014). For our thesis we will mostly focus 

on acquisitions, as the chosen company has recently been acquired. However, in 

2017 before the acquisition, they merged with two other companies. Therefore, 

this may be revealed in some of the answers in our research, since they may bear 

the mark of recent experiences. 

 As mentioned earlier, the failure rate of M&A’s tends to be high, which 

may be caused by numerous reasons. The core of the problem could be that the 

loyalty and identity employees have built up for the organization changes when 

going through with either a merger or an acquisition. Furthermore, it often takes 

time to implement changes in a manner which the remaining employees are used 

to, they might struggle with unfamiliar procedures such as technological changes, 

different work arrangements, and job tasks with little to no information. All of 

these may result in employees having commitment issues or leaving the new 

entity (Makri & Ntalianis, 2014). However, communication during mergers and 

acquisitions are highly researched and may be feasible if the correct stages are 

seen through. According to Davenport and Barrow (2009) the high failure rate of 

M&A’s is not that surprising as the communication and cultural challenges are 

huge, and in fact it is found to be even more surprising that people succeed. He 

further argues that transparent and honest communication is the key to a 

successful M&A. 

 As mentioned, the process of M&A’s may be divided into different stages, 

where each stage has its own challenges but also opportunities that may help with 

seeing the process through. According to Davenport and Barrow (2009) there are 

six stages in the timeline. 

 Stage one consists of the strategic need and identifying a partner. The goal 

of this first stage is to provide an idea of the variety of difficulties that a 

communicator may encounter depending on the planned level of integration. At 

this initial stage there are no changes for either of the two, and they might 
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continue as before with no changes to operations. The only change going forward 

would be in the financial reporting. However, the goal is to further create a new 

organization where no one remembers who used to work for which of the former 

ones. In stage one there is according to Davenport and Barrow (2009) four 

alternatives to integration: preservation of the old ways in each organization, 

assimilation of the target into new parent, integration with best of both companies 

and the creation of the new company. Yet, the level of integration will vary with 

the reasons of the acquisition. Hence, it depends on the size of the new company 

and if the organizations are engaging in similar business. This will also influence 

the required quantity and sorts of communication (Davenport & Barrow, 2009). 

The most crucial advice from this stage is to communicate the pending acquisition 

early on, in order for the employees to feel involved and that they are heard. 

 Stage two is the due diligence, this is where the firm collects all detailed 

information. In some M&A’s a lot of the due diligence may be done before the 

deal is presented, but mostly the detailed version is collected amid the 

announcement of the deal and the finish line. With regards to communication at 

this stage, it is important to examine both one’s own and the other company’s 

communication framework. This should be done to get a closer look at their 

organizational culture, which involves their working relationships and ability to 

change. It will further give insight on whether the communication strategy should 

be changed or kept with only small manifestations (Davenport & Barrow, 2009). 

 Stage three is the stage where one prepares for and makes the initial 

announcement. Most of the key decisions such as coming up with a new shared 

name and location of headquarters are usually made before this stage. The 

importance of this step is to remember to make sure that the message about the 

initial announcement is clear for the audience and that the concerns of the 

employees are covered. The message is usually conveyed a bit differently 

depending on the friendliness of the arrangement. If there were to be a hostile 

takeover or a bidding process, the communication during the negotiations would 

be challenging and both sides usually then prepare documents about how they see 

the future. As this is not the case for our company, it is not that important to look 

further into at this point (Davenport & Barrow, 2009). 

 Stage four is the time between the announcement and day one, where the 

deal is public but before the actual M&A takes place. At this phase there is seen to 

be three activities going on at the same time: regulatory approval, further due 
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diligence and preparation for the gathering of the two companies. This stage is 

seen as the hardest one for communicators, as the final approvals are not yet 

finalized. Therefore, answering questions from the colleagues is hard at this point 

as their faith is not yet sealed. However, according to Davenport and Barrow 

(2009) what is to be prioritized at this phase is maintaining morale and 

motivation, which is often a bit hard due to people feeling that their job is at risk. 

Consequently, the information needs to be clear and informing, and the employees 

needs to be seen. They will need information about their personal and professional 

development and how they can further develop. Moreover, they will have to be 

kept in the loop of the new organization instead of listening to rumors. According 

to Davenport and Barrow (2009), other ways to handle this stage could be to 

implement a help desk in the business, to further guide the employees and answer 

their questions in person. 

 Stage five is the first 100 days of the Merger or Acquisition, and even 

though the announcement and day one is important for the new company, the first 

100 days are seen as even more crucial (Davenport & Barrow, 2009). The first 

100 days will give people an indication of what it is really going to be like, and 

not just the certain impression they have gotten up until now. However, what is 

good about this stage is the willingness of the people, as research suggests that 

there is a small window at the beginning of a new company when people are 

ready for change and welcome it. The challenges are that companies often tend to 

be more concerned with business as usual and not changing too much, which will 

result in staff having the us against them mentality. Therefore, the crucialness of 

having a visible change and to not waste this window of opportunity, cannot be 

stressed too much. So, to implement visible changes, such as redecorating, during 

the first 100 days is seen as vital to make a statement and this will have an 

immediate impact on the employees and form their view on change (Davenport & 

Barrow, 2009). 

 The sixth and final stage, is the phase where the new employer brand is 

established. After having gone through the announcements with the change in 

structure and management, this is the stage where the building of the new brand 

starts for real, and the opportunities or challenges will hit the organization from 

this point on. With regards to communication at this stage, it is still important to 

ensure that the feedback is acted upon and that the plan for communication is in 

place (Davenport & Barrow, 2009). 
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    Organizational Identification 

To have a successful organizational change process, such as an acquisition, will 

depend on the employee’s cooperation and participation. Which includes 

supportive organizational attitudes, values and behaviors (Michel et al., 2010). 

However, research shows that organizational changes, like M&A’s, cause a lower 

level of identification with the original organization after the changes are 

implemented. Those who identify with groups whose identities are adversely 

damaged by change make these negative effects worse (Mühlemann et al., 

2022).  The ability of the merging firms to compromise and adopt each other's 

business methods is one of many tangible and intangible elements that affect the 

success of M&A agreements (Ismail et al., 2016). Since low identification with 

the post-merged organization is often cited as a key reason for M&A failure, it is 

highly relevant to look further into organizational identification (Lupina-Wegener 

et al., 2012). 

         There are many ways to define organizational identification, but it is 

frequently described in the literature as the act of identifying oneself in terms of 

the organization(s) of which one is a member of. Then there is a notion of unity 

with or belongingness to that specific organization (Ismail et al., 2016).  Further, 

according to Ismail and colleagues (2016), organizational identification affects 

employees' intentions to remain and perform well for their company and is 

associated with their behavior and work-related attitudes. There are several 

favorable outcomes for employees which can be related to a positive 

identification, such as increased organizational citizenship behavior, intention to 

stay, motivation at work, job satisfaction, extra-role performance, job 

performance, loyalty and dedication. A high level of organizational identification 

is often thought to be advantageous to organizations (Ismail et al., 2016; Neill et 

al., 2019; Conroy et al., 2017). 

 There are however also negative outcomes related to organizational 

identification such as over-identification, unethical behavior, work-family 

conflict, reduced cooperation, and difficulty with change (Conroy et al., 2017). 

Conroy and colleagues (2017) also found that organizational identification can 

pose problems with regards to change. For instance, high organizational 

identification can obstruct successful implementation of change processes and it 

may also facilitate resistance to change efforts like mergers and acquisitions. This 

is due to how changes can pose a potential threat to the already established 
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identity and could therefore serve as a driver for such negative outcomes. One of 

the main causes of a failed staff integration after a M&A deal is thought to be the 

new management's inability to establish and foster psychological relationships 

with the acquiring business. Employees may begin to hold an identity that 

management disapproves as a result of this failure, which almost certainly has a 

negative psychological impact (Ismail et al., 2016). Therefore, it seems relevant to 

investigate findings in the literature about how changes, like acquisitions, can 

pose challenges yet also advantages for the company, with regards to 

organizational identification. One example is transformational changes, which are 

those that involve fundamental changes in how operations are carried out. These 

can cause issues with internal communication, which can make it difficult to 

maintain organizational identity and they may even require the transformation of 

organizational identity (Neill et al., 2019; Buchanan & Huczynski, 2019). 

         In times of organizational change, it is important that leaders are open and 

facilitate an environment of trust where employees are involved in the process and 

in decision making. This is because it enables the information flow and builds 

confidence in the organization and its leaders, which in turn can further build and 

encourage organizational identification, because it may create a sense of 

belonging, community and a feeling of ownership to the organization, which is 

crucial during times of change (Neill et al., 2019). It is especially important, 

because building identification with the organization can further build affective 

commitment to change as well as behavioral support for change (Neill et al., 

2019). 

Research also suggests that during times of change it is important for 

managers to boost dis-identification with organizational attributes previously 

utilized, and instead encourage re-identification with new organizational 

attributes. This can be done through communication strategies. For instance, by 

emphasizing where both new and old organizational attributes overlap, to create a 

linkage (Neill et al., 2019). However, continuity between the old and new 

organization is in general important because it reduces uncertainty and can 

contribute to maintaining organizational identification during times of change 

(Elstak et al., 2015). 
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    Research Gap 

Klok and colleagues (2022) explored emotions during mergers and acquisitions, 

while Edwards and colleagues (2017) investigated identification in a longitudinal 

study while comparing different M&A settings. So, there are several articles 

within the same field of study, investigating a lot of the same interconnected 

topics as us. Further, Elstak and colleagues (2015) address a gap in the literature 

with regards to how or if differences across departments can impact responses to a 

merger. We therefore hope that our case study can provide some additional 

insights into responses to an acquisition, by looking at employee’s identification 

to the organization across departments in a recently acquired company.  

 Prior M&A-related research shows that organizational change frequently 

causes low levels of post-merger affiliation with the new firm and a declining 

level of identification with the pre-existing organization. Therefore, it seems 

relevant to investigate if those who identify with groups whose identities are 

adversely damaged by change, will make these negative effects worse. Hence, that 

employees who highly identify with their previous workplace are going to suffer 

when they lose their pre-existing organizational identity (Mühlemann et al., 

2022). 

Stouten and colleagues (2018) review article, addresses the issues of how 

focus in previous research has mainly been on lower-level employees, which 

therefore might make them respond more desirable to change when it is initiated 

by immediate managers rather than top managers or managers that are not 

working closely with the employee. Middle managers are the managers who are 

immediate to the employees, they are below top management and implement 

decisions made at the top level of the organization (Stouten et al., 2018). Thus, 

middle managers could be more relevant to investigate as change leaders. 

Although our study aims to investigate employees’ responses to an acquisition, 

including middle managers and comparing their insights to those of the employees 

could be relevant, as they work more closely with the employees and are the ones 

implementing change. This also emphasizes the potential relevance of including 

middle managers of different departments, as they may communicate and 

implement changes in various ways, and employees may react in different ways 

depending on the department.  

These apparent gaps in the literature have inspired our research question, 

we want to look more closely at employees’ organizational identification after an 
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acquisition has been initiated. Where we will be going in depth and exploring this 

connected topic within the setting of organizational change, which will hopefully 

provide new insight and lay the foundation for future research.  

 

 

    Research Methodology  

 

In this section of our thesis, we will summarize how we gathered our data and 

reasons for our choices during collection. We will also explain our choices with 

regards to analysis and briefly sum up what we focused on and why. 

 

 

    Research Context 

We are specifically looking into a service supplier organization which is 

providing equipment and machine rental to both the professional market and 

private customers. The service supplier we are investigating was recently acquired 

by an international organization operating in the same industry. We will therefore 

explore how employees identify with the newly formed organization. The former 

company was one of eastern Norway’s largest distributors of machine rental, 

which consisted of four departments. The company was highly successful with a 

turnover of 300 million NOK and 80 employees. They started out as a small 

family-owned business with only 30 employees, which merged in 2017 with two 

other family-owned businesses, which is when the four departments were formed. 

The company has not experienced any other extensive changes since 2017, before 

being acquired in September 2022. The acquiring company is international and is 

based in several European countries, with nineteen facilities and 350 employees 

spread out across Norway. They are now expected to have a turnover of 900 

million NOK in Norway. The acquiring company has chosen to keep all the 

employees from the acquired company, although some employees and managers 

has gotten changes made to their role in the company. They have also decided to 

keep all the departments across Norway as they were, none of them have been 

combined or split up, and they are located in the same geographical area as 

previously. They have also opted to provide the staff with the most beneficial 

agreements from both firms with regards to pension plans, insurance policies and 
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other internal legal agreements. Thus, they have compared the two companies’ 

agreements and recognized which agreements that benefits the employees the 

most and then chosen to implement these.   

 We conducted interviews with participants from three different 

departments in the company, these will be referred to as department A, B and C. 

The three departments we are looking into were previously three of the different 

companies who chose to merge in 2017, where only department A’s name was 

kept in the process. We initially intended to include the fourth department, but the 

candidates from this department chose to not partake in our study. 

 

 

    Research Design 

For our study we chose a qualitative research strategy and a case study design. 

Our qualitative research design is selected as we found gaps in the literature 

which we hope to fill through an inductive approach. A case study design 

involves a rigorous and comprehensive analysis going in depth on a single case. 

We have chosen to investigate a single organization, with the goal of this design 

being to provide unique insights to the case and the case intricacy (Bell et al., 

2019).  

