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Abstract 

This dissertation develops an integrative coordination perspective on acquisition 

management. In doing so, three distinct studies provide comprehensive insights into three 

coordination devices that affect value creation in acquisitions differently. First, the 

implications of a strategic M&A  intent influence the application of past learnings in 

acquisition integration. Second, orchestration of managerial knowledge, mitigate delays 

in acquisition integration. Third, the dissertation sheds light on CEO personality 

orchestration by highlighting the relationship between CEO similarity and shareholder 

wealth destruction. Thus, the dissertation's findings contribute to organizational learning 

theory, the knowledge-based view, and the upper echelons theory. Furthermore, by 

linking three distinct studies through a lens of coordination, the dissertation offers a 

holistic approach, offering insights into the different nuances of coordination and its 

importance for successful acquisition management. Such findings enrich our 

understanding of acquisitions by directly contributing to theory while providing an 

integrative perspective to unify a dispersed body of acquisition literature.  
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Research Synopsis 

This dissertation develops an integrative coordination perspective on acquisition 

management by combing three studies. The combination of the studies allows for a 

holistic perspective shedding light on the relationship between coordination and value 

creation in acquisitions. However, a synopsis is needed to argue for a theoretical 

interconnectedness and support an overarching theme. Thus, the following synopsis and 

its chapters aim to offer an introduction to the three studies and interlink each paper 

towards the common theme. Figure 1 provides a summary of the dissertation structure, 

consisting of five chapters.  

 
Figure 1: Structure of dissertation 
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Chapter 1 offers an introduction to the acquisition literature. Furthermore, the 

complexity, paradigms, and fragmentation of the acquisition literature are discussed. 

Moreover, research gaps are identified and the contributions of the dissertation are 

outlined.  

The aim of Chapter 2 is to provide a comprehensive summary of each studiesô 

theoretical background. Thus, the coordination variables of a strategic intent, knowledge 

orchestration, and CEO personality orchestration are introduced. Furthermore, Chapter 2 

links the coordination variables with recent acquisition studies, stressing their importance 

for successful acquisition management. In addition, the chapters point toward several 

theoretical gaps and address them.  

Chapter 3 provides insights into the methodical choices and limitations of the 

studiesðthe chapter outlines which methods have been applied and what type of data 

has been collected. Due to the potential weaknesses of primary survey data, several biases 

are discussed and, later on, addressed in each study. Furthermore, the chapter offers 

information on the chosen variables, sample size, theoretical perspectives, and 

conference presentations.  

Chapter 4 offers a comprehensive summary of each study in the dissertation. The 

aim of the summaries is to provide a brief introduction of the most important aspects of 

each study. Each summary starts with an introduction of the research topic and a 

methodical discussion. Afterward, each summary ends by outlining each paper's main 

findings and contributions.  

Chapter 5 of the synopsis discusses the dissertation's limitations, theoretical 

contributions, and managerial implications. In the beginning, the chapters introduce the 
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overarching theme's theoretical contributions and how these findings complement prior 

research on coordination. Afterward, the limitations and managerial implications are 

presented. 

 

Chapter 1: Introduction  

Over the past century, acquisitions have emerged as an eminent topic in strategic 

management research (Cartwright & Schoenberg, 2006; Nahavandi & Malekzadeh, 

1994). Acquisitions are corporate activities that bring together two formerly independent 

firms, resulting in a new corporate structure (Coyle, 2000; Hubbard, 1999). In addition, 

acquisitions enable firms to alter their resources and capabilities to adapt to changing 

environments (Barney, 1991; Schoenberg, 2003; Teece, 2007). Thus, research shows that 

alterations in the resource base through acquisitions enable firms to become more 

resilient, increasing their survivability (Almor et al., 2014). Further, acquisitions have 

been identified as the most important strategic tool for multinational corporations to grow 

(Hitt, Harrison, Ireland, 2001), allowing firms to improve their performance (Laamanen, 

Keil, 2008).  

However, despite these promises to deploy acquisitions to exploit strategic 

opportunities, develop corporate activities, and create value (Bower, 2001), prior 

research has persistently reported that acquisition failure rates range from 40% to 60% 

(Homburg & Bucerius, 2005,2006; Almor et al., 2014; Hitt, Harrison & Ireland, 2001; 

Papadakis & Thanos, 2010; Schoenberg, 2006). Further, research findings show that 90% 

of all transactions, after the deal closes, fail to achieve the prospected value (Christensen 

et al., 2011). Despite the disappointing outcomes of acquisitions (Tuch & Sullivan, 
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2007), their popularity has resulted in an overall increase in acquisition activities over 

the past decades (Wiggins et al., 2022). Cording and colleagues (2002) labeled this 

dichotomy between the strategic importance of acquisitions and subsequent negative 

results the acquisition paradox. The challenge to explain this phenomenon coherently led 

to multiple scientific debates, contributing to a more in-depth understanding of 

acquisitions. As a result, the theoretical body of acquisition literature diverged into 

multiple lenses to tackle this paradox. For example, Bauer and Matzler (2014) pointed 

out that four different schools of thought emerged, giving researchers multiple 

perspectives to understand the acquisition phenomenon: the financial economics school, 

strategic management school, organizational behavior school, and process school of 

thought. 

Moreover, several influential reviews emerged, broadening our understanding of 

acquisitions. Graebner et al. (2004) and Devers and colleagues (2020) reviewed the post-

merger integration literature, providing an overview of the various streams contributing 

to the acquisition integration literature. Haleblian et al., (2009) developed a framework 

to contextualize empirical evidence of the management, economics, and finance school. 

Further, findings were categorized into a framework of antecedence, contextual settings, 

and outcome variables. Welch et al., (2020) reconnected the financial, accounting, and 

economic literature to focus more on the pre-deal phase by explicitly emphasizing deal 

initiation, target selection, bidding, negotiation, valuation, and announcement phase. 

Additionally, King et al., (2021) offered a comprehensive review of variables affecting 

acquisition performance. As a result, the review identified 16 constructs that serve as 

predictors for acquisition performance, ranging from payment methods to integration 

depth. Thus, prior research findings on acquisitions contributed to extensive research 

over the past decades, enabling researchers to improve their understanding of the 
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phenomenon. Consequently, achievements of past studies decreased ambiguity on 

causations (Cording et al., 2008; King et al., 2021), reduced the complexity of the topic 

(Meglio & Risberg, 2010; Trichterborn et al., 2016, Steigenberger, 2017, Weber & Tarba, 

2010), and explained heterogeneity of performance effects (Gomez et al., 2012; Meglio 

& Risberg, 2011, Zollo & Meier, 2008, Das & Kapil, 2012).  