 Our aim is to capture the nuances of post-acquisition organizational 

identification across departments by utilizing semi-structured interviews, to see 

how applicable previous findings are or if we discover anything new. This is 

because findings could vary depending on the organizations history, industry, type 

of change and size of the organization, and thus might not be generalizable (Neill 

et al., 2019; Mühlemann et al., 2022). We chose to use qualitative methods of data 

collection in terms of semi-structured interviews with open ended questions, to 

gain more depth on the subject. This type of interview is structured in the way that 

there is a plan for what questions to ask. However, the order in which they are 

asked can be changed and there is also room for adding further questions if 

noteworthy responses emerge, which require further elaboration (Bell et al., 

2019). We made an interview guide to ensure reliability, which was based on the 

theoretical foundation with our three chosen topics of organizational change, 

mergers and acquisitions and organizational identification. We also added some 

closed questions regarding the participants’ background, to collect data on 

variables like gender, age and role in the company (See Appendix 1).  
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 To maximize the learning and understanding of the change effect on the 

employees, we wanted to look at selected respondents and conduct interviews. We 

investigated the organizational identification of the employees within their current 

stage of the acquiring process (Bell et al., 2019). 

 Our study aims to look for correlations or differences in responses or 

perspectives between employees and middle managers, therefore we included 

both groups as part of our selection. We examined the participants across the 

different departments, to see if the they had different responses to the acquiring 

process. With our main aim being to investigate all the selected participants' 

identification with the organization after the planned change process had been 

initiated. We wanted to provide in depth insights from the case to broaden the 

understanding of the case complexity.  

 

 

    Data Collection 

To begin with, we arranged one test interview with our contact, who is also a 

middle manager within the company. He further helped us select our respondents, 

and the ones selected collectively differed a lot with regard to tasks, age and 

competence. This is because we wanted our selection to be as widely ranging as 

possible, with employees from all parts of the business, to gain further 

understanding. However, all the candidates originally selected did not partake in 

our study, as they were not available for interviews on the dates chosen. We also 

tried to select respondents with varying gender, however the industry is mostly 

dominated by male employees. Therefore, our selection is not evenly spread with 

regards to gender, and the company has no female middle managers. 

 We made sure to divide tasks during the interviews, so one could take 

notes while the other asked the participants questions. This was done to better 

capture the essence of the interviews with regards to pronunciation, facial 

expressions and tone of voice, but also to make it easier to fully transcribe the 

interviews later. All interviews were also recorded after the participants had 

signed our consent form. The interviews were conducted in Norwegian, 

afterwards we translated them to English. This was done because all the 

participants we interviewed were native Norwegians. We wanted the replies to be 

as authentic and heartfelt as possible, and we recognized that holding interviews 

in the candidates’ mother tongue would contribute towards this.   
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 We ended up with sixteen respondents from the pool of employees and 

middle managers. Our participants ranged in age from 33 to 63 years. In 

collaboration with our contact in the company, we recruited five females and 

eleven male respondents. With regards to position and tasks in the company, five 

of them were middle managers and the remaining were employees in different 

positions. An overview of their roles is displayed in table 1. To provide a better 

overview of similarities and differences in the departments, we included table 1 

which gives a general description of the departments. The three departments all 

function in the same way and have the same tasks, roles and responsibilities, with 

their greatest difference being their sizes and where they are located. Department 

A was the largest one, therefore half of our participants were selected from their 

pool of employees. The other eight participants were equally divided from 

departments B and C.  

 There are some additional components which are not displayed in table 1, 

they are however important to include as they are relevant for our discussion 

section. We examined how many participants had changes in roles by asking them 

if their position had changed after the acquisition, there were a lot more changes 

in participants’ roles for department A compared to B and C, as department A had 

changes in roles for 5/8 participants, while department B and C had changes in 

roles for only 1/4 participants. Only minor changes in responsibilities or tasks 

were not considered changes in role. We also asked general questions regarding 

management, where it was uncovered in the interviews that department A and B 

had a new middle manager, while only department C kept their initial manager. 

 All the interviews were conducted in the office of each department, except 

for two interviews which were conducted virtually through Zoom. We aimed to 

hold all the interviews face to face, however for the two interviews conducted 

virtually we used a video feature to better replicate the conditions of a live 

interview. Nevertheless, we tried our best to avoid Zoom interviews because we 

wanted the setting to be less artificial and more natural for the candidates, which 

is why we chose to meet them where they work. 
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Table 1. Description of the Departments Investigated in the Case Study. 

 

 

 

We chose to interview the candidates seven months after the acquisition, which 

took place in September 2022. Consequently, we arranged interviews with the 

candidates throughout March 2023, with approximately 30-45 minutes per 

interview. Because we chose to hold our interviews a few months after the 

acquisition, the employees and middle managers had some time to experience the 

change process before the interviews were conducted.  

 

 

    Research Ethics  

Early on in this process we knew which company to investigate, therefore we 

applied to Norwegian center for research data (NSD) and got our project approved 

ahead of starting (See Appendix 2). Following the guidelines from NSD we are 

complying with legal and ethical regulations; the material is saved in a proper 

manner where only we and our supervisor have access to it. Sensitive information 

is excluded or anonymized. All the participants we interviewed had to sign a 

consent form prior to each interview, they were also informed that they at any 

time without reason could withdraw their consent (See Appendix 3). We also took 

measures to ensure as much reliability as possible. These measures involved us 

collaborating when conducting all the interviews, but also with transcribing and 

translation, to ensure agreement on findings, which thereby increase internal 
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reliability (Bell et al., 2019). As mentioned we also made an interview guide to 

further ensure internal reliability. However, internal validity and generalization, is 

more difficult to ensure in qualitative research, since it usually involves small 

samples and case studies, like we have utilized in our thesis.  

 

 

    Data Analysis 

For our analysis we have chosen to use the approach of a theoretical thematic 

analysis, this due to us looking for specific aspects related to our research 

question, which is connected to the theories from our literature review. A thematic 

analysis regards analyzing and reporting patterns in the data, we chose this 

approach as it is highly flexible and suiting the data we collected (Bell et al., 

2019; Braun & Clarke, 2006). During the interview process we saw early on that 

there were clear tendencies in each department and quickly formed ideas which 

have inspired our process of analysis. Prior to the conduction of interviews, we 

had read a lot of articles from the chosen topics of investigation, therefore we had 

a lot of theories in mind as we were interviewing participants.   

 Before we even began coding the material, we had familiarized ourselves 

with it through conducting interviews, transcribing the data and translating the 

data. Additionally, we read through the interviews in full several times. We 

started out looking for patterns and meaning connected to our research question, 

which resulted in an initial list with different codes. We collected relevant data 

extracts from the interviews and placed them into groups within the suiting code, 

this helped us to further narrow down the list of codes to a smaller number of 

broader themes, which was even more concise. Considering the different levels of 

themes, we also split them up into main themes and sub-themes. Further, we 

refined the themes and considered how the different extracts fit together within 

each theme, we also made sure the themes were different from each other. A lot of 

extracts and initial codes were discarded through this process.  

 When we were creating our analysis, we were interested in the factors 

which could have had an impact towards organizational identification. This was 

our focus when we were reviewing interviewee statements, which led us to create 

a considerable amount of more narrow concepts, which captured different features 

of the data. These were our narrower concepts: change negativity, change 

positivity, culture, resistance to change, strategy, leadership, support, 
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communication, employee involvement, ownership, and trust. These narrow 

concepts, also called codes, were further refined or discarded. Therefore, we 

ended up with six themes, namely: change reinforcers/change suppressors, 

positive group influence/negative group influence, supportive 

leadership/impeding leadership, support/lack of support, information flow/lack of 

information and autonomy/lack of autonomy. Figure 1 shows an overview of our 

initial codes and what themes they were refined into. Further, the themes will be 

described and defined.  

 

Figure 1. Overview of Initial Codes and Themes 

 

 

 

 

We will start by defining the different themes and show how these are 

interconnected. Our selected participants included both middle managers and 

employees from the three departments. We have chosen to compare statements 

between them to look for incongruence, to see if the middle managers had some 

insights to their employees’ experience regarding the acquisition. It was clear 

from the interviews that there were many different factors that impacted how 

participants identified with the newly formed organization. Therefore, we chose to 

establish these different factors into one main theme; change reinforces/change 

suppressors. While the reinforcers to change are factors that help contribute 

towards the change and positively impact it. In contrast, the suppressors to change 

are the factors that work against the change and could be considered to negatively 
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impact it.  

 Further two sub-themes were recognized within the main theme. The two 

sub-themes could be found to either reinforce the change or hinder the change. 

We found supportive leadership and positive group influence to be reinforcing, 

while the opposites on the suppressing side were defined as impeding leadership 

and negative group influence. 

 In the interviews it was apparent that many participants referred to other 

colleagues or conversations with coworkers, and that they were plainly aware of 

others' position with regards to the acquisition. Also, the participants were visibly 

both negatively and positively affected by other colleagues’ and middle managers' 

opinions. This was explicitly shown in their statements about colleagues' attitudes. 

Therefore, we defined the sub-theme of negative/positive group influence.  

 The sub-theme supportive leadership/impeding leadership regards 

leadership attributes, whereas supportive leadership helps employees identify with 

the company, impeding leadership hinder and obstruct employee identification 

with the organization. The different employees we interviewed described their 

immediate leaders (middle managers) using different characteristics, they also 

described the middle managers’ actions and their consequent effects in different 

manners. We could quickly see patterns through occurring repetitions in 

interviews, and there also seemed to be visible patterns within each department. 

These repeating patterns lead us to add three additional sub-themes, namely: 

support/lack of support, information flow/lack of information and autonomy/lack 

of autonomy. These three sub themes identified are recognized as our main 

drivers for identification or lack of identification with the organization.  

 Those who identified to a higher degree often described positive 

leadership attributes like their leaders contributing to their needs being met and 

getting them help, if necessary. However, when this attribute was absent it was 

found to have negative effects, we defined this theme as support/lack of support.  

Participants also described satisfactory communication and sufficient sharing of 

information, while some employees described poor communication and a lack of 

information, this theme was therefore defined as information flow/lack of 

information. Lastly, they provided descriptions of receiving adequate trust from 

management and a sense of ownership by getting the freedom to properly do their 

job. On the other hand, some employees testified to getting less responsibility, 

trust and freedom from management, this theme was recognized as autonomy/lack 
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of autonomy. When these three attributes were absent, they were found to 

negatively influence organizational identification. If they were present, they were 

found to positively influence organizational identification. 

 As shown in figure 2, the themes discovered in our study can be divided 

into one main theme, which is change reinforcers/change suppressors. Change 

reinforcers is focused on supportive leadership and positive group influence in 

contrast to change suppressors, which are focused on impeding leadership and 

negative group influence. There are also sub-themes to supportive leadership. 

which is support, information flow and autonomy. While impeding leadership has 

the sub-themes of lack of support, lack of information and lack of autonomy. The 

themes that emerged from our analysis as well as their connection to each other is 

displayed in figure 2. The different themes uncovered will be substantiated 

through the use of extracts from our data in our findings section. We will also 

look at the different departments and compare them to each other in this section. 

Similarities or differences regarding the themes will be highlighted using data 

extracts. 

 

Figure 2. Theme Overview and Linkages Between Themes. 
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     Findings 

 

For this section of our thesis, we will provide findings from our data collection. 

We will exemplify the findings with selected statements from participants. 

Further, we will clarify the differences and similarities between each department 

through the different data extracts. Statements from employees will be introduced 

first, before the ones from middle managers are displayed. This is done to 

highlight whether statements from middle managers corresponds or contrasts with 

the ones from employees in their department. Lastly, we will examine 

organizational identification before our key findings are summarized. 

 Although we have been conducting qualitative research, we have chosen to 

summarize our key empirical findings in table 2. This has been done because we 

are comparing three departments, and the table makes it easier to understand the 

similarities and differences, by getting more of an overview. The numbers in table 

2 illustrates how many participants of the total selection from each department 

that perceive each leadership attribute to be present. 
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Table 2. Summary of Findings 

 

 

 

 

   Positive and Negative Group Influence 

We will now look at the themes positive group influence and negative group 

influence. In our analysis we included extracts where participants mentioned 

colleagues and further said something that showed how the participants were 

either negatively or positively influenced by what their coworkers did or said. As 

shown in table 2, department B and Department C had employees that were more 
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positively influenced by their work group. The statements from these two 

departments emphasized how the work climate was beneficial and that 

conversations with coworkers were positively loaded.  

 The statements selected from department B emphasize unity and 

agreement in the department. They were all surprised by the acquisition, but still 

had a collectively positive attitude, which has an encouraging effect on everyone 

in the department. One of the statements also highlight how this has not always 

been the case, as they had a negative response to the merger in 2017. 

 

 My colleagues had a bit of a "wow" moment when we were acquired, like 

 everyone else, but here at department B there has been a very positive 

 atmosphere the whole time. (Employee from department B).  

 

 I think that it is much more positive now, at least for the department, than 

 with the previous acquisition in 2017. I also feel that my colleagues up 

 here are much more positive than the last time. It is a little easier to let go, 

 since they did not have a strong identification with the previous 

 organization. (Employee from department B). 

 

Statements from department C mentioned positive aspects like favorable 

relationships between colleagues and cooperation. One of the statements also 

accentuated the positive effects between employees, by exemplifying activities 

they do together. The statements demonstrate how the positive group influence 

reinforce employees’ positive attitude.  

 

 We have a very good relationship here. We drink beer together on 

 Fridays and have chat groups where we joke around. There are only 

 fifteen of us in this department, so then you become a bit closer. And we 

 have a lunchroom where everyone can eat together, so not everyone goes 

 out to eat on their own, then it becomes more social too. (Employee from 

 department C). 

 

 We are very close here at the C branch, and we cooperate very well 

 because we have all been here for a while. And that is the most important 

 thing to me. (Employee from department C). 
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Department B’s middle manager also experienced the same as his employees and 

had decent insight to their perception regarding group influence. Hence, his 

statements were consistent with those from his employees.  

 

 There is no chatter in the hallways because I would have picked up on 

 that. Even if I am probably the last to pick up on it. But we communicate 

 very well together in this department. Clearly, it is a very good working 

 environment. I have not found anything negative so far, but I am not 

 looking either. (Middle manager of department B). 

 

Department A also had quite a few statements that showed signs of positive group 

influence. However, the statements from this department were mainly dominated 

by negative group influence. Which is why table 2 shows that only 1/8 

participants from department A experienced more positive group influence than 

negative. We have collected a few statements related to positive group influence 

from department A, to display that they were not solely negative in conversations 

with each other, even though a majority of statements were stressing negative 

group influence.  

 

 We have been good at taking on a lot of the social aspect ourselves. Now 

 we are going to have a party in the canteen in March, but my colleague 

 and I have taken the initiative to do so ourselves. (Employee from 

 department A). 

 

 We also have a group on snapchat, where someone recently took a 

 picture of the logo. I think by seeing the logo around it helps to make you 

 proud, employees going out in the city can point to a container and say “I 

 work there". We also build unity by sending pictures of our logo in the 

 group chat. (Employee from department A). 

 

In departments B and C there were only one statement for each department that 

could be placed under negative group influence, this was clearly outweighed by 

all the statements suiting positive group influence. We have however chosen to 

include these statements, to illustrate that even though there are clear tendencies 
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in our data, there are naturally also some inconsistencies.  

 

 The topics between employees are often that they talk about the way we 

 did things before and compare it to how we are doing it now, and how it is 

 often just as nice to do it the way it was done before. (Employee from 

 department B). 

 

 It is difficult for me to understand. Why mess with something that works. 

 It is a recurring topic between coworkers, but no it is not something that is 

 really terrible or something that is really good, everything is more or less 

 the same, so there is not much difference other than it being a little more 

 cumbersome sometimes. (Employee from department C). 

 

On the other hand, Department A had a clear pattern where statements were 

exhibiting that a majority of the participants were more adversely affected by the 

work group. We have selected quite a few statements on this sub-theme, this is 

because all the statements selected address different aspects of the negative group 

influence. The statements emphasize how the department is not working as a 

group anymore, but rather a gathering of single individuals working at the same 

location. They also testify to how people speak negatively about management, 

further creating a collectively negative attitude towards them and lastly the 

statements show how negatively loaded rumors can grow within groups. The 

statements accentuate how pessimistic opinions and uncooperative behavior in 

groups reinforce these attitudes and actions within individuals. 

 

 Now it has become more the case that everyone is fighting for their own 

 cause and themselves. “I will earn the most and do my thing”, it is a 

 collective disclaimer. I miss the fact that everyone helped before, even if it 

 is not necessarily within their job description. It seems that people have 

 resigned themselves so badly, that is what I do not like. The fact that 

 people come to work and just do what they have to, they only think about 

 themselves and then they leave again. So, everyone is rowing a little in 

 their own direction. (Employee from department A). 

 

 What happens when the manager is so bad is that there is a worse  attitude 
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 among us employees. We gossip about him all the time and laugh  at him; 

 we have no respect and then consequently we do not bother to do our job 

 properly either. (Employee from department A). 

 

 There is conversation between all employees in the department, so much 

 that people can create an entirely new story by themselves. Like when 

 people quit, there has been too little information about how and why 

 people have chosen to resign. Previously it was like "now we will eat cake 

 because someone is leaving us", which was more personal. Now the public 

 email arrives and creates fertile ground for speculation. Why people quit 

 can quickly be spun in a negative manner, which can make others 

 negative. (Employee from department A). 

 

 I think it is important that the negativity and the “everything was better 

 before” mentality is not allowed to flourish, like it does now. That you 

 should be able to keep things inside so that it does not create a resistance 

 to change. (Employee from department A). 

 

 There is a bit of chatter in the hallways because no one knows that much 

 and then you often end up filling in the gaps. Something I really liked 

 before was the unity that existed when I started. There are several people 

 who have quit, and then the atmosphere will automatically be a little 

 worse at times, so I hope that will be good again. (Employee from 

 department A). 

 

 

   Support and Lack of Support 

The sub-theme support is one of the three sub-themes under the theme supportive 

leadership, this can be put in contrast to lack of support which is under impeding 

leadership. This is a leadership attribute that is either present which has a positive 

influence and if it is absent, it has a negative influence. For support we included 

statements where participants spoke about feeling supported, helped and in 

general speaking about how their needs were being met, for instance if they 

vocalized wishes or needs. For lack of support, we included extracts showing the 

opposite, employee’ statements that are testament to a lack of support from 
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management. In total, as many as 11/16 participants gave statements that 

testament to them feeling supported, and as displayed in table 2 one may notice 

that every participant in department B felt supported. 

 We have selected three statements from employees in department B which 

demonstrates them feeling supported by leaders. All the statements contribute 

with something distinct, as they address tools for solving tasks, recognition and 

being met with answers if there is uncertainty. All of these statements attest to 

department B having a supportive manager.  

 

 I have received support if I have needed it. With support and IT, we get 

 help. In a sense there is a person for each individual step, and they help 

 out as soon as they can. Otherwise, I have received support and answers 

 to things I have wondered about. I was positive from day one when we 

 heard about the acquisition, I thought it sounded exciting to grow and 

 develop. We have not lost anything, but really just gained benefits and 

 tools for support. (Employee from department B). 

 

 They are very professional, you can call it the toolbox on top, it is very 

 solid. Management has a lot of tools and provides us with what we need. 

 Therefore, it works very well from an employee's perspective. (Employee 

 from department B). 

 

 Constructive criticism and recognition when something is good is 

 important, at least to me. Perhaps what excites me the most is our new 

 manager, as our recent manager had far too much to do, so we were very 

 much left to ourselves. So, I think we are better taken care of now than 

 before which will result in more support. (Employee from department B).  

 

These statements from the employees are coinciding with statements from the 

middle manager leading department B. Therefore, we have included one of his 

statements as it testifies to him being an attentive supervisor, who actually cares 

about the employees and their wellbeing instead of simply exploiting their will to 

work.  

 

 It surprised me very positively, the joy of work and energy that people 
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 show is absolutely incredible. It is so great to come into a place where 

 people work too much. Here you have to pull the employees by the reins, 

 because people want to work even harder, but they cannot do that over 

 time because then they will end up being on sick leave. Here some have 

 had to brake, and some have had to accelerate, you have to find the right 

 steering speed because it has to be distributed fairly among the 

 employees. (Middle manager of department B). 

 

In department A more than half of the participants felt supported by management. 

The employees provided statements illustrating feeling heard and receiving help if 

needed. A lot of the statements were repetitive in terms of content, therefore we 

only selected two statements which demonstrated employees experiencing support 

by management.  

 

 I have spoken to my middle manager, and talked quite a bit about how I 

 think the process has been difficult. And then I feel heard. my middle 

 manager has taken things further if there has been a need for it. 

 (Employee from department A). 

 

 Roads need to be created, there are a lot of systems and new aspects, a 

 lot has to come together, but there are people who want and try to help. 

 Everything technical may not be in place yet, but it feels like you are 

 supported and can receive help if needed. Although everything can be 

 better. But people are just trying to do their job. (Employee from 

 department A). 

 

In department C half of the participants felt support from management, like 

department A, they also had a lot of repetition with regards to content. Therefore, 

we chose to only include two statements from this department as well. The 

statements regarded being met on demands and feeling looked after, which 

demonstrated that this department also had received some support from 

management. 

 

 I said to management that there are a lot of talk and that people need 

 information now. And then he arranged the department meeting a little 
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 later. I think everyone really appreciated that. There is something about 

 having that middle ground there, not having those meetings too often, but 

 with two or three times a year and catching up on how we are doing.

 (Employee from department C). 

 

 Not that it was bad before, but it is getting even better with the stability, 

 seriousness, and that the employees are more looked after now.

 (Employee from department C).  

 

Even though the majority felt supported by management, there were some 

employees from departments A that did not feel like management provided them 

with what they needed to thrive. These experienced a lack of support to various 

degrees. We selected four statements from this department as it is the largest one 

and because each statement added something different. The extracts regard not 

being heard, not getting email replies, not knowing what to do within their given 

role and feeling left to themselves by management. This illustrates how some of 

the employees experience a lack of support.  

 

 I do not really know if everyone with the different roles knows what to 

 do. There has also been a lot of frustration about who to deal with and who 

 to ask about something. Our previous leader just disappeared, and then we 

 were a bit like “what to do now?”. The leader disappeared and was 

 someone we trusted, so perhaps the leader should have stayed in the 

 department for a while longer, until we got a little further in the process. 

 (Employee from department A). 

 

 The other departments have recovered a bit, but because we have an 

 incredibly bad manager here, we have not recovered yet. When you have 

 such a bad manager it affects everyone, so he is also much of the reason 

 why people have quit there. People come to me with the feeling that it is a 

 bad working environment, and they feel that they are not heard and 

 instead of the short ways to decision making, there are long roads to 

 where you have to go all the way to the top to get through. (Employee 

 from department A). 
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 Our boss is never here. As a boss, you must create respect and make 

 decisions and get the employees with you and not against you. You must 

 respond to emails within a month. For instance, our middle manager has 

 promised an employee downstairs that if he takes on more responsibility, 

 he will get a salary supplement. Whereupon the employee agrees to this, 

 but he never actually gets his salary supplement and now two months have 

 passed. So, he sends an email to his supervisor, but has still not received a 

 reply for over a month or any salary supplement. So, it is extra difficult 

 to know where to go with this manager, because he is never here, and he 

 does not respond to emails. (Employee from department A).  

 

 There are a lot of things I would have done differently, because I thought 

 when a big company bought smaller successful ones, they tried to keep 

 people and operations as it was, because they do not just buy the 

 company, but also the expertise in it. But they have lost a lot of good 

 people now, which was what made the company work as well as it did. 

 They are very top-heavy and forget to look after those at the bottom who 

 generate money. (Employee from department A). 

 

For department C we selected only two statements as this is a smaller department, 

and only half of the participants felt a lack of support. These statements regarded 

a lack of training which felt necessary to solve tasks at work and an insufficient 

HR department. Both statements emphasizing that there is some inadequacy in 

terms of support in the department.  

 

 I am not super happy with the HR-department. It seems that the manager 

 there has a little too many tasks and he answers perhaps a little 

 unprofessionally. I think the company has actually outgrown the HR-

 department and could really need a bigger one. (Employee from 

 department C). 

 

 So I got a lot of new tasks and at the same time we got new systems, and 

 we did not receive any training, it was completely tragic. (Employee 

 from department C). 
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There were no statements from department B that indicated that any of their 

employees experienced a lack of support, therefore we have not included any 

statements from this department related to lack of support. 

 

 

   Information Flow and Lack of Information 

Information flow is under supportive leadership, the opposite under impending 

leadership is lack of information. Statements emphasizing fulfilled needs with 

regards to information or participants feeling content and that they receive 

adequate information are regarded as supportive leadership with a functioning 

flow of information. In the extracts there can also be found negative statements 

accentuating a lack of information where participants speak of a need for 

information that is not being met or poor communication with management. Table 

2 shows that a lot of the participants are content with information given by 

management. In department B, all the participants are satisfied with management's 

flow of information.  

 We have selected three statements from employees in department B which 

demonstrates them testifying to a sufficient flow of information. They also speak 

of how their new middle manager is providing as much information as possible. 

All of the statements provide clarifications to why they believe their flow of 

information is adequate, like having a new middle manager and that they receive 

the necessary information, which is valuable as it prevents gossip in the office. 

Therefore, all these statements confirm that Department B’s employees are 

content with the information given from management.  

 

 It is good to bring everyone under one channel and give the same 

 information if there are any major changes, so that it does not end up 

 being office gossip instead. So, I hope they continue doing it like that. 

 (Employee from department B).  

 

 Before the acquisition we had a department manager who was not very 

 good at providing information, but now we have a new department 

 manager who is very good at providing information and understands that 

 everyone is looking for information. Our middle manager provides as 

 much information as possible. We have gained more insight into how we 
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 are doing now which is really helpful. (Employee from department B). 

 

 I cannot say I have experienced anything negative yet. I get the 

 information I need, and the rest of the information will come eventually. 

 (Employee from department B). 

 

The middle manager in charge of department B also testified to the same as his 

employees, that flow of information was sufficient on his end as well, and he also 

spoke of how it further affected his employees. 