Despite these achievements, the topic of acquisitions offers various research 

opportunities by going beyond traditional determinants that are treated as unrelated 

variables by each school of thought. For example, while the process school of thought 

stressed the importance of singular integration tasks (human and functional integration), 

only limited research integrated an organizational-behavioral perspective to shed light on 

acquisition integration (Bingham et al., 2010). By directly combining multiple schools 

of thought, new light can be shed on aspects that have been neglected but are critical for 

value creation in acquisitions. As a result, this dissertation aims to contribute to 

acquisition research in the following ways. 

 
Figure 2: Research gaps and contributions 

This dissertation contributes to existing research in three primary ways. First, the 

dissertation contributes to prior coordination literature by offering a holistic coordination 

perspective linking three empirical studies that identify coordination as an eminent topic 
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for acquisitions. Thus, the thesis offers an overarching theme linking three distinctive 

variables: strategic intent, managerial knowledge orchestration, and the coordination of 

CEO personality. Second, the dissertation offers an integrative approach to multiple 

schools of thought in acquisitions, such as the acquisition process school, strategic 

management, and organizational-behavioral school of thought. Third, the academic work 

sheds light on neglected variables that offer new insights into acquisition integration and 

CEO personality, affecting value creation in acquisitions. As a result, while previous 

research stressed the importance of variables such as cash payment (King et al., 2021) or 

codification (Zollo, 2009) as essential determinants of acquisition success, only limited 

or recent research focused on the variables presented in this dissertation. Therefore, an 

emphasis on variables that received limited foci over the past decades are introduced, 

such as synergy realization, CEO similarity, strategic M&A  intent, and delays.  

The dissertation offers new insights by interlinking three unique contributions 

that expand our knowledge of value creation in corporate takeovers. In addition, it is 

essential to note that only through research, which goes beyond traditional barriers of 

scientific domains, complex and rare strategic events such as acquisitions can be made 

comprehensible. Thus, I firmly propose that research on acquisitions will  continue to 

provide intriguing results by specializing in unique domains and interlinking findings 

into an overarching concept. Thus, this dissertation (1) interlinks multiple schools of 

thought, (2) addresses neglected variables, and (3) interlinks them in an overarching 

coordination theme to support this proposition. 
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Chapter 2: Theoretical Background 

Each paper's theoretical themes and foundations are discussed in the following 

chapter. Moreover, this chapter provides a comprehensive theoretical background by 

highlighting the linkage between the coordination and acquisition literature. After laying 

down the theoretical background, theoretical research gaps are identified and addressed. 

 

Strategic Intent  As Coordination Devices In  Acquisitions 

Coordination is a pivotal concept for firms to improve performance (Faraj & 

Xiao, 2006) by aligning and orchestrating a collective set of interdependent tasks 

(Argote, 1982; Malone & Crowston, 1994; Bingham & Eisenhardt, 2011; Thompson, 

1967; Okhuysen & Bechky, 2009). As a result, coordination is a crucial instrument for 

managers to manage firms and acquisitions more effectively (Bauer et al., 2017; Dao & 

Strobl, 2019; Puranam et al., 2006; Puranam et al., 2009). This relationship between 

coordination and acquisitions holds especially for the pre-deal and post-merger 

integration phases. For example, in the case of the pre-deal phase, M&A  functions serve 

as a vital coordination mechanism to improve acquisition performance (Trichterborn et 

al., 2016). Moreover, prior research identified that the most crucial phase for acquisitions 

performance (Larsson & Finkelstein, 1999), the post-merger integration phase is heavily 

reliant on communication (Bansal & King, 2020). Communication as a coordination 

device in acquisition integration reconfigures resources and enables organizational 

learning, improving acquisition performance (Agarwal et al., 2012). 
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However, communication alone does not provide the substance for acquisition 

success, as the interlinkage between goals, communication, and a strategic direction is 

essential (Mantere & Sillince, 2007). Thus, to coordinate acquisitions more effectively, 

a strategic intent is paramount, combining essential elements of coordination such as 

goals, direction, and communication (Uhlenbruck & & De Castro, 1998). Hamel and 

Prahalad (1989, p. 64) defined strategic intent as ñan obsession with winning at all levels 

of the organization.ò While this definition was created to serve a managerial audience 

(Prahalad & Doz, 1987), the concept has been taken up in the academic debate, 

contributing to the organizational strategy literature (Burgelman 1996; Lovas & Ghoshal, 

2000; Mantere & Sillince, 2007; Noda & Bower, 1996). For example, Mantere and 

Sillince (2007) reported how multiple intents can be aligned throughout an organization 

to improve coordination. Further, Mariadoss et al., (2014) investigated the relationship 

between a strategic intent and risk aversion affecting firm performance. 

In addition, top strategic management scholars appraised the concept as one of 

the most influential and innovative concepts that emerged in management literature over 

the past 100 years (Porter et al., 2022). A strategic intent introduces an element of agency 

to coordination through strategizing by complementing prior coordination concepts. 

While previous research focused on structural elements of coordination such as plans and 

rules (March & Simon, 1958; Scott & Davis, 2007), objectives (Rafaeli & Vilnai Yafetz, 

2004; Mark, 2002), and routines (Feldman, 2000; Feldman & Rafaeli, 2002; Bohmer & 

Pisano, 2001), a strategic intent facilitate the proposition of agency by highlighting the 

importance of individual aspiration. 

Moreover, a strategic intent offers additional benefits for organizations that might 

result in superior coordination. First, a strategic intent allows organizations to go beyond 
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the objectives of strategic plans by representing a proactive mode that symbolizes an 

organizational will  about the future (Hamel & Prahalad, 1989). Second, a strategic intent 

allows organizations to adapt to changing objectives for which one cannot plan (Hamel 

& Prahalad, 1989) through a corporate context, allowing bottom-up initiatives to weigh 

opportunities (Lovas & Ghoshal, 2000; Noda & Bower, 1996) and directing the 

necessary competencies (Hamel & Prahalad, 1989). Third, a strategic intent reaches all 

levels of the organization by disseminating a mutual target to aim for (Lovas & Ghoshal, 

2000); therefore, energizing all levels of the organization. Combining these three ideas, 

a strategic intent can be considered a coordination device that provides a context to 

motivate and guide employee interactions on work tasks more effectively. As a result, a 

strategic intent provides an organization-wide direction for the decentralized tasks of 

acquisition integration, determining resource allocation patterns and the use of 

competencies (Doz, Hamel & Prahalad, 1989; Mariadoss, Johnson & Martin, 2014). 