 

 I was maybe a little skeptical at first, but as we get more information and 

 communicate better we also get a more established structure on how we 

 should do things. So, when we actually do what we say, the employees 

 also gain more confidence with the company. When everyone is happy and 

 feels that things work, it is amazing what you can get out of the group. In 

 general, I have got the information I need, and not everything should be 

 said either, so it is tailored to what I need to know, and it is more than 

 good enough. (Middle manager of department B). 

 

In department A, half of the participants were experiencing a satisfactory flow of 

information. However, we only chose one extract from their statements, as the 

other statements on the subject from department A were redundant in their 

substance. Employees provided statements illustrating that they felt like they 

could never be informed enough; yet feeling like their management informed as 

much as they could.  

 

 I think all employees missed more information in the acquisition process, 

 but it is a bit of an insatiable need, one can never get involved and 

 informed enough, but they did the best they could and technically the 

 transition was quite painless. So, I am satisfied. (Employee from 

 department A). 

 

Half of the employees in department C also experienced a satisfactory flow of 

information. The other half did not feel like the flow of information was 

sufficient. However, we chose to only include one statement as there were not that 
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many statements to choose from, and the statements we found had repetitive 

content, which does not add anything to our analysis. The statements 

demonstrated employees feeling involved and informed. 

 

 I get answers from those who are involved, and if I do not get an answer,  I 

 go to my manager, and he finds out as best he can. I do not feel he lacks 

 information; I also think he gets the information he needs when he needs 

 to. They are skilled there. (Employee from department C).  

 

The middle manager of sales in department A also made some positively loaded 

statements regarding the flow of information, in which he agrees with half of his 

employees, making statements from management and employees somewhat 

compatible. However, it also makes it clear that he is unaware of the fact that not 

all the employees in his department are satisfied with the distribution of 

information.  

 

 Being good with information as we have been under the acquisition, and 

 also being clear about things creates a different positivity towards change. 

 I actually think it can improve the atmosphere and lead to fewer people 

 quitting due to uncertainty. Information early on about the direction we 

 are going in, and what will happen in the future and what focus to have is 

 important and something the management clearly informed about. 

 Especially with the intranet and everything, that helps. But with 

 acquisitions and what happens after acquisitions, much good information 

 about the way forward is important to create security and positivity. 

 (Middle manager of sales from department A). 

 

The middle manager of department C also made some positive statements 

regarding the flow of information in his department. Where he stresses the 

importance of creating a satisfying line of communication right away. This also 

seems to coincide with statements from only half of the participants in his 

department. Hence, he lacks some insight to his employees’ experiences.  

 

 Therefore, you prepare as best you can for the change to be implemented. 

 We established a good line of communication straight away. (Middle 
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 manager of department C). 

 

Half of the participants in both department A and C were dissatisfied with the 

sharing of information in their respective departments. In total 6/12 participants 

from these departments felt that the flow of information did not cover their needs, 

which is shown in a lot of the interview testaments. We selected two extracts from 

department A, to highlight what information the participants seemed to be 

missing. The extracts mention information regarding projects, the road ahead and 

who is doing what, as factors they would like to be more informed about.  

 

 It feels like some information goes missing in the process, for example 

 just knowing about the interview meeting now. As the department head 

 said, he would have liked to have informed more, but he has nothing 

 more to inform us about. This is because our department head is also 

 missing a lot of the information requested. (Employee from department 

 A). 

 

 The information flow is the stone in the shoe. I miss some information. I 

 would like information regarding what is being worked on, where we are 

 heading, where we have come in contrast to where we started and who is 

 working on what. If you have any questions during lunch, who should we 

 talk to? It gets a little frustrating. Before things were fixed right away, 

 now things have to go through a longer route. (Employee from 

 department A). 

 

We chose two statements from department C as well, because the theme is quite 

specific and therefore a lot of the statements are recurring. In department C 

employees mentioned often having to look up information themselves and 

information being published before they had been informed. So, there is a clear 

disagreement in the department, where some participants are content with the flow 

of information, while the other half is not.  

 

 Maybe use the intranet to show who they are. When we request 

 information, they just say "yes, it is on the intranet", but we have not been 

 informed about it. For example, how we suddenly found out that we 
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 had a new pension agreement, I would have sent out a push notification 

 regarding that. I received a push message about a case on the intranet 

 where one of our employees had uploaded a photo of some scaffolding 

 that had been set up in Stavanger, but I have not received it for important 

 things. Important things matter, such as people's pensions. Instead, this 

 ends up far down on the site and it must be clicked on to be retrieved 

 again, and it should be at the top. (Employee from department C). 

 

 They posted in another newspaper that we bought another company 

 before the employees here got informed. So, they are bad at 

 communicating to the employees, they have these nice pages such as the 

 Intranet, however they are not good enough at spewing out information, 

 they are too late. (Employee from department C). 

 

Even though all participants in department B were satisfied with the flow of 

information in their department, they had a couple of contradictory comments 

which were made about missing some information. Two of the participants from 

department B mentioned a few things they would have liked more information 

about, however their volume of positive comments regarding information 

throughout the interviews exceeded the two negative ones that were borderline to 

being neutral. We have chosen to include the statements after all, to illustrate that 

the interviews are in fact unambiguous even though there are clear tendencies.   

 

 There is always something that I do not know, so flow of information is 

 something that everyone wants. Like, what is going on? Are new people 

 coming? Has someone left? Things like that. When there are a lot of 

 changes, I think it is important to have a lot of information so that people 

 know what is going on. I think loyal employees appreciate a good flow of 

 information. (Employee from department B). 

 

 I do not really need more information, but a little more internal 

 information, like what happens in the departments, if someone resigns or 

 new hires. Things like that. We often find it out ourselves first (Employee 

 from department B). 
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   Autonomy and Lack of Autonomy 

The last sub-theme under supportive leadership is autonomy, whereas lack of 

autonomy under impeding leadership is the contrary. Participants who feel 

satisfied and emphasize that they are experiencing ownership with regards to their 

tasks and how they solve them, are seen as having a sufficient amount of 

autonomy in the workplace. However, there are also some negative remarks that 

highlight for instance not receiving trust in completing tasks or not being heard 

when making suggestions, these are deemed lacking autonomy. In table 2, it is 

evident that almost all the participants from department B and C are experiencing 

a fulfilled need for autonomy. They had 7/8 participants testifying through 

interview statements that their need for being able to shape their own work and 

receive trust from management is being met.  

 From department B we selected three statements, all displaying different 

sides to autonomy. The statements regard receiving feedback, confidence and trust 

from management, which in turn makes the employees trust management.  

 

 I have not had any negative experience at work, I feel looked after in 

 every way, and they give me confidence so I see no reason why I cannot 

 trust them in return. (Employee from department B). 

 

 I feel that my new manager gives me even more confidence when he tells 

 me that "I completely trust the work you are doing", and then maybe you 

 lower your shoulders a little and get the sense that you have done well. So, 

 you always need that feedback. I get more feedback now, so it is easier to 

 know how I am doing. (Employee from department B). 

 

 I am very good at including myself, and then I receive trust in return. 

 Most people know who I am, and I do not stay quiet, I voice my opinion. I 

 include myself, and I have a lot to contribute with. (Employee from 

 department B). 

 

Department C were almost exclusively experiencing autonomy. We chose two 

statements that accentuated this. The participants described having the power to 

influence their work, a feeling of freedom to do their job and trust. Attributes 

which all testaments to autonomy being present in the department.  
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 So, I am sort of an intermediary between the customer and the workshop, 

 then you get involved in everything, since you talk to customers all the 

 time. Therefore, management allows me to influence the work I do. 

 (Employee from department C). 

 

 There is trust in the organization, and we have the tools to deal with the 

 small things that come up. We have a support department that deals with 

 complaints or changes we need to make, and so I feel free to do my job as 

 I see best fit. (Employee from department C). 

 

For department B, the statements from the middle manager coincides with what 

his employees testified to. We selected one of his statements to exemplify this. He 

described how he tries to ensure autonomy for his employees because it is also an 

important attribute for him in his job. He also stated that he felt trusted by his 

immediate manager.  

 

 I feel that I am always good at finding milestones to ensure the right 

 direction and that my immediate manager is completely confident in me, 

 and there is full transparency, which I depend on. For me to give my best I 

 need room for action, interface and communication, and if my manager 

 shows it back to me, then it is a perfect working relationship. I try to 

 provide my employees with the same. (Middle manager of department B). 

 

Half of department A, with 4/8 participants, also felt content with their amount of 

autonomy at work. We selected two statements emphasizing different sides to 

autonomy. The statements described employees feeling involved and heard by 

management, which demonstrates autonomy being present for some of the 

employees in this department.  

 

 When it comes to my attitude, I would say I was very negative to begin 

 with, but I have changed my attitude a bit, so now I rather try to influence 

 them with my experience. Now they are beginning to listen more to people 

 who have been here for a while and not just their own stuff. Which makes 

 it easier to go to work, because you feel like people listen to your 

 feedback. (Employee from department A). 
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 I am trying to say that we should do "such and such and such". So, I am 

 getting more involved. At first, they did not want to listen to a lot of my 

 opinions, but I think they have realized that I have been sitting here for a 

 long time and that they can use me for something more. So now I have 

 more to say, they listen to me and that is nice for me too. For instance, 

 they have started to listen to me if there is anything I say about competing 

 companies and things like that. (Employee from department A). 

 

Regarding lack of autonomy, there could not be found any statements from 

employees or the middle manager in department B resembling a lack of 

autonomy. However, there were quite a few participants from department A 

making statements in line with autonomy being absent. We chose to include two 

statements distressing the issue of how employees are unable to make decisions 

themselves now and that they have lost a significant part of their autonomy, as 

this was something several employees from department A mentioned. The last 

statement regards how they took more responsibility and felt ownership when the 

company was smaller, but due to the company getting larger they feel like their 

responsibility is more pulverized.     

 

 I miss short decision-making paths and that you can turn around quickly 

 if the customer needs certain things. There is no need to search through 

 three copies to buy a drill the customer needs NOW, when the waiting 

 time is four weeks, or having to go through four people before someone 

 says you can buy the product. Before you could do this yourself and had 

 more freedom of decision. Now it is more top-managed. I have lost my 

 autonomy. This is a banal example, but before I always bought a new 

 phone every year, now I have to apply and maybe get one for 6,000 NOK 

 and then cover the rest myself. This also applies to machines, equipment, 

 trucks and cars, everything becomes a little more rigid in a larger system.

 (Employee from department A). 

 

 We were very focused on operations and details previously, we earned a 

 lot of money and had large profits every year. In the new company, which 

 is a larger company, the focus on operations and details disappears, due 

 to how the responsibility becomes more pulverized. I felt greater 
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 responsibility before, and we took more ownership since it was smaller. 

 (Employee from department A). 

 

 For my own part, I hope that my manager gets more leeway to make 

 active decisions. Because now you always have to get up and ask instead 

 of having more authority yourself. I miss having more authority and trust. 

 The salespeople are more fluid since they work in all departments, the 

 sales manager is our immediate boss. They have stretched out the list of 

 authorities. So, from just asking one person that could give me a yes or a 

 no previously, I still just have to ask one person, but he has to ask four 

 others to give me a yes or a no (Employee from department A).  

 

There were also a couple of negatively loaded statements from department C with 

regards to lack of autonomy. Nevertheless, these statements from department C all 

came from the same participant, which was the only participant from that 

department who was not experiencing a fulfilled need with regards to autonomy. 

The participant’s statement demonstrates that this is due to management not 

listening or making changes when the employee made suggestions.   

 

 Management can listen when I speak, no I am joking (laughs). But they 

 should maybe take more input and not just go "no, no, no". Additionally, 

 they do not give me any explanation either, we just get "no, because that is 

 not the way we do things". How are we supposed to know what their way 

 of doing things is? (Employee from department C). 

 

 They do not want to make the changes we ask for. They want it their way, 

 and I understand that not everyone can give input and have it their way, 

 but why make it more difficult and make changes so things move slower, 

 because they are interested in getting as many bookings as possible and to 

 get it out of the way. So, I do not understand that (Employee from 

 department C). 

 

The middle manager of sales in department A attested to the same thing as the 

workers in his department. He was stating that autonomy on his end was changed 
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for the worse, and that the new company structure provided both the employees 

and the middle managers with less autonomy than previously. 

 

 Before there was a lot of trust, where I could buy what I wanted if I 

 justified it. However, now it is a damn wheel. This is something we work a 

 lot on to hopefully change. So, those employees who know the industry 

 well can also have their say, and to make the chain of communication and 

 decision making shorter. I understand that not everyone can act as they 

 want, then there would have been chaos. For example, I do not mean that 

 a seller can buy fifteen vacuum cleaners because a customer needs it for 

 only two weeks. You cannot just do what you want and be impulsive. I 

 often slow down the sellers in this regard. But I want to be able to provide 

 my employees with more freedom than they have now (Middle manager 

 of sales from department A). 

 

 

   Low and High Organizational Identification 

Further, we evaluated the participants' organizational identification by looking at 

their replies to the question “How do you identify with the organization? To what 

degree?”. All sixteen participants replied to this question by scoring themselves 

on a scale from 1-10, as well as elaborating. We did not expect the participants to 

reply to this question with a score. However, it made it easy to compare them, 

therefore we chose to look at the score they gave and in addition we closely 

reviewed their data extracts throughout the interviews. This was done to see if the 

score participants gave were consistent with how they spoke about the company. 

Participants that scored themselves low on organizational identification by rating 

from 1-5, as well as having a majority of negative statements were deemed to 

have a low degree of identification with the new company. Participants that 

scored themselves high on identification by rating from 6-10, as well as having a 

majority of positive statements were deemed to have a high degree of 

organizational identification. 

 All the participants that were interviewed in department B had a high 

degree of organizational identification. It is clear that department B are 

experiencing positive group influence and are satisfied with regards to support, 

information and autonomy. This has also been substantiated throughout the 
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findings section with almost exclusively positive extracts from department B’s 

interviews. All the participants from department B also scored themselves 

concerning identification with the new company, they all stated it to be high, and 

the participants were ranging between 8-10 on a scale from 1-10.  

 However, department A and C were more divided with regards to degree 

of organizational identification. Half of the participants from both department A 

and C identified to a low degree, while the other half identified to a high degree. 

A total of 6/12 participants from department A and C were experiencing a low 

degree of identification. These participants scored themselves low on 

identification with the new company, their scores were ranging from 3-5 on a 

scale from 1-10. They also had mostly negative statements dominating the 

interviews.  

 In department A, one employee emphasized frustration regarding poor 

management, resulting in high sickness absence and operations not working 

seamlessly. The statement testifies to how this employee does not identify with 

how the new organization functions. It shows an “us against them” mentality in 

how they are speaking about management. Another employee in department A, 

referred several times to how it was better before and accentuated a lack of 

cohesion in their department. Employee turnover is also mentioned as something 

that affects their department, which demonstrates that they feel more distant to the 

company now than previously. The last statement from department A, exemplifies 

how poor choices and insufficient communication from management have 

negatively affected their team spirit. These are just a few of the negatively loaded 

extracts from department A, but they demonstrate a number of aspects that the 

employees are dissatisfied with, which in turn justify their low degree of 

identification when scoring the company from 1-10. 

 

 If there is something specific I could change if I had the opportunity, it 

 would be to fire the middle manager in our department. I told the HR-

 manager exactly what I mean, and he is fully aware of it. Our department 

 has a high sickness absence, and not everything goes smoothly. They can 

 say as much positive as they want, but there are many who are frustrated. 

 There is a lot of frustration (Employee from department A). 

 

 We are missing that little piece of cohesion. There are people who have 
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 quit and there are people who think about quitting because they do not like 

 the change, so I miss how everyone was a little more connected 

 previously. We did more social things together before. Also, in terms of 

 work, since people quit, you might have been closer with colleagues 

 before, but I hope it will be like that again when things have calmed 

 down (Employee from department A). 

 

 Things got a little unfortunate with the bonus at first, where we received 

 information about how we were doing, and then in December a poorly 

 worded email arrived saying that things were not going so well after all. 

 There was positivity regarding this all year and then suddenly everyone 

 became very demotivated. So maybe they should not have talked about it 

 too much until they knew something for certain, because there was a lot of 

 hope and expectations, and there was a bad atmosphere afterwards, even 

 though we got a bonus. I think it is rooted in the fact that there has been a 

 lot of uncertainty where there has been poor information, but also a lack 

 of information in that aspect that makes people unmotivated (Employee 

 from department A). 

 

The two employees from department C were mostly focused on negative 

attributes like colleagues resigning and a longer line of communication, 

describing the new organization as being more impersonal. Although the 

negatively loaded extracts from department C are not as crude as those from 

department A, they still had more negative than positive statements overall with 

regards to the new organization. Therefore, half of the participants from that 

department are deemed as identifying to a high degree. While the other half had  

statements testifying to a low degree of identification. 

 

 Some colleagues have quit, mostly people who have been in the company 

 for a long time. Some people probably want to work in a company that is 

 private and smaller, where they can feel a close sense of belonging 

 (Employee from department C). 

 

 Before the acquisition, we were much more “one”, where we were 

 speaking directly with the top managers, and they worked with sales too, 
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 so we were very close back then (Employee from department C). 

 

 Now they change things for the worse, things take much more time, and 

 you must go through hundreds of managers instead of going to a yes or a 

 no. And it is boring, because you want to get things done, and I am not 

 used to things taking so long (Employee from department C). 

 

There were also negative statements from middle managers working in 

department A and C, in general they wished they could have contributed more in 

the process and they also missed a lot of things that were present in the former 

company. The middle manager of sales from department A, were deemed as 

having a low degree of identification, however, he did not mention anything about 

how he perceived his employee’s identification with the company. The middle 

manager of department C on the other hand, had mostly positive statements 

during his interview. However, we have included one of his more negatively 

loaded statements as it was congruent with some of the negative statements made 

by his employees. Demonstrating his awareness of features in the department that 

was not working out as well as intended.  

 

 I believe that I could have contributed before they announced the 

 acquisition, as an acquisition is very special. I was really upset and felt 

 like I was going to cry when I found out about it. In addition, I was the 

 first to leave the premises when we got the message. I have always been 

 proud of having the name of the previous company on my chest, and when 

 it is torn away, it hurts. I understand that it must be like this and that it is 

 necessary for further growth, but for someone who is here daily, it is a big 

 transition (Middle manager of sales from department A). 

 

 Even though I was in the management group, the acquisition was kept a 

 secret, it was so bad that I wanted to beat up three people that I got really 

 upset with. This as it felt like an overstepping in relation to my area of 

 responsibility. I feel I should have been included since I was a key person 

 in the company and therefore should have been trusted to be included. I 

 still do not understand why I was not included, since I could have adapted 

 and facilitated a lot for a smoother transition (Middle manager of sales 
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 from department A). 

 

 I miss the fact that it was more personal before, we had better cohesion 

 in the departments when we were managed in a different way, here we 

 have a way to go (Middle manager of department C). 

 

The middle manager of department B’s statements was on the other hand 

congruent with the statements from his employees, almost solely positive with 

regards to the acquisition. He also perceived his employees to be positive and on 

board with the changes.  

 

 At this department no one has left for more than half a year, so they have 

 accepted that we will become big, and they want to be a part of this 

 journey. I feel that both information and communication have been good, 

 which are the two most important things (Middle manager of department 

 B). 

 

 I am willing to bet 100 percent on our company, and there is no reason 

 for me to doubt it. It is a serious, up-and-coming, and forward-leaning 

 company that I easily identify with. They are not being too crude in their 

 approach to making money (Middle manager of department B). 

 

 

    Summary of Findings 

Summing up, there are clear patterns in the different departments. Department B 

have embraced the change and the data highlight how the changes have been for 

the better in their department. They identified to a higher degree and also stated 

receiving autonomy, support and information from management. On the other 

hand, Department A and C are more divided with regards to the change. They are 

split in terms of organizational identification and not everyone in these 

departments experience supportive leadership, as some feel a lack of autonomy, 

support and information. Potential reasons for this will be discussed in the next 

section. However, any particular patterns connected to age or gender was not 

found, hence this will not be considered in our findings section.     
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     Discussion 

 

In this section of the thesis, the various themes uncovered will be discussed 

consecutively. In addition, we will consider the different departments to explore 

potential reasons for differences or similarities between them and connect it to the 

chosen theories from our literature review. Further, we will address the research 

gap previously noted and investigate if anything related to the gap is uncovered. 

Post interpreting our data, we will move on to implications and elaborate why our 

findings matter. Lastly, we will acknowledge our study’s limitations, before 

making our recommendations. 

 Our findings suggest that organizational changes like acquisitions can 

affect people in the organization differently. Employees, as well as departments 

can experience divergent identification with the newly formed organization. 

However, it remains to be discussed if these results are generalizable or if they 

only apply to this case study. 

 

 

   Evaluating the Impact of Our Findings 

We have decided to contextualize our case in terms of theory, to better understand 

our findings. We find it appropriate to define the type of change an acquisition is, 

as well as establishing how far the company has come in the process in terms of 

stages. 

  According to Weick and Quinn (1999) an acquisition could be defined as 

episodic change as it is planned, does not happen frequently and is prompted by 

external events like keeping up with competition in the market. For this type of 

change, the leader has a great impact as they are the ones who initiate the change. 

On the other hand, using the theory of Nadler and Tushman (1990) an acquisition 

could be defined as a re-orientation type of change, which are time consuming and 

risky. They also emphasize that this type of change enables opportunities of 

learning through experimentation. Although it is necessary to specify the type of 

change, it is crucial to keep in mind that changes in real life can usually be placed 

into more than one category (Pardo Del Val & Fuentes, 2003).   

 The company of investigation was acquired in September 2022, which 

tells us that it has been more than 100 days since their acquisition took place. 

Hence, they have passed stage five of an acquisition according to Davenport & 
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Barrow (2009). Thus, they are now at the final and sixth stage where the new 

employer brand is built and integrated into the company. Nevertheless, they 

should have completed stage one to five, and additionally implemented important 

elements from these stages to increase the chances of the acquisition being 

successful. Since the organization is at the last stage, they should be done with 

changes regarding structure and management. 

 

 

  Organizational Identification Across Departments 

Looking at theories related to identification, Conroy and colleagues (2017) 

suggested that organizational changes, like acquisitions, can cause problems with 

identification. This is evident in our findings, as only department B highly 

identified with the new organization, while the other two departments, A and C, 

were split with regards to identification.  

 We will mainly focus on the three leadership attributes recognized in our 

study, as these seemingly have had a notable effect on organizational 

identification. It is also relevant since studies have found that it is important with 

leaders who foster a climate of trust and facilitate employee involvement with 

regards to making decisions (Neill et al., 2019). This is because such leaders also 

promote communication and help motivate organizational identification among 

employees. Therefore, we will examine the two types of leadership found in our 

study, and further look at the impact towards identification considering different 

leadership attributes. Hence, we will discuss how our defined sub-themes could be 

probable causes for the variations in organizational identification amongst 

departments. 

 We will also investigate group influence as a factor that could have 

repercussions on identification. This is because department A had primarily 

negative group influence, and they also had inconsistencies in degree of 

identification among employees. 

 

 

    Impact of Group Influence 

Group influence regards being either positively or negatively influenced through 

the communication or behavior of other people, it is a factor that can be present in 

any company. However, due to the complexity of acquisitions, the likeliness is 
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high that group influence might be affected. Employees could be influenced by 

other colleagues’ behavior, attitude or the way they are speaking about the 

changes within the company. Since many acquisitions do not end up as intended, 

there is a considerable risk for negative group influence arising (Makri & 

Ntalianis, 2014).  

 Our data showed that only department A, experienced a majority of 

negative group influence, while department B and C on the other hand 

experienced almost solely positive group influence. We were quite surprised that 

they differed to such an extent, because department A and C’s answers were quite 

similar across most of our sub-themes, but regarding group influence they differ 

considerably. Therefore, it is likely that something particular within the 

departments have impacted the group influence. Consequently, it seems pertinent 

to look at general differences between departments, as displayed in table 1 in our 

methodology section.  

 Firstly, department A was the only department who kept their name in the 

merger completed in 2017, making it likely that they had an even stronger identity 

than the other departments, because they have had the same name since they were 

established over 30 years ago. Department B and C on the other hand, lost a piece 

of their identity in 2017 when they had to relate to a new company name, 

therefore they only kept this new identity for 5 years before being acquired. 

According to Neill and colleagues (2019) and Elstak and colleagues (2015) it is 

crucial for companies to boost dis-identification with the previous company and 

emphasize continuity between the old and new organization, to further create 

linkages on where they overlap. This makes it probable that department A has not 

been able to create a re-identification with the new organizational attributes. Thus, 

by utilizing strategies of informing through communicating overlaps, 

organizational identification can better be maintained. Accordingly, group 

influence can be an indirect consequence of impeding leadership with poor 

communication where there is lacking information with regards to continuity 

between the old and the new company. However, it can also be a direct effect of 

the organizational change. 

 Secondly, even though two of the departments experienced a higher degree 

of positive group influence with 8/8 participants. Department A is considerably 

bigger, and 7/8 participants from this department experienced negative group 

influence. Hence, a considerable amount of our total selection is experiencing 
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negative group influence. Department A consists of 40 employees while 

department B consist of 30 and C of 15. Because department A is larger than the 

other two departments, there could be greater power of influence among the 

employees as they are a larger group. This is most likely not the cause for the 

differences in group influence between departments, as department B is also quite 

large, yet they are experiencing positive group influence. It is however crucial that 

we mention it as it could be a contributor combined with the other factors.  

 Thirdly, the average time working in the company before the acquisition is 

considerably longer for department A compared to B and C. Employees from 

department A has an average time of 127,5 months working in the company, 

which is more months on average than the other two have combined. This could 

potentially contribute to department A having a stronger identity with the initial 

company. Which can be connected to theory from Conroy and colleagues (2017), 

they emphasize over-identification and difficulty with change as negative 

outcomes related to organizational identification. This is reflected in our findings 

as they support the theory of Conroy and colleagues (2017). An example on 

department A’s strong organizational identification with the initial company, is an 

extract were an employee from department A refers to group negativity and an 

“everything was better before” mentality. Another example is an extract 

accentuating missing the unity which existed in the former company. These 

examples highlight department A’s difficulty with change which could be because 

of their strong organizational identification with the former company.  