However, despite the importance of a strategic intent for firms, Alan et al., (1994) 

pointed out that many firms still find it difficult  to successfully implement and maintain 

a strategic intent, in their operational practices. One reason why firms find it diffi cult to 

successfully implement a strategic intent is due to past experiences, which alter the 

strategic intentions and, therefore, change how organizations coordinate and deploy 

resources successfully (Chen & Yeh, 2012; Fathei & Englis, 2012). Thus, it is crucial to 

delineate the relationship between what organizations learn, apply, and coordinate 

through a strategic intent. As a result, the first contribution of the paper-based dissertation 

is to disentangle the relationship between a strategic intent and organizational learning, 

affecting the overall performance of acquisitions. While firms find it challenging to 

implement a strategic intent, we find evidence that a strong strategic intent alters which 

learnings are applied. Here, acquisition integration provides an ideal setting for the study, 
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as previous research indicated that organizational learning and its subsequent application 

play a decisive role in contributing to acquisition success (Zollo, 2009; Heimeriks et al., 

2012). Furthermore, the paper combines the process-school and organizational behavior 

school of thought to give insights into how organizations learn, apply, and, most 

importantly, coordinate acquisition integration through a strategic intent. 

Paper 1: Applied Integration Rules And Performance ï What Is Learned, Applied 

And Intended In Acquisitions 

 

Knowledge Orchestration And Acquisition Integration 

Research reports that knowledge is essential for coordination in organizations 

(Kanawattanachai & Yoo, 2007). As a result, an extensive body of literature focuses on 

knowledge as a unique determinant to coordinate groups and organizations (Grant, 1996; 

Amayah, 2013; Subramaniam & Venkatraman, 2001). In the case of organizations, the 

knowledge-based view (KBV) provides essential insights into the deployment and 

coordination of knowledge to achieve competitive advantages. For example, a central 

argument of the KBV is that organizations incorporate and combine distributed 

knowledge to leverage productivity in firms (Grant, 1996). As a result, the coordination 

of knowledge enables firms to create value, heterogeneity, and competitive advantages 

(Barney, 1991; Grant, 1996; Kogut & Zander, 1992). In particular, the orchestration of 

knowledge is vital as the orchestration of specific knowledge types, namely specialized 

or generalized knowledge, allows firms to impact performance on individual and 

organizational levels (Coff, 1997; Ferguson & Hasan, 2013; Miller, Zhao, & Calantone, 

2006; Nyberg & Wright, 2015). 
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However, while the coordination of knowledge is an essential factor for firm 

performance (Bierly & Chakrabarti, 1996), knowledge and its underlying attributes are 

also interconnected with varying effects of speed in firms, indirectly affecting 

performance (Forbes, 2005). For example, Kogut and Zander (1995) pointed out that 

specific attributes of knowledge such as tacitness and complexity slow down 

organizational processes. On the contrary, knowledge attributes such as source 

attractiveness, the intent to learn, and relational quality increase processes speed (Pérez-

Nordtvedt et al., 2008). As a result, the distinction and coordination of different 

knowledge types and their attributes is an essential factor for successful knowledge 

orchestration (Arend et al., 2014) and process management. 

The appropriate orchestration of knowledge is essential for processes, such as 

acquisition integration, that are sensitive to speed (Bauer et al., 2016; Homburg & 

Bucerius, 2006). For instance, delays in acquisition integration can lead to value 

destruction and hinder synergy realization (Chanmugam et al., 2005). Therefore, 

managers might implement measures to salvage delayed acquisition integration 

processes (Teerikangas, Véry, & Pisano, 2011) through appropriate knowledge 

orchestration. Indeed, recent research shows that different types of knowledge during 

integration alter the outcome of acquisition (Lamont et al., 2019). Thus, to shed more 

light on the relationship between knowledge coordination and speed in acquisitions, the 

second study of the paper-based dissertation disentangles the relationship between delays 

in acquisition integration and knowledge orchestration and shows how this affects 

acquisition performance. Moreover, the paper contributes to recent literature by 

combining different schools of thought, namely the process school and strategic 

management school to offer new insights into the importance of knowledge orchestration 

for acquisition integration. 
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Paper 2: How To Get Back On Track During Acquisition Integration ï The 

Importance of M&A  Specialists and M&A  Generalists  

 

CEO Personality Similarity  And Orchestration 

Prior research of the Resource-Based View (RBV) focused on the need to 

orchestrate resources (Sirmon et al., 2011) and knowledge (Bierly & Chakrabarti, 1996) 

to achieve competitive advantages. Research on resource orchestration complements 

prior RBV literature to understand the role of managers and their actions to effectively 

arrange and bundle resources to leverage firms' resources (Harris & Helfat, 2007; Sirmon 

et al., 2011). The orchestration of resources and knowledge allowed the deployment and 

configuration of assets to environmental contexts (Bierly & Chakrabarti, 1996) or 

corporate activities by the TMT to effectively improve performance (Chadwick et al., 

2015). For example, Chadwick et al., (2015) reported that the synchronization of CEOs, 

top management teams, and middle managers allowed firms to orchestrate strategic 

resources more effectively. Further, research on family firms investigated the interplay 

of coordination mechanism and participative strategy to increase generations' 

involvement, improving firm performance (Chirico et al., 2011).  

However, despite the promising empirical work of the orchestration framework 

(Sirmon & Hitt, 2009), only limited research focused on the orchestration of 

psychological metrics such as CEO characteristics through an orchestration lens. For 

example, research by Roth (1995) provided evidence that the appropriate orchestration 

of CEO characteristics such as locus of control, information evaluation style, and 

international experience affects firm performance. However, despite the importance of 



 Chapter 2: Theoretical Background 

Paper-Based Dissertation | Yves-Martin Felker| Page 13 

 

coordinating these characteristics and recent calls by researchers for the need for a CEO 

orchestration lens (Kor & Mesko, 2013; Chadwick et al., 2015), findings are still limited 

in conceptualizing or empirically testing frameworks that coordinate or cluster CEO 

characteristics. 

Therefore, the third study of this dissertation delineates between acquirer and 

target CEO similarity. This contribution is essential as it sheds light on the relation 

between CEO similarity and strategic firm behavior, offering evidence on the suboptimal 

orchestration of CEO characteristics. Further, the findings contribute to acquisition 

research by revealing new insights on the effects of upper echelon individuals and their 

similarity affecting acquisitions outcomes. 

Paper 3: False Friends: How Acquirer And Target CEO Similarity Affects 

Shareholder Wealth 
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Chapter 3: Methodology 

This chapter offers an overview of the methodological choices taken in the 

dissertation. Moreover, methodological limitations are addressed, and an outline is given 

covering the variables, sample sizes, theoretical perspective, and past conference 

presentations. 

This dissertation applied quantitative research methods. The three papers apply a 

variety of different quantitative approaches. For the first and second study, primary 

survey data was collected, allowing for a more detailed and nuanced understanding of 

the mechanisms of acquisition integration (Zaheer et al., 2013). However, the 

shortcomings of primary data collection also have to be noted, which are addressed in 

the following section. Secondary data was also collected for the first study to validate the 

performance measurement. Study three combined secondary databases, such as 

Compustat for financial data, Thompson Reuter for acquisition data, and CEO 

personality data from publicly available videos. CEO personality was measured based on 

a novel multi-modal machine learning approach. All  research papers applied either 

variance-based structural equation modeling, using SmartPLS (Ringe, Wende & Will,  

2005), or ordinary least square (OLS) regression analysis, including moderating variables 

(Baron & Kenny, 1986; Dawson, 2014).  