 These three general differences combined could be the reason for 

differences in group influence between departments. However, there could be 

other potential elements contributing to these findings, like leadership. As 

mentioned group influence could be a direct effect of the acquisition but it could 

also potentially serve as a moderator. For instance, if leadership either supportive 

or impeding serves as an independent variable, then group influence could serve 

as a moderator which either enhances or weakens the effect of leadership on the 

dependent variable, organizational identification. For example, if an employee is 

dissatisfied with management in terms of lacking information, support or 

autonomy, then negative group influence could amplify this experience and 

further negatively impact the already low organizational identification. Hence, 

group influence can positively or negatively affect the magnitude of the effect 

from the leadership attributes. If there is supportive leadership, then positive 
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group influence could further strengthen organizational identification, while with 

impeding leadership, negative group influence could further weaken 

organizational identification. We suggest that all of these potential reasons 

collectively contribute towards the negative group influence. This is due to the 

fact that almost all of the participants from department A identified components of 

negative group influence, and since employees seldom talk adversely without 

justification, it is very plausible that a number of factors contributed to the 

development of this clear trend. 

 Now that we have established potential reasons for the differences in 

group influence between departments, and emphasized how it possibly affects 

organizational identification. We will further look at why group influence is an 

important element to consider with regards to change, in accordance with already 

established theories.  

 According to Stouten and colleagues (2018), ten steps should be used in 

managing organizational change. The sixth step regards utilizing social networks 

and their influence. A group that is cohesive could be more prone to influence by 

their group, and this power of influence is something the organization should 

benefit from when implementing planned change (Stouten et al., 2018). Hence, 

group influence could be utilized to pull groups in a desired direction. For 

instance, swaying employees and getting them on board with the change as a 

collective group, since this is more powerful than simply targeting employees 

individually. However, due to department B and C being more positively 

influenced, it is likely that they managed to take advantage of the social influence 

in contrast to department A.  

 Davenport and Barrow (2009), mentions aspects related to group influence 

in their stages. In stage four it is stated how it is important to keep employees in 

the loop, instead of them listening to rumors. There are extracts from department 

A stressing this being a struggle in their department. For instance, several 

employees noted that it was not uncommon for colleagues to fill in the gaps if 

they were lacking information or creating entirely new stories by themselves. So, 

for department A, the poor communication results in negative group influence as 

employees takes matters into their own hands and creates rumors due to a lack of 

information. The participants had passed stage four already when they were being 

interviewed, however, they were referring to a lot of previous incidents and the 

process in general. Hindsight, the managers have not succeeded with supplying 



 55 

their employees with sufficient information at this stage, leading to stories 

escalating. In general, managing well at this stage is emphasized as important 

because it contributes towards morale and motivation. This further accentuates the 

crucialness of avoiding negative group influence like rumors and filling in the 

gaps.  

 Additionally, one of the extracts from an employee in department A stated 

that people used to help each other and went beyond their job description 

previously, whereas in the new company people simply do the bare minimum. 

According to Neill and colleagues (2019), organizational citizenship behavior is 

behavior beneficial for the organization which is beyond what is required. It can 

be a favorable outcome related to a positive organizational identification. The 

extract from department A highlighted how they used to have employees 

contributing with more effort than required, yet this behavior is not present in the 

company anymore. Hence, in line with Neill and colleague’s theory, when 

organizational identification is high, then organizational citizenship behavior will 

probably be present while when it is low people tend to work more separated and 

without cooperation.  

 Finally connecting all the interpretation to our research question, as a 

consequence of the acquisition, department A is experiencing more negative 

group influence, compared to department B and C. This is likely because they 

have a stronger organizational identification with the initial company and are 

having more trouble with re-identification with the newly formed entity. 

 

    Impact of Support 

Support is a leadership attribute which a manager may or may not possess, it 

regards helping employees and meeting their needs. Acquisitions are usually 

turbulent and require a lot of staff adjustment, therefore stable leadership 

attributes like support are important in such settings of uncertainty.  

 Our research revealed that only department B experienced a sufficient 

amount of support from their middle manager. However, department A and C 

were more split with regards to feeling supported. Most participants in department 

A felt supported, although some reported lack of support. In department C, 

employees were split in half with regards to feeling supported. We will further 

investigate to find out why they differ and why employees in department A and C 

are not in agreement. 
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 We will start by investigating the departments and how they differ with 

regards to the leadership attribute support and offer potential reasons for this. 

Department B, which is satisfied in terms of support, have a new middle manager, 

which they seem overall pleased with. He appears to provide employees with 

feedback as well as being open and transparent with them. This is evident from 

employees’ testimonies where they referred to receiving answers, support, help, 

constructive criticism and recognition. The middle manager of department B 

seems considerate in how he states that he regulates his employee’s workload, this 

correlates with being a supportive manager. This was however a predicted result 

as the employees from department B in general seemed really satisfied with their 

new middle manager. 

 When examining department A’s statements, some mentioned feeling 

heard and receiving help, but several also mentioned not getting email replies, not 

knowing what to do in their role and feeling abandoned by management. So, one 

potential explanation for why department A’s employees are not as content with 

management support, could be that they have had a lot more role changes 

compared to department B. Department A’s middle manager might have 

neglected to assess how employees are handling their new role, like if they need 

additional training to complete new responsibilities. Since Department B had 

considerably fewer role changes, then meeting the employees might have been 

less demanding for their manager, compared to managing a larger department 

with more changes and less support.  

 Investigating department C’s statements, half of the employees spoke of 

needs being met and feeling looked after, while the other half were unhappy with 

HR and the lack of training. Further, one may notice that department C did not 

have that many changes in roles, they had the same amount as department B. 

However, they had been working in the initial company for a lot longer than 

Department B, with more than twice as many months on average. A possible 

explanation for why department C experienced lack of support to some degree, 

could be due to a greater need for it in the transition. They had been working in 

the company for a longer period of time and could have built up a stronger 

organizational identification with the initial company, which according to Conroy 

and colleagues (2017) could cause more difficulty with change. These potential 

explanations both suggests that department A and C has a greater need for 

support. Another alternate explanation could be that Department B simply has a 
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manager who is better suited to meet the requirements needed to be an effective 

manager. There is a great deal of evidence that department B has a competent 

manager considering his employees reported mainly positive feedback on all the 

leadership attributes we examined. However, we also believe that people who are 

more closely connected to their previous employer may require more support in 

the transition to a new company, particularly if they also have a new role. All of 

these factors combined would possibly explain why employees in departments A 

and C require more support in the process, and the possible explanations are not 

mutually exclusive. We are unsure if department A and department C’s employees 

would have felt more supported if they had a different middle manager. 

 Moving on to examine why some of the employees within department A 

and C are divided, if they require more support, then this could also be the reason 

for these departments being internally divided. For instance, the participants that 

are not satisfied in terms of support could have experienced more changes in roles 

and could have been working in the company for a longer period of time. The 

participants who felt supported could have less changes in roles and could have 

been employed for a shorter period of time. This seems plausible as the 

participants with negatively loaded statements in terms of support mentioned 

aspects like HR, not knowing what to do, not having recovered yet and people 

quitting. All these statements highlight problems that are potentially more deeply 

rooted 

 Further, we will investigate why support is an important leadership 

attribute to consider in times of change, and we will connect our findings to the 

theories within the field. Going back to Stoutens (2018) ten steps, there are 

several elements in numerous of the steps which can be related to support. 

Starting with the second step, which considers assessing readiness for change, it is 

clear that the newly formed company have not been able to provide the necessary 

amount of support to all employees. One could pose questions if the organization 

have in fact assessed readiness with regards to demands and managements 

abilities. This due to statements emphasizing lack of training, lack of knowledge 

within roles and also one middle manager being described as “unavailable” and 

“incredibly bad”. Despite one department being satisfied, the organization in total 

have failed to complete the second step of Stoutens (2018) model.  

 The next step of Stouten (2018) related to support is the seventh step. It 

regards supporting employees through goal setting, learning, fairness, justice, 
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employee participation and transitional structures to further support 

implementation. This is closely related to support, and the company has a way to 

go in fulfilling this step, because employees from department A and C stated 

lacking training, feeling left by management and not knowing what to do within 

their role.  

 Stoutens (2018) eighth and ninth step regards factors like managing the 

change continuously, assessing progress an outcome over time and conveying it to 

the employees as well as providing feedback. Some employees perceived these 

components to be present, but other said they were not. Providing feedback and 

following up on the employees are crucial elements which can be connected to 

support. In department B, employees spoke of constructive criticism and being 

recognized for doing something good. While in department A and C, not 

receiving replies and being delegated new systems without being followed up 

were mentioned. An employee from department C also stated that they got to 

catch up on progress in a department meeting, however they had to ask for this 

meeting themselves. Hence, department C’s middle manager did not seem to 

regularly assess progress or convey it to his staff.  

  Support is an important element in leadership during change, because 

aspects that can be related to support are repeatedly mentioned throughout 

Stoutens (2018) ten steps as exemplified above. Following these steps are crucial 

because they are essentially an evidence-based recipe for successful change.  

 Further, there are components that resemble support from Davenport and 

Barrows (2009) six stages. Stage one considers four alternatives to integration, 

they mention communication about the pending acquisition as an important aspect 

to further make employees feel involved and heard. Therefore, if the leadership 

attribute of information flow is sufficient, they propose that feeling heard will be a 

positive consequence. In addition, sufficient communication with employees 

could lead to them feeling supported. An example is where an employee from 

department C approached management for information, since coworkers were 

chatting a lot, which is an illustration of how communication enabled employees 

to experience support. Then management arranged a department meeting were 

everyone got to catch up on how the company was doing, this feedback could 

further be deemed a form of support. It does not appear that the middle managers 

of department A and C has managed to provide employees with sufficient answers 

or support during initial stages, yet when requested they have provided it. 
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 Another example from the six stages of Davenport and Barrow (2009) is 

stage four. This stage refers to the period prior to the firm actually being acquired, 

where only an announcement of the acquisition has been made. In this stage 

informing employees is essential and Davenport and Barrow (2009) also 

recommends installing a help desk to further guide and provide employees with 

answers. None of the employees from either department ever mentioned a help 

desk, however employees from department B talked about management providing 

them with tools and answers to whatever they might have wondered. However, 

some employees from department A and C spoke about not feeling heard, lacking 

information and training.  

 The acquisition has most likely been more difficult for some employees in 

terms of seniority and consequently they might have a strong organizational 

identification with the former company. Some employees have been going 

through more changes than others with regards to role, which could also make the 

transition more difficult. Both types of employees might have a greater need for 

organizational support, which has not been offered sufficiently in all departments, 

this further likely negatively impacts organizational identification with the newly 

formed company.  

 

 

   Impact of Information Flow 

Flow of information regards sufficient sharing of information and is an important 

component for leaders to be efficient. Although not all leaders manage to be 

sufficient in their way of distributing information to employees. Because 

acquisitions involve a lot of different structural changes, a sufficient flow of 

information is a necessity to eliminate ambiguity.  

 Our results uncovered that department B was the only department who was 

content with the information flow from their middle manager. Department A and 

C on the other hand, were not in agreement internally. Half of the participants 

from both departments perceived lack of information, while the other half was 

satisfied. In total, 6/16 from all departments did not feel like their need for 

information was fulfilled.  

 We will now explore potential reasons for these differences across 

departments. For department B, there were almost solely statements emphasizing 

the flow of information to be satisfactory. However, employees mentioned that 
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they had a different middle manager prior to the acquisition who did not provide 

the necessary information. The participant also contrasted this with how the new 

middle manager had another understanding of the importance of information. 

Employees further described a satisfactory flow of information in the new 

company and highlighted positive actions made by the middle manager in terms 

of distributing information appropriately. Employees in department B probably 

felt that the information exchange was adequate, since they had been assigned a 

capable new middle manager and because it contrasts with a poor flow of 

information prior to the acquisition. 

 Looking into department A, table 1 suggests that they had more role 

changes than the other two departments. When taking on a new role with new 

responsibilities, there are likely even more changes to become accustomed to, 

increasing the demand for information. This is accentuated in employees’ 

testimonies, where they state missing information about progress, projects and 

who does what. Alternatively, department A might have a middle manager who 

lacks the necessary skills to share information properly. Otherwise, it is also 

possible that some employees have an almost insatiable demand for information 

due to being acquired. They may feel that the middle manager's efforts to provide 

information are insufficient regardless of what the middle manager does. Hence, 

there are several potential reasons for why department A is split with regards to 

flow of information. Thus, it could also be a result of a combination of these 

different components, which we find to be more likely.  

 When examining department C on the other hand, there is no obvious 

differences which indicate that the department should have a worse information 

flow than department B. Department C has a different middle manager, and it 

could be that department B’s middle manager is more competent and sufficient in 

his way of sharing information, which could be a reason for these differences. 

Additionally, it might potentially be correlated to department A’s theory, that 

some employees have an insatiable need for information, which managers are not 

able to fulfill. A combination of components could result in these differences as 

they are not mutually exclusive. In addition, the data point towards a need for 

improvement in several areas for the department manager. 

  We will further connect theory to our findings and investigate the 

importance of information flow as a leadership attribute during an acquisition. 

Since some of the theories are found to slightly overlap, we will explore these 
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combined.   

 We will start by examining Stoutens (2018) first step, which is diagnosis. 

This step regards evaluating the necessity of change and collecting information 

from all the people invested in the organization as well as involving employees. 