Despite the advantages of primary data collection displays, several weaknesses 

might limit  the implications of the results. Therefore, several issues that might occur have 

to be addressed. First, in the case of primary data, external and internal validity might 

impose limitations. External validity refers to whether results can be generalized and 

applied beyond the specific research setting collected results. Here, several biases might 
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limit  generalizability, such as non-sampling bias (Henry, 1998), late- or non-response 

bias (Armstrong & Overton, 1977), item non-response bias (Berdie & Anderson, 1976), 

and stroke bias (Podsakoff, MacKenzie, Lee & Podsakoff, 2003). Additionally, internal 

validity refers to the extent to which results represent the reality of the sample and are 

not skewed due to methodological errors. Here, two biases have caused notable concern 

in primary survey research, common method bias (Podsakoff & Organ, 1986) and key 

informant bias (Podsakoff et al., 2003). As a result, how validity issues affect the 

individual studies is discussed in each paper individually. 

In the case of the third study using secondary data, issues such as autocorrelation, 

heteroscedasticity, and multicollinearity have to be addressed. As a result, several post-

estimation tests can be applied to ensure robustness. For example, results can be tested 

for autocorrelation, heteroscedasticity (Andrews, 1991), and the Hausman test for fixed 

variables in panel data to test for endogenous regressors (Arellano, 1993). However, 

depending on the specifications and demands of the journal target or conference, and 

progress of the research, paper three addresses only some of the tests discussed above. 

The following table provides an overview of the studies, including the collection year, 

central constructs, and sample size. 

Title  Year 
Acquisition 

completed between 

Central constructs / Issues of 

interest 

Basic 

population / 

sample 

Applied Integration Rules And 

Performance ï What Is 

Learned, Applied And 

Intended In Acquisitions 

2017 2011 and 2016 

¶ Human and functional 

integration 

¶ Organizational learning 

(routines and 

codification) 

¶ Strategic intent 

¶ M&A  performance 

1065 / 113 

How To Get Back On Track 

During Acquisition Integration 

ï The Importance of M&A  

Specialists and M&A  

Generalists 

2018 2008 and 2018 

¶ Human and functional 

integration 

¶ Cost and revenue 

synergies 

¶ M&A  generalist and 

specialist 

1065 /154 
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¶ M&A  performance 

False Friends: How Acquirer 

And Target CEO Similarity 

Affects Shareholder Value 

2021 2009 and 2020 

¶ CEO personality 

similarity 

¶ Acquisition premium 

¶ Industry relatedness 

826/ 216 

Table 1: Data used for dissertation studies 

 

For Paper 1 (ñApplied Integration Rules And Performance ï What Is Learned, 

Applied And Intended In Acquisitionsò), data from the year 2017 were used- For Paper 

2 (ñHow To Get Back On Track During Acquisition Integration ï the Importance of 

M&A  Specialists and M&A  Generalistsò) data from the year, 2018 was used. Finally, for 

Paper 3 (ñFalse Friends: How Acquirer And Target CEO Similarity Affects Shareholder 

Valueò), data collected in 2021 was used.
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No. Titles Authors Research topics 
Theoretical 

perspectives 
Conferences 

1 

Applied Integration Rules 

And Performance ï What 

Is Learned, Applied And 

Intended In Acquisitions 

Yves-Martin Felker 

Florian Bauer 

Martin Friesl 

Impact of a strategic M&A  

intent (coordination devices) on 

the application of routinized and 

codified experience in 

acquisition integration. 

Organizational 

Learning Theory 

Academy of Management 

(presented) 

European Academy of 

Management (presented) 

British Academy of 

Management (presented) 

2 

How To Get Back On 

Track During Acquisition 

Integration ï The 

Importance of M&A  

Specialists and M&A  

Generalists 

Yves-Martin Felker 

Florian Bauer 

Martin Friesl 

Duncan Angwin 

Maureen Meadow 

Delays in acquisition integration 

and synergy realization are 

interrelated. 

Knowledge orchestration of 

managerial knowledge allows 

organizations to mitigate delays. 

Knowledge-Based 

View (Knowledge 

Orchestration) 

Strategic Management 

Conference (presented) 

European Academy of 

Management (presented) 

3 

False Friends: How 

Acquirer And Target 

CEO Similarity Affects 

Shareholder Value 

Yves-Martin Felker 

Similarity between acquirer and 

target CEOs ̀personality affect 

acquisition premiums. 

Upper Echelons 

Theory 

3rd AI and Strategy 

Consortium 

Table 2: Overview of studies 
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Chapter4: Overview of studies 

In the following chapter, each paper of the dissertation is summarized. Each 

section starts with an introduction, outlining the variables and findings. Afterward, the 

contributions of each paper are discussed. The overview aims to provide a short analysis 

of each paper's most important findings and contributions, allowing for a concise outline. 

 

Paper 1: Applied Integration Rules And Performance ï What Is Learned, Applied 

And Intended In  Acquisitions 

Authors: Yves-Martin Felker, Florian Bauer, Martin Friesl 

This study takes an integrative perspective on organizational learning, 

delineating between learning and subsequent application in acquisition integration. 

Further, by disentangling what organizations learn through codification and 

routinization and apply in acquisitions, we identify that a strategic M&A  intent is a 

crucial coordination device. Our findings show that a strategic M&A  intent coordinates 

the application of past learnings. More specifically, by examining the effects of a 

strategic M&A  intent on knowledge application, we find its implications for M&A  

performance. 

We adopted a perspective connecting the relationships of learning mechanisms 

(what is learned), how these are applied (what is applied), and coordinated (where do we 

want to go). First, we focus on codification and routinization in the case of what is 

learned. While codification is a complex learning process that guides managers by 

revealing action-performance relationships, it might also lead to organizational inertia, 
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reducing organizational adaptability (Weber, 1930; Schulz 1998). In addition, 

codification might result in rigidity and generalization errors (Zollo, 2009; Heimeriks et 

al., 2012). As a result, routines can be introduced to balance out the shortcomings of 

codification. Here, routines adapt to changing task requirements through the variation of 

agents partaking in the tasks (Feldman, 2000). This variation of agents is evident in 

acquisition integration, which is characterized as temporal projects in which multiple 

agents come together. Thus, we argue that firms deploy both codification and 

routinization to manage acquisition integration successfully. 

Second, we focus on how rule application is applied. We propose that rule 

application in integration positively affects performance and results from applied 

learnings. Rules are beneficial for firms and contribute to increased performance effects, 

such as an increased fi rm or employee performance. Gary and Wood (2011) observed 

that rules improve decision-making in uncertain business environments and increase firm 

performance. Additionally, rules improve organization goal setting, leading to improved 

employee performance (Squires & Wilders, 2010).  