Further, it emphasizes how information flow goes both ways, hence, that 

management also needs to gather information from employees to lay the 

foundation of the planned change. The essence of this step somewhat overlaps 

with stage three from Davenport and Barrows (2009) six stages. In this stage, it is 

crucial to cover the concerns that the employees might have, which seems to 

correlate with Stoutens (2018) recommendation in his first step, as one cannot 

meet employees’ needs without gathering the necessary information. There are no 

statements that explicitly state that management has collected information from 

employees prior to the acquisition, however a few statements from middle 

manager of sales in department A can be connected to these theories with the use 

of some interpretation. The middle manager of sales from department A made 

statements about feeling shocked when the acquisition was announced. In 

addition, and he stated that he desired to be included to make the process go 

smoother. These statements indicate that management has most likely not 

collected enough information from the workforce, as it suggests that this middle 

manager had both information and ideas about how the transition should have 

been accomplished, which does not seem to have been considered. 

 The fifth step of Stoutens (2018) ten steps could be relevant with regards 

to information flow. This step concerns creating a clear and compelling vision of 

change, and then informing the employees. The middle manager of sales in 

department A seemed to have an understanding correlating with this step, as he 

spoke of the importance in being clear about the direction the organization is 

moving in and the aim for the future. However, he also supposed that they had 

been doing a decent job with information sharing during the acquisition. This 

diverges with how half of department A is not satisfied with the information flow, 

and one of the employees from the department explicitly stated missing 

information regarding which direction they were moving. Consequently, there 

exist contradictions between the middle manager of sales in department A's 

perceptions and what is really being communicated. As our data shows, there are 

considerable variations between departments regarding information flow, which 

management could further improve. 
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 Step eight and nine from Stoutens (2018) ten steps can be connected to 

information flow, this is because they emphasize conveying progress and 

accomplishments to reinforce the company’s vision and providing feedback to see 

the effects of the change. These two steps can be connected to aspects from 

Davenport and Barrows (2009) fourth stage, which accentuates the importance of 

providing employees with information on how they are developing and what 

actions that are needed for further development. These steps from Stouten (2018) 

and the stage from Davenport and Barrow (2009) highlight how a steady flow of 

information can be used as a tool to boost progress. An employee from 

department A stated missing information about where they are heading, where 

they are in contrast to where they started and what is being worked on. This 

statement indicates that employees from department A are not getting sufficient 

information regarding how they are progressing related to the change. Therefore, 

this statement demonstrates that management has some work to do related to these 

two steps, at least in this department. 

 In general there are several theories emphasizing how transparent and 

honest communication, as well as openness of leaders are crucial during times of 

change, to ensure success in the process. Sufficient flow of information can 

further enhance organizational identification, which is a critical element to 

developing affective commitment in times of change (Davenport & Barrow, 2009; 

Neill et al., 2019). A statement from middle manager of department B, stresses 

how he aims to be transparent as he mentions positive reactions from employees 

when management follows through on their promises. This further establishes 

employee’s confidence within the company. The statement coincides with the 

mentioned theory, and given the positive employee statements from department B 

concerning flow of information, it seems like this one department has managed to 

fulfill the employees need for information. In hindsight, the department managers 

of A and C could probably learn something from the department manager of 

department B, like brining all the employees under one channel and providing 

insight to progress. 

 Neill and colleagues (2019) also argue that excessive changes like 

acquisitions can create problems with internal communication, which further can 

cause problems in maintaining organizational identification. Communication 

strategies can be utilized in order for employees to re-identify within the new 

organization. Thus, the company can further aim to improve internal 
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communication. The middle managers should highlight areas of overlap between 

the old and new organizations and create a linkage. This should be done to further 

decrease uncertainty and support workers' organizational identification (Neill et 

al., 2019; Buchanan & Huczynski, 2019; Elstak et al., 2015). For instance, 

management could highlight how they have retained the same workforce, location 

and kept or improved internal legal agreements. 

 To sum up, we will connect our interpretations to our research question. 

There are clear trends in the data that emphasizes that department A and C are not 

content with the sharing of information, while department B perceive it to be 

satisfactory. This could possibly be a consequence of components like role 

changes leading to an increased need for information, differences in management 

competence or employees potentially having an insatiable need for information. If 

management does not address this, it might have a detrimental impact on 

organizational identification, which can further have repercussions on how 

successful their change process ends up. 

 

 

    Impact of Autonomy 

Autonomy regards experiencing ownership in solving tasks and is a crucial 

element which managers can provide employees. Further, it can be closely related 

to organizational identification, as it also regards ownership. Therefore, 

employee’s perception of autonomy within the workplace is an important element 

to building organizational identification. 

 Our findings exhibited once again, that the employees from department B 

had fulfilled needs, this time with regards to autonomy. Department A was split in 

half regarding this attribute, whereas only half of the participants felt that it was 

satisfied. Department C was almost content with regards to autonomy, where only 

1/4 participants perceived a lack of autonomy.  

 We shall now look into some possible explanations for these variations 

amongst departments. Department B had a variety of statements accentuating 

receiving autonomy from management in terms of getting feedback, trust and 

confidence in their work. The department manager makes conscious choices in 

providing his employees with autonomy in terms of giving them room to make 

decisions, trust and confidence. He mentions that these are aspects he also finds 

crucial to properly do his job, which is why he tries to ensure the same for his 
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employees.  

 However, department A was as described divided, and half of the 

participants stated receiving autonomy in terms of their suggestions and feedback 

being taken into consideration. As a result, the management seemed to trust them 

and thereby take their feedback into account. The participants who perceived lack 

of autonomy, reported being unable to make decisions, loosing trust and authority 

as well as having less ownership and responsibility compared to before the 

acquisition. There could be several potential reasons for this, like department size, 

as department A is the largest with 40 employees. As pointed out by one of the 

employees in department A, autonomy might as a consequence be more limited in 

a larger organization. This is because there is often need for more rigid systems 

when a larger proportion of money and employees are involved, which 

necessitates reporting, resulting in less freedom. However, department B is also 

fairly large with only ten employees less than department A. Therefore, 

department A should be able to provide their employees with autonomy regardless 

of their size, as it has been accomplished in department B, which is also 

considerably large.  

 Another possible explanation is simply that the middle manager in 

department A lacks the skills or knowledge to provide his employees with an 

adequate amount of autonomy. Alternatively, employees could perceive a lack of 

autonomy because they have a new middle manager who needs time to get to 

know his employees in order to provide them with trust, freedom and to involve 

them further in the processes. However, department B also has a new manager 

who is seemingly providing his employees with the necessary amount of 

autonomy. The employees from department A have on average been working the 

most months in the company, thus the employees might demand more autonomy 

in order to be satisfied. This as they have seniority and might believe they deserve 

confidence and independence in return because they probably have a great deal of 

expertise in the industry. These potential causes could also be combined and 

collectively be the reasons for our findings within autonomy, which we believe to 

be accurate. Our findings suggest that there are a number of management related 

issues for department A, that has room for improvement. We also believe less 

autonomy will have a negative effect, because they experienced it in the initial 

company. 

 Department C is almost satisfied with autonomy and there was only one 
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participant which were not content. The participants in general described feeling 

involved and trusted as well as having influence and freedom. The one participant 

who was not in agreement with the group felt like management did not want to 

take input or make the changes suggested. However, it is more difficult to 

interpret because they are the smallest of the three departments, which should give 

their middle manager more grounds for providing them with autonomy. 

Additionally, they have had the same middle manager for two years before the 

acquisition, so they should also have had enough time to earn the trust of their 

leader. Conversely, there is only one participant who is not satisfied, and it may 

be that this employee has a somewhat unattainable need for autonomy, then the 

problem could be their unreasonable demand instead of management being the 

problem. On the contrary, department C has been working in the company for 

more than twice as many months as department B. Hence, it could be that the 

unsatisfied participant has a reasonable although greater demand for autonomy 

because of seniority. On the other hand, the issue might be inadequate 

management, which could have negative effects on the perception of autonomy. 

However, since only one participant is unsatisfied we believe it to be more likely 

that this participant has somewhat unattainable demands.  

 We will now look at theories related to the topic of autonomy, and 

compare them to our findings, to establish the impact it has on employees. We 

will look at some of the theories simultaneously, because they seem to overlap 

within some aspects.  

 Firstly, we will look at Stouten (2018) first step, diagnosis. An important 

aspect of this step is involvement of employees, which can be related to 

autonomy. Further, stage one of Davenport and Barrow (2009) emphasize 

communication early on for employees to feel heard and involved. Both of these 

theories highlight the importance of employee involvement early on in the 

process. Even though, 11/16 participants are satisfied with autonomy, there are 

still measures which can be taken to ensure it to be more sufficient. For instance, 

even if you cannot consider all suggestions employees make, it is still feasible to 

give them credit for their efforts to make them feel heard and not dismissed, even 

though you cannot implement all their proposals. Making employees feel trusted 

and included in the process will help them develop ownership and confidence 

towards the organization and management. This can help build organizational 

identification, which is a necessity during times of change, because it will create 



 66 

employee commitment, which is relevant in cases like this acquisition (Neill et al., 

2019).  

 Stoutens (2018) fourth step emphasizes the importance of leadership in 

general, as it considers developing leaders to be effective during change. This step 

makes all our leadership attributes relevant as support, information flow and 

autonomy potentially could be developed if this step is completed in a satisfactory 

manner.  

 Moving on to Stoutens (2018) seventh step, which regards utilizing 

enabling processes to support implementation. One of the aforementioned 

enabling processes which can be related to autonomy is employee participation. 

Employees should be invited to voice their concerns and be included in making 

decisions, this can further contribute towards the change development. It is clear 

from the extracts from department A and C that the participants who are not 

content with autonomy does not feel heard when they have voiced concerns or 

made suggestions. So, this could be improved to fulfill this step, which should 

increase the possibility of the change initiative being successful according to 

Stoutens (2018) evidence-based steps.  

 The eight step of Stouten (2018) could be relevant with regards to 

autonomy, as it concerns encouragement of experimentation, which demands a 

certain amount of trust from management, in order to learn by doing. Employees 

should be able to try out initiatives without the fear of failure resulting in 

repercussions from management. The process of trying and failing can also be 

related to involvement, employees are given the opportunity to shape their work 

by trying out potential new routines for procedures. This is something department 

B seems to have accomplished, as employee statements emphasized receiving 

trust and thereby confidence in their work, they also spoke about getting feedback 

to better know how they were doing. However, we believe that the middle 

managers from department A and C, could benefit from creating more trust 

between them and their employees. 

 To sum up, the majority of employees perceive autonomy to be satisfied, 

and even though some employees reported a lack of autonomy, it could simply be 

a consequence of the company becoming larger. The new structure will naturally 

result in a somewhat longer line of decision-making and more reporting. 

Therefore, it is not necessary the case that low-levels of autonomy amongst 

employees is directly caused by management. However, our research has also 
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revealed some rather obvious departmental differences, suggesting that the 

manager may have some influence and control over this. Then, it stands to reason 

that if you provide the staff members with more trust, responsibility, 

independence and freedom, this could further strengthen their bonds with the 

organization and could additionally encourage them to reciprocate this trust. In 

turn, increased autonomy will likely positively impact organizational 

identification.   

 

 

    Implications 

There are clear tendencies in the data when investigating leadership as a whole. 

Where department B seems to have consistently supportive leadership, in turn 

they also have a high degree of organizational identification. Further, the data 

from the two other departments is also quite coherent. Employees within these 

two departments are split almost evenly on the three leadership attributes. 

Additionally, they are split in terms of organizational identification where half of 

the employees have a high degree and the other half have a low degree. Hence, it 

seems like the employees from department A and C disagrees on whether the 

leadership in their department is impeding or supportive, and as a consequence 

they are also split with regards to organizational identification. Our results are 

consistent with our assumptions, as these are attributes that we perceived to be 

relevant from the interviews, which we believe impacted workers identification 

with the organization.  

  Components that can be related to our three leadership attributes, are 

referenced repeatedly in the theories of Stouten and colleagues (2018), Davenport 

and Barrow (2009), Elstak and colleagues (2015), Conroy and colleagues (2017) 

and Neill and colleagues (2019). Our findings are in line with these established 

theories. Our three leadership attributes are also somewhat interconnected even 

though they are distinct. One example is as mentioned how an efficient 

information flow may lead to feeling heard and involved, which could be linked 

to support and autonomy resulting from a sufficient sharing of information 

(Davenport & Barrow, 2009). Thus, chain reactions between our different 

leadership attributes can occur.  

 Therefore, it is evident that all three of these components are crucial 

leadership attributes, especially for change management, and our findings indicate 
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that all of them have a significant impact on organizational identification in our 

study. This is further crucial because it could have an impact on the organizational 

change, and whether it turns out as a success or failure (Neill et al., 2019). In 

addition, we interpret group influence to have a moderating effect, where it 

potentially can enhance or increase the effect of leadership on organizational 

identification. Accordingly, group influence can reinforce the negative effects of 

impeding leadership or the positive effects of supportive leadership. 

 Our findings are in accordance with already established theories within the 

fields of organizational change, mergers and acquisitions and organizational 

identification. However, our case can provide new insight into the relationship 

between leadership and organizational change with group influence as a 

moderator. This could be a relevant topic for further research and also have 

implications for practice. Hence, to achieve these moderating effects, leaders 

should aim to influence groups to a greater extent. Further, the findings indicate 

that department size, changes in roles, and length of employment could impact the 

middle managers ability to be effective in terms of support, information flow and 

autonomy. It may be that the elements we found to impact our findings are only 

relevant to our study, therefore it could be beneficial to further research this. Our 

findings suggest that to promote communication, autonomy, and support during 

change, it may be advantageous to create smaller departments and pay more 

attention to staff members in new roles as well as those who have been there for a 

long time. 