Third, we focus on a strategic M&A  in the case of where do we want to go. Prior 

research, which discussed the need in acquisition integration to align actions towards a 

shared vision and goal requirement through coordination (Mantere & Sillince, 2007), we 

identify a strategic M&A  intent as a crucial coordination mechanism. The effects of a 

strategic intent span across the entire organization and involve both bottom-up and top-

down approaches to strategy making (Lovas & Ghoshal, 2000; Noda & Bower, 1996). 

Thus, the process of what is learned and how it is applied is contingent on stringent 

actions towards a common strategic intent (Hamel & Prahalad, 1989). Simply, the 
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combination of routines, codification, and a strategic M&A  intent impact acquisition 

performance.  

We tested our hypothesis theoretical model with primary data collected in spring 

2017 and secondary data to validate the acquisition performance measurement. Our 

sample comprised 113 completed surveys by key informants, such as CEO, acquisition 

managers, or employees actively involved in the acquisitions.  

Our findings contribute to codification and routinization literature and to 

acquisition integration in the following ways. First, in contrast to previous research that 

traditionally focused only on distinct learning mechanisms, such as codification 

(Heimeriks et al., 2012; Zollo, 2009) or routinization (Angwin et al., 2018), we show that 

multiple learning mechanisms coexist. This coexistence matters as firms apply 

codification and routines to counterbalance the negative effects of each one and combine 

their mutual strengths. As a result, we give empirical evidence on codification and 

routinization, resulting in the application of rule in human and functional integration.  

Second, we follow the argument of Vermeulen and Barkema, (2001) who discuss 

the importance of research that unravels what organizations learn and how they apply it. 

We go beyond traditional variables of organizational learning theory, focusing only on 

the direct linkage between learning and performance, by introducing rules as a relevant 

measure to observe the effects of past learnings.  

Third, strategy research increasingly highlights the role of a strategic intent for 

various domains, for example, how firms build on capabilities or form alliances 

(Edelman et al., 2005; Hamel & Prahalad, 1996). Without a clear direction, the 

gravitational forces of these interrelated decisions endanger coherence and, thus, 
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outcomes of acquisitions. A strategic M&A  intent channels a complex array of sequential 

and interrelated decisions, triggering the effect of codification and its subsequent 

application. Contrary, the channeling effect of a strategic M&A  intent limits space for ad 

hoc and case-by-case maneuvers necessary to react to unforeseeable events. We show 

this in the context of acquisition research, but similar effects have been shown for 

resource allocation patterns in strategy development (Burgelman, 1983, 2002).  

The combined results suggest that the application of lessons learned should 

receive more scholarly attention in the context of acquisitions. We also show that a 

strategic M&A  intent really matters, as it orchestrates ñwhat is learnedò and ñhow it is 

applied.ò We hope that our study stimulates further research on applied learnings and 

coordination in the context of acquisitions.   
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Paper 2: How To Get Back On Track During Acquisition Integration ï The 

Importance of M&A  Specialists and M&A  Generalists  

Authors: Yves-Martin Felker, Florian Bauer, Martin Friesl, Duncan Angwin, Maureen Meadow 

 

This study provides evidence that delays in acquisition integration influence 

synergy realization, but these delays can be mitigated through managerial knowledge 

orchestration. Further, we show that knowledge orchestration is crucial since managerial 

knowledge can be detrimental and beneficial to realizing acquisition integration 

synergies. Here, M&A  specialists and generalists are relevant to affecting delays and 

contributing to acquisition performance indirectly. Therefore, managers in acquisitions 

must consider an appropriate fit  between the effects of knowledge attributes and their 

effects on specific tasks that enable successful acquisition integration and synergy 

realization. 

Drawing on the knowledge-based view (Grant, 1996: Barney, 1991: Kogut & 

Zander, 1992; Felin & Hesterly, 2007), we argue that knowledge orchestration is crucial 

to mitigate delays in organizational processes, especially in acquisition integration. 

Previous research identified that knowledge and its attributes are influential factors, 

decreasing or increasing the speed of processes in organizations (Kogut & Zander, 1995; 

McEvily & Chakravarthy, 2002). Further, different levels of education, training, and 

experience form knowledge specialization or generalization and impact performance on 

individual and organizational levels (Coff, 1997; Ferguson & Hasan, 2013; Miller, Zhao, 

& Calantone, 2006; Nyberg & Wright, 2015). Therefore, we investigated the effects of 

two M&A  manager types, namely M&A  specialists and generalists, to better understand 

how different types of knowledge affect delays in acquisition integration. Both managers 
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have different knowledge backgrounds and offer different knowledge attributes, 

influencing acquisition integration differently.  

To test our theoretical model, we collected primary data in spring 2018. Our 

sample comprised 154 responses from senior executives to acquisition consultants. We 

chose contacts based on a database of a UK professional institute, offering 

comprehensive and recent information on acquisition practitioners. Moreover, our 

sample consists primarily of companies that generated turnover above 1 billion pounds 

per year and employed more than 1000 people.  

Our results intend to contribute to research in three primary ways. First, the study 

provides evidence of the positive effects of knowledge orchestration to mitigate delays 

in acquisition integration. While delays and their effects on organizations had been 

previously discussed through a behavioral and learning lens (Luoma et al., 2017; Gans, 

Hsu & Stern, 2008; Rahmandad & Gary, 2020; Rahmandad, 2008; Elfenbein & Knott, 

2015), only limited research applied the knowledge-based view and knowledge 

orchestration lens in particular to understand the relationship between knowledge and 

delays. Therefore, the study provides evidence on how different types of managerial 

knowledge, namely M&A  specialists and generalists, affect delays in acquisition 

integration.  

Second, the second study contributes to the topic of synergies, a theme that has 

recently received increasingly more attention in the strategic management literature 

(Feldman & Hernandez, 2020; Bauer & Friesl, 2022; Puranam & Vanneste, 2016). As a 

result, the dissertation delineates between cost and revenue-enhancing synergies to shed 

light on synergy attributes and their sensitivity to delays and managerial knowledge. 

Thus, the study reports on different synergy sensitivities due to different synergy 
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lifecycles and time scales. This contribution is vital as it provides the needed empirical 

evidence, complementing the conceptual work by Hernandez and Feldman (2020).  

Third, the second study of the dissertation contributes to the ongoing discussion 

on the effects of knowledge on organizational speed. Prior research findings showed that 

knowledge attributes increase or decrease the speed of processes (Kogut & Zander, 1995, 

Zahra et al., 2000). However, despite these advancements, only limited attention was 

given to the importance of knowledge orchestration, influencing process speed and 

performance. As a result, the dissertation complements prior research on the knowledge 

to speed relationship by providing evidence that the management of knowledge attributes 

and their orchestration is equally essential to altering the speed of organizational 

processes.  
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Paper 3: False Friends: How Acquirer  And Target CEO Similarity  Affects 

Shareholder Wealth 

Authors: Yves-Martin Felker 

Based on a novel multi-modal machine learning method, I provide evidence that 

CEO personality similarity between acquirer and target CEOs affects acquisition 

premiums positively. This study contributes to the emerging literature on CEO dyadic 

interactions in the upper echelons theory by considering how acquirer and target CEOs' 

personalities influence acquisition outcomes.  