 We have also found these three leadership attributes to be linked to how 

employees identify with the organization. Therefore, this might have implications 

on what type of middle manager an organization should aim to select, as they are 

likely to have a significant impact on organizational identification. Our findings 

suggest that selecting middle managers with a strong understanding of the change 

process and how it is perceived by the employees is important. They also need 

insight to how their behavior impacts the employees. This is because we 

discovered that the department who had adapted best to the change following the 

acquisition, had a middle manager with accurate knowledge of how the employees 

experienced the process and what measures that could be taken to further facilitate 

successful change. 

 Our study clearly demonstrates that there may be significant internal 

departmental variances during a change process. Therefore, the role of middle 
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managers is crucial for how employees identify with the company, which also has 

the potential to influence the outcome of change. Our results emphasize how it is 

important to ensure that all the middle managers have the same starting point prior 

to the initiation of the acquisition. Establishing coordination and cooperation 

between them is essential to assure that the change is as uniform as possible 

across the entire organization. For practice, this has implications on gathering 

middle managers for training and collaboration prior to the change process being 

initiated  

  Finally, we believe that our findings may be generalizable to some degree 

since the organization we investigated is representative of both those in the same 

industry as well as those in different industries. The company of investigation is 

quite typical in terms of operating activities such as administration, marketing, 

sales and customer service.  

 

 

     Limitations 

In our study we have investigated differences across departments on 

organizational identification in a newly acquired company. However, there are 

some limitations to our design. The final selection of respondents was limited 

with regards to representativeness, because a lot of initially selected respondents 

declined to partake in our interview. For instance, we wanted to interview a fourth 

department, but they all declined our request for participation, which is why we 

ended up with only three. The middle manager of department A, did not reply to 

our request at all, which is why we only had the opportunity to interview the 

middle managers of department B and C. This may have further limited our 

findings, as we could not compare employee statements to statements of the 

middle manager of department A. 

 In the two smaller departments, we asked several candidates to participate, 

but we naturally examined the most candidates from the largest department. 

However, because of the numerous rejections we received from the two smaller 

departments, they have a far smaller sample, which could indicate a selection bias. 

Because of the small sample we cannot be certain that the selected participants 

from each department accurately reflects our population, which is all three 

departments in total (Bell et al., 2019).  

 We also encountered some problems in our interview process as not all the 
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participants had been properly informed by their middle manager, which could 

further have constrained our findings, as all the participants were not prepared to 

answer.  

 Nevertheless, we believe that our result is valid in terms of answering our 

research question as there were still clear tendencies pointing in the same 

direction as several theories within the field. 

 

   Recommendations for Future Research 

Future studies on the same topic should consider doing a longitudinal study to see 

how similar findings potentially evolve throughout the process, as employees 

could potentially identify to different degrees during the different stages of an 

acquisition. Furthermore, as previously addressed, one should investigate if 

factors like length of employment, changes in role, or department size are factors 

which can impact the middle managers capacity for effectiveness in terms of 

support, information flow and autonomy.  

 One could also establish new research to test if leadership and the 

attributes of information flow, support and autonomy are in fact independent 

variables affecting the dependent variable of organizational identification. Further 

studies should also aim to include a larger sample, a variety of industries and 

different change interventions to establish generalizability.  

 Another recommendation would be to test how the change process evolves 

and whether the outcomes are the same throughout the departments. One could 

further investigate if middle managers are all coordinated and receive the same 

management training, information and plan for implementation.  

 Another option is to do comparable research at a different company to 

determine whether the findings are the same there. However, to avoid selection 

bias, one would need to interview all the middle managers in each department 

being studied. 

 

 

     Conclusion 

 

Within today’s fast paced and constantly changing society, organizational change 

is inevitable and acquisitions are common. The failure rate is high; thus, it is 
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essential to find solutions on how to properly handle them to enhance chances of 

success. It is crucial to approach the change with effective strategies to 

successfully implement them. 

 This study aimed to investigate repercussions of organizational change, in 

terms of an acquisition, on employee’s organizational identification with a newly 

formed company. Based on a qualitative analysis of semi-structured interviews 

from three departments in a service supplier organization, we found that 

leadership attributes in terms of support, information flow and autonomy are 

important features. This is because it can influence employees’ organizational 

identification during change and in turn affect the outcome of the process. We 

also established that group influence is a factor who can serve as a moderator, 

which can either positively or negatively affect the magnitude of the effect caused 

by the leadership attributes on organizational identification.   

 Our results indicate that there can be distinct differences across 

departments, but also disagreement within departments on organizational 

identification during an acquisition. Further, our data shows clear tendencies 

which indicates that supportive leadership leads to a high degree of organizational 

identification, whilst impeding leadership leads to a low degree of it. This 

research has revealed that the departments of examination has numerous 

differences. In conclusion, our study highlights the need for further research on 

the impact of leaders in acquisitions, specifically in terms of their ability to 

provide support, share information and promote employee autonomy. We hope 

that future research will build upon our work to deepen the understanding of this 

complex phenomenon. 

 

 

 

 

 

 

 

 

 

 

 



 72 

     Reference List  

 

Adetona, A. A. (2022). The effect of Mergers and Acquisitions on the 

 Management of Intellectual Property: A case of the European Chemical 

 Industry. [Doctoral dissertation, Leeds Beckett University]. Ethos.  

 https://figshare.leedsbeckett.ac.uk/articles/thesis/The_Effect_of_Mergers_

 and_Acquisitions_on_the_Management_of_Intellectual_Property_A_case

 _of_the_European_Chemical_Industry/20222709/1?file=38248440  

 

 

Alao, R. O. (2010). Mergers and Acquisitions (M&As) in the Nigerian Banking 

 Industry: An Advocate of Three Mega Banks. European Journal of Social 

 Sciences, 15(4), 554-563. 

Bell, E., Bryman, A., & Harley, B. (2019). Business Research Methods (5th 

 ed.).  Oxford University Press.  

Beer, M., & Nohria, N. (2000). Cracking the Code of Change. Harvard Business 

 Review, 78(3), 133-216.   

 

 

Braun, V., & Clarke, V. (2006). Using Thematic Analysis in Psychology. 

 Qualitative Research in Psychology, 3(2), 77-101. 

Brekkhus, A. (2020, February 7). Utleiebransjen tar en stadig større del av kaka 

[The Rental Industry Takes an Increasingly Larger Share of the Pie]. 

Byggindustrien – Bygg.no. https://www.bygg.no/utleiebransjen-tar-en-

stadig-storre-del-av-

kaka/1422914!/?fbclid=IwAR2m1NULZvx3_A5CobHDnhpMjBeIiiDRm

M-k47g713LeeSQIxtph7SOWAcs  

https://figshare.leedsbeckett.ac.uk/articles/thesis/The_Effect_of_Mergers_
https://figshare.leedsbeckett.ac.uk/articles/thesis/The_Effect_of_Mergers_
https://www.bygg.no/utleiebransjen-tar-en-stadig-storre-del-av-kaka/1422914!/?fbclid=IwAR2m1NULZvx3_A5CobHDnhpMjBeIiiDRmM-k47g713LeeSQIxtph7SOWAcs
https://www.bygg.no/utleiebransjen-tar-en-stadig-storre-del-av-kaka/1422914!/?fbclid=IwAR2m1NULZvx3_A5CobHDnhpMjBeIiiDRmM-k47g713LeeSQIxtph7SOWAcs
https://www.bygg.no/utleiebransjen-tar-en-stadig-storre-del-av-kaka/1422914!/?fbclid=IwAR2m1NULZvx3_A5CobHDnhpMjBeIiiDRmM-k47g713LeeSQIxtph7SOWAcs
https://www.bygg.no/utleiebransjen-tar-en-stadig-storre-del-av-kaka/1422914!/?fbclid=IwAR2m1NULZvx3_A5CobHDnhpMjBeIiiDRmM-k47g713LeeSQIxtph7SOWAcs


 73 

Buchanan, D. A., & Huczynski, A. A. (2019). Organizational Behaviour (10th 

 ed.). Pearson. 

Choi, M. (2011). Employees’ Attitudes Toward Organizational Change: A 

 Literature Review. Human Resource Management, 50(4), 479-500.  

Conroy, S., Henle, C. A., Shore, L., & Stelman, S. (2017). Where There is Light, 

There is Dark: A Review of the Detrimental Outcomes of High 

Organizational Identification. Journal of Organizational Behavior, 38, 

184-203.  

Davenport, J., & Barrow, S. (2009). Employee Communication During Mergers 

 and Acquisitions (1st ed.). Routledge. 

Edwards, M. R., Lipponen, J., Edwards, T., & Hakonen, M. (2017). Trajectories 

 and Antecedents of Integration in Mergers and Acquisitions: A 

 Comparison of Two Longitudinal Studies. Human Relations, 70(10), 

 1258-1290. 

Elstak, M. N., Bhatt, M., Van Riel, C. B. M., Pratt, M. G., & Berens, G. A. J. M. 

(2015). Organizational Identification During a Merger: The Role of Self-

Enhancement and Uncertainty Reduction Motives During a Major 

Organizational Change. Journal of Management Studies, 52(1), 32-

62.         

Giæver, J., & Selvik, S. (2020, September 11). Blogg: Potensial for konsolidering 

i bygg- og anleggsbransjen [Blog: Potential for Consolidation in the 

Construction Industry]. BDO Norge. https://www.bdo.no/nb-

no/bloggen/potensial-for-konsolidering-i-bygg-og-

anleggsbransjen?fbclid=IwAR2DU3DMooyk38TBH5DEs6QCbUXk_0Sh

PO4LBxf90bcMEilL4NKzHfmxq7Y  

https://www.bdo.no/nb-no/bloggen/potensial-for-konsolidering-i-bygg-og-anleggsbransjen?fbclid=IwAR2DU3DMooyk38TBH5DEs6QCbUXk_0ShPO4LBxf90bcMEilL4NKzHfmxq7Y
https://www.bdo.no/nb-no/bloggen/potensial-for-konsolidering-i-bygg-og-anleggsbransjen?fbclid=IwAR2DU3DMooyk38TBH5DEs6QCbUXk_0ShPO4LBxf90bcMEilL4NKzHfmxq7Y
https://www.bdo.no/nb-no/bloggen/potensial-for-konsolidering-i-bygg-og-anleggsbransjen?fbclid=IwAR2DU3DMooyk38TBH5DEs6QCbUXk_0ShPO4LBxf90bcMEilL4NKzHfmxq7Y
https://www.bdo.no/nb-no/bloggen/potensial-for-konsolidering-i-bygg-og-anleggsbransjen?fbclid=IwAR2DU3DMooyk38TBH5DEs6QCbUXk_0ShPO4LBxf90bcMEilL4NKzHfmxq7Y


 74 

He, G. (2022). The Effect of Mergers and Acquisitions on Corporate Management 

and Financial Performance. 2022 International Conference on Economics, 

Smart Finance and Contemporary Trade, 871-877.  

Ismail, M., Baki, N. U., Omar, Z., & Bebenroth, R. (2016). Organizational 

Identification as Perceived by Merger and Acquisition Employees. Global 

Business and Management Research, 8(3), 29-42. 

Klok, Y., Kroon, D. P., & Khapova, S. N. (2022). The Role of Emotions During 

Mergers and Acquisitions: A Review of the Past and a Glimpse into the 

Future. International Journal of Management Reviews, 1-27.  

Kotter, J. P. (2007). Leading Change, Why Transformation Efforts Fail. Harvard 

 Business Review, 85(1), 97-102.   

Lupina-Wegener, A., Drzensky, F., Ullrich, J., & van Dick, R. (2014). Focusing 

on the Bright Tomorrow? A Longitudinal Study of Organizational 

Identification and Projected Continuity in a Corporate Merger. British 

Journal of Social Psychology, 53(4), 752-772. 

Makri, E., & Ntalianis, F. (2015). Post M&A Ill-Health: Main, Moderating and 

Mediating Effects of Job Stressors and Perceived Organizational Support. 

Employee Relations, 37(2), 176-191.  

Malik, M., Anuar, M., Khan, S., & Khan, F. (2014). Mergers and Acquisition: A 

Conceptual Review. International journal of accounting and financial 

reporting, 4(2), 520-529. 

 



 75 

Michel, A., Stegmaier, R., & Sonntag, K. (2010). I Scratch Your Back – You 

Scratch Mine. Do Procedural Justice and Organizational Identification 

Matter for Employees' Cooperation During Change?. Journal of Change 

Management, 10(1), 41-59. 

Mühlemann, N. S., Steffens, N. K., Ullrich, J., Haslam, S. A., & Jonas, K. (2022). 

Understanding Responses to an Organizational Takeover: Introducing the 

Social Identity Model of Organizational Change. Journal of Personality 

and Social Psychology, 123(5), 1004-1023. 

Nadler, D. A., & Tushman, M. L. (1990). Beyond the Charismatic Leader: 

 Leadership and Organizational Change. California Management Review, 

 32(2), 77-97. 

Neill, M. S., Men, L. R., & Yue, C. A. (2019). How Communication Climate and 

Organizational Identification Impact Change. Corporate Communications: 

An International Journal, 25(2), 281-298. 
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