Acquisition premiums serve as indicators to determine value-destroying behavior 

or low-quality decision-making in the case of acquisition (Malmendier & Tate, 2008). 

Hayward and Hambrick (1997) argue that acquisition premiums serve as primary sources 

to measure the destruction of shareholder wealth. Further, previous research findings 

identified that acquisition premiums are affected by CEO narcissism (Chatterjee & 

Hambrick, 2011), hubris (Hayward & Hambrick, 1997), and CEO power (Fralich & 

Papadopoulos, 2018). As a result, CEO characteristics such as personality are decisive in 

altering acquisition outcomes( Meyer-Doyle et al., 2019; Pavicevic & Keil; Malhotra et 

al., 2017; Stephan et al., 2003; Gamache et la., 2015; Malhotra et al., 2018; Kirca et al., 

2012; Shi et al.,2016). However, despite these advancements in the upper echelons 

theory, only little focus was given to the dyadic relationship between CEOs and their 

peers. Only recent research introduced the appropriate methodical (Harrison & Klein, 

2007) or theoretical contributions (Aktas et al., 2016; Shi et al., 2019; Buchholtz et al., 

2003), shedding light on how CEO characteristics and especially CEO personality 

interactions between multiple individuals affect firms. Here, the interaction between 

acquirer and target CEOs is critical, as both CEOs are involved in intense negotiations 
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and possess the authority to accept or revoke an acquisition. Thus, to shed more light on 

the importance of CEO similarity between acquirer and target CEOs, the study provides 

evidence on the negative relationship between CEO similarities and acquisition 

premiums.  

To test this relationship, I collected publicly available video data for 236 unique 

CEOs of S&P500 listed companies engaged in acquisitions from 2009 to 2020. I applied 

a multi-modal machine learning method to extract data from spoken, facial, and gestures 

to predict the personality of CEOs. This novel machine learning method complements 

previous machine learning methods applied in strategic management studies (Choudbury 

et al., 2019; Harrison et al., 2020) by improving personality measurement accuracy. 

Accuracy rates range from 81.3% to 91.7% (Kindiroglu et al., 2017; Gucluturk et al., 

2017) when measuring the personality of individuals in the case of multi-modal machine 

learning methods, compared to univariate machine learning methods with accuracy rates 

ranging from 57.99% in case of text or 64.84% in case of audio data (Majumder et al., 

2017; Valente et al., 2012).  

The results intend to contribute to research in two primary ways. First, the thesis 

provides evidence of the detrimental effects between CEO personality similarity and 

shareholder wealth. While extensive research discussed the positive effects of similarity 

between CEOs promoting collaboration (OôReilly, Snyder, & Boothe, 1993; Wagner, 

Pfeffer & OôReilly, 1984) and trust building (Huang & Iun, 2006), only a few studies 

have investigated the negative effects of CEO similarity for strategic processes such as 

acquisitions. As a result, the study contributes to recent literature stressing the importance 

of dyadic relations in the upper echelons of firms by delineating between acquirer and 

target CEOs and their effects on acquisition premiums. These findings offer new insights 
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on the interlinkages between CEO and peer similarity in personality that jointly affect a 

firm's strategic behavior.  

Moreover, the dissertation provides a methodical contribution by introducing a 

novel multi-modal machine learning method to the strategic management literature and 

upper echelons literature. While prior research applied uni-modal machine learning 

methods to measure the personality of CEOs (Choudhury et al., 2019; Harrison et al., 

2020), this study applies a multi-modal machine learning method that extracts personality 

insights from spoken, facial and gesture data, resulting in an improved personality 

detection (Gucluturk et al., 2017; Kindiroglu et al., 2017). 
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Chapter 5: Contributions  and Implications 

The following chapter discusses the contributions, managerial implications, and 

limitations of the dissertation. The theory and literature contributions are divided into 

three sections. Afterward, the research limitations are outlined. Lastly, I will  point out 

relevant insights for managers that support acquisition management. The results of the 

studies might lead to different managerial conducts that improve value creation in 

acquisitions. 

The dissertation offers new insights into coordination mechanisms affecting 

acquisitions. The research on the accumulation of experience and knowledge has 

contributed to a better understanding on how organizations learn and improve the 

management of acquisitions (Trichterborn et al., 2016; Zollo, 2009: Heimeriks et 

al.,2012; Zollo & Winter, 2002). However, despite this acknowledgment, it is to argue 

that not only the accumulation but also appropriate and effective coordination of 

accumulated experience is important. The coordination of experience (Bauer et al., 

2017), knowledge (Dao & Strobl, 2019), and CEO characteristics (Aktas et al., 2016) 

have become important determinants of acquisition success. To build upon past findings 

and extend our knowledge on coordination in acquisitions, the dissertation focuses on a 

strategic M&A  intent (Rui & Yip, 2008), knowledge orchestration (Bierly & Chakrabarti, 

1996), and CEO similarity (Kor & Mesko, 2013) as pertinent coordination devices 

affecting acquisitions. Further, each coordination construct (strategic intent, knowledge 

orchestration, CEO similarity) is paired with its comparable coordination literature 

stream to clarify potential contributions more concisely. As a result, the dissertation 

contributes to three unique literature streams in the research field of coordinationð
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namely, the organizational-coordination, process-coordination, and a CEO 

characteristics-orchestration lens. 

The following section discusses the three research streams and the dissertation 

contributions in more detail. Here is to note that the three described labels 

(organizational-coordination, process-coordination, and a CEO characteristics-

orchestration lens) are novel and therefore introduced at the beginning of each section. 

 
Table 3: Contributions to coordination literature 

 

Contributions To Organizational-Coordination Lens 

The dissertation contributes to prior coordination literature by broadening our 

understanding of the effects of specific coordination devices in firms. The organizational-

coordination lens focuses on disentangling relationships between coordination devices 

and firm performance (Darroch, 2005; Mom & Van den Bosch, 2009). As such, research 

reported on coordination devices such as communication (Fitz et al., 1998; Kleinbaum et 

al., 2008; Kogut & Zander, 1996), internal-organizational distance or proximity (Cheng, 
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1983, Love et al., 2002), and governance mechanisms, improving firm performance 

(Aggarwal et al., 2011). Further, a clear distinction of this lens compared to others is that 

the foci of the organizational-coordination lens are on a macro level or organizational 

level constructs.  

The dissertation offers new insights on the effects of a strategic M&A  intent 

serving as a coordination device, regulating the application of past learnings. This finding 

contributes to theory and enhances scholarly knowledge in several ways. For example, 

in contracts to previous research that focused mainly on a single construct of learning in 

firms, such as routinization (Basuil & Datta, 2015; Lazaric & Denis, 2005), or 

codification (Heimeriks et al., 2012; Zollo & Winter, 2002), the study provides new 

insights on how multiple concepts of experience coexist and are coordinated within firms. 

This distinction is crucial as it contributes to a comprehensive understanding on the 

complex ecology of knowledge within a firm (Becker, 2007; Friesl et al., 2011) and how 

it is coordinated.  

The results also contribute to the ongoing debate discussing the relationship 

between coordination and organizational learning. Prior research revealed that 

organizational experience in exploration or exploitation strategies alters a firmôs strategic 

intent (Fatehi & Englis, 2012). In addition, Fang & Chen, 2016 reported that accumulated 

experience from different market environments, namely stable or fast-changing markets 

influence a firmôs strategic intent. Interestingly, the results of this dissertation 

complement previous findings by providing evidence that a strategic M&A  intent is not 

only dependent and altered by organizational experience but also a vital element in 

choosing which experiences are applied in organizations. This finding is important as it 
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highlights the reciprocal mechanism between a strategic intent and experience 

accumulation. 

For example, while a strategic intent is developed and influenced by past 

experiences it also coordinates which experiences are applied. Thus, these findings 

complement prior research by pointing toward the closely interlinked, interacting, and 

mutually dependent relationships between coordination and organizational learning. 

Thus, the dissertation contributes to the organizational coordination lens by disentangling 

the relationship between coordination and organization learning in firms. 

 

Contributions To Process-Coordination Lens 

Moreover, the dissertation contributes to the process-coordination lens by 

offering evidence on the relationship between knowledge orchestration and 

organizational processes. While the organizational-coordination lens offers insights into 

the effects of coordination devices on firms, research findings sometimes lack detailed 

portrayals of coordination mechanisms. On the contrary, the process-coordination lens 

offers a more nuanced understanding of the intertwined relationships between 

coordination and processes. Therefore, offering an improved understanding of the inner 

works of coordination mechanisms. As such, research by Bechky and Okhuysen (2011) 

showed that the coordination of task restructuring in unexpected events is enabled 

through inter-organizational role shifting, reassembling of work, and routine breakups. 

Furthermore, Mark (2002) provided evidence of NASA engineers using environmental 

settings such as war-rooms to promote information sharing and team alignment. 

Additionally, research has found evidence that processes are sensitive to coordination 
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activities such as temporal mapping of timelines (Ballard & Seibold, 2003), discovery 

matrixes (Kellog et al., 2006), and roles (Klein et al., 2006; Faraj & Xiao, 2006). 

The findings of this dissertation contribute to the process-coordination lens by 

providing evidence that human and functional integration delays are sensitive to the 

orchestration of specific knowledge types. For example, by delineating between M&A  

specialists and M&A  generalists, the dissertation highlights managerial knowledge 

attributes that affect delay. As such, M&A  generalists possess extensive knowledge of 

day-to-day operations and communication skills to manage and coordinate daily 

operations. This type of knowledge is in stark contracts to M&A  specialists, which 

possess narrow in-depth knowledge, allowing them to build on extensive experience and 

increased information processing capabilities. Thus, we argue that knowledge types 

influence managers' capability to coordinate subprocesses more effectively, based on a 

fit  between task characteristics and knowledge attributes. These findings are important 

as they offer insights into the relationship between specific knowledge attributes 

(information processing, in-depth knowledge, broader knowledge, effectively 

communicate) and process characteristics. As a result, the dissertation contributes to the 

process-coordination lens by providing evidence on the relationship between knowledge 

attributes that hinder or support the effective mitigation of delays in integration 

subprocesses.  

 

Contributions To CEO Characteristics-Orchestration Lens 

In addition, the dissertation contributes to the CEO characteristics-orchestration 

lens. The term CEO characteristics-orchestration is a novel term introduced in this 
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dissertation. The primary definition of this term is based on the understanding that CEO 

characteristics have a substantial effect on firm outcomes (Hambrick, 2007). As a result, 

the deployment or redeployment of CEO characteristics might guide and alter a firm's 

strategic behavior. For example, boards and shareholders, which need to initiate strategic 

change to overcome maturing markets, might select and promote extraverted CEOs that 

have been identified to promote strategic change within firms (Herrmann & Nadkarni, 

2014).   

Prior research has identified that the selection and succession of CEOs have 

substantial effects on firm performance (Zajac, 1990; Goel & Thakor, 2008; Tian & 

Haleblian, 2011) and firm survival (Honjo, Kato, 2021). Additionally, CEOs' 

characteristics are fundamental determinants influencing CEOs' overall selection and 

succession (Magnusson & Boggs, 2006). Thus, selecting or deploying CEO 

characteristics allows firms to utilize CEO characteristics influencing firm outcomes. As 

such, prior research identified relationships between CEO age and R&D spending 

(Barker & Mueller, 2002), extraversion and strategic change (Herrmann & Nadkarni, 

2014), CEO hubris and risk-taking (Li  & Tang, 2010), and CEO ideology and downsizing 

(Gupta et al., 2018). However, despite the importance of coordinating these 

characteristics and recent calls by researchers for the need for a CEO orchestration lens 

(Kor & Mesko, 2013), findings are still limited in conceptualizing and empirically testing 

frameworks that coordinate or cluster CEO characteristics.  

Therefore, to advance our understanding on how CEOs' characteristics influence 

firms, it is essential to link CEO characteristics with firm outcomes and understand the 

interrelation of CEO characteristics with their social context. As such, recent research 

provided new evidence that went beyond the traditional variables by focusing on the 
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similarities or dissimilarities of CEO with top management teams, boards, committees, 

and other CEOs, affecting firm outcomes. For example, prior research identified that the 

similarity between CEOs and committees responsible for compensation led to less 

confined and controlled compensations (Young & Buchholtz, 2002). 

These contributions are vital as these advancements offer insights into how CEO 

characteristics and peers jointly influence firms (Georgakakis & Ruigrok, 2017; 

Belliveau & O'Reilly, 1996). Moreover, the awareness of these relationships offers firms 

the opportunity to orchestrate CEO characteristics more effectively to guide firms. Thus, 

this dissertation analyzes acquirer and target CEO's personality similarity and its effects 

on acquisitions premiums. The results show that increased CEO similarity in personality 

between acquirer and target CEOs increase acquisitions premiums. Combined by 

offering new insights into how CEO similarity affects acquisition outcomes, the 

dissertation complements prior research findings, contributing to an emerging CEO-

orchestration perspective. 

 

Research L imitations 

Despite the theoretical and practical contributions, the dissertation is not free of 

limitations. One primary theoretical concern refers to the disentanglement of codification 

and routinization. While prior research explicitly focused on codification (Heimeriks et 

al., 2012, Zollo & Singh, 2004) or routinization (Feldman, 2000; Becker, 2004), we argue 

that organizations deploy routinization and codification simultaneously. This argument 

raised broad concern due to the entanglement of both constructs. For example, DôAdderio 

(2011) and Pentland and Feldman (2005) argued that routinization is an antecedent of 
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codification. In addition, researchers reported that codification could break and make 

routines in firms (Becker & Lazaric, 2010, Miller  et al., 2012). Thus, the clear distinction 

between both constructs and their direct effect on integration processes raised concerns 

in the research community. However, despite this concern, we argue that specific 

integration processes are influenced and subject to either codification or routinization. 

For example, acquisition management consists of ambiguous, heterogeneous, and 

complex (Zollo & Winter, 2002) tasks that vary strongly in their characteristics. 

Therefore, specific processes tend more to codification in case of due diligence 

(Nikandrou & Papalexandris, 2007) or routinization when it comes to cultural work in 

acquisitions (Bertels et al., 2016).  

Interestingly, the propensity of human-related vs. object-related tasks determines 

the propensity to deploy either codification or routinization (Becker et al., 2013). 

However, while our results confirm this distinction, the uniqueness of acquisition 

management with specialized tasks limits our results' generalizability. Thus, future 

research might entangle the propensity of tasks to either codification, routinization, or a 

combination of both learning mechanisms in other organizational processes such as 

product development or sales activities. 

Moreover, several methodological limitations have to be addressed. All  survey 

data in this dissertation stems from German, Austrian, and Switzerland managers in case 

of study one or the United Kingdom in case of study two. Therefore, conclusions cannot 

be transferred to other countries due to intercultural differences (Weber et al., 1996; 

Slangen, 2006, Vaara et al., 2012). Despite evidence that domestic or cross-border 

acquisitions are confronted with similar cultural barriers (Reynold & Teerikangas, 2016), 

future research might extend on cultural differences and challenges acquisition managers 
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face. In addition, survey-based measures in the context of acquisitions are confronted 

with conflicts of reliable measurement due to the challenge of recollecting data. While 

longitudinal approaches might solve this limitation, the lack of will ingness and 

managerial turnover makes this potential solution impractical. 

 

Managerial Implications 

The dissertation offers several managerial implications that might be noteworthy 

for practitioners. First, this dissertation differentiates between the deployment of 

codification and routinization in acquisition integration. Managers utilize codified 

experience and routinization to overcome the complexity and uncertainty of acquisition 

integration. Managers deploy both to help them engage in acquisition related work 

processes such as human and functional integration. Moreover, managers should be 

aware that a strategic intent supports the application of formal rules through codification 

and hinders the effective application of informal rules through routines. Thus, the study 

offers managers insights into how codification, routinization, and rules affect acquisition 

integration and stresses the effects of a strategic intent, which promotes codification and 

lessens routinization. 

Second, the results of the second study offer managers insights into the 

relationship between knowledge types and delay mitigation. Here, managers have to be 

aware that the orchestration of knowledge, namely specialized or general M&A  

knowledge, can both increase or mitigate delays. Furthermore, by differentiating between 

cost and revenue synergies, we provide evidence that synergies are differently sensitive 
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to knowledge orchestration. As such, cost synergies delays are not salvageable through 

knowledge orchestration compared to revenue-enhancing synergies. 

Third, this dissertation offers managerial insights on CEO characteristics 

influencing acquisition management. The results indicate that similarity between target 

and acquirer CEOs increases acquisition premiums. Therefore, M&A  managers and 

boards should be careful when CEO similarity between target and acquirer CEOs is high, 

especially when the target and acquirer firms are within a related industry. This finding 

might uphold two governance mechanisms that mitigate the risk of overpayment. Thus, 

managers should be aware of the risk and introduce measures to control CEO favoritism. 

Additionally, when creating an acquisition shortlist, targets with increased similarity to 

the acquiring CEO might be excluded from the list.  
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argue that codified experience and routinization (ñwhat is learnedò) are 

distinct from each other, but are likely deployed jointly via formal and 

informal rules (ñhow it is appliedò). Combined, we look at the relationship 
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Introduction  

There is an intuitive appeal that experience results in better outcomes (Hitt et al., 

2001). This is the case as experience can be codified and gives rise to routinization to 

help manage rare strategic events, such as acquisitions are managed (Angwin, Paroutis 

& Connell, 2015; Heimeriks, Schijven & Gates, 2012; Zollo & Singh, 2004). Research 

suggests that acquisition performance improves through codified experience and 

routinization in activities such as target screening (Al-Laham et al.,2010; Hitt, Hoskisson, 

Johnson & Moesel, 1996), due diligence but also integration (Nikandrou & 

Papalexandris, 2007). We also know that codification and routinization emerge and 

develop through distinct learning processes over time (Rerup & Feldman, 2011; Zollo & 

Winter, 2002). Indeed, prior acquisition research particularly highlights the role of 

experiential learning (Trichterborn, Zu Knyphausen-Aufseß & Schweizer, 2016). In line 

with others, we argue that codification and routinization jointly contribute to the 

appropriate management of acquisitions and therefore success (Staats et al. 2011; Zollo 

& Winter, 2002). 

Traditionally, acquisition research has directly linked acquisition experience and 

performance. By focusing on codification and routinization, and therefore considering 

ñwhat was actually learnedò, research has opened up the black box of the non-univocal 

direct accumulated experience and performance relationship. Still, performance effects 

remain heterogeneous. For instance, there is tentative empirical evidence that 

codification and/or routinization may influence acquisition performance both positively 

and negatively. This variance in performance contribution might be due to the 

characteristics of routinization and codification (Heimeriks et al., 2012; Wright, 2016; 

Zollo & Singh, 2004). However, the pure availability of routines and codified experience 
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does not imply that they are actually deployed in different activities along the acquisition 

process. 

In this paper, we argue that the deployment of routinization and codified 

experience happens by human and functional integration rules. This is a nuanced and 

important distinction. Rules imply similarity, uniformity, and continuity of behavior and 

actions (David & Rothwell, 1996), helping firms to navigate through successive 

acquisitions by applying standardized measures that are captured by routines or codified 

experience such as manuals, handbooks, or checklists (Zollo, 2009). They bridge the 

chasm between what has been learned in previous acquisitions and what is actually 

applied. Combined, we look at the relationship of ñwhat is learnedò and ñhow it is 

appliedò and the consequences on performance.  

However, the transfer from experience to application is not automatic and the extent that 

managers draw on codification or routinization needs to be coordinated. We argue that 

this codification is accomplished via firms strategic M&A intent. The transformation of 

ñwhat is learnedò into ñhow it is appliedò requires coordination via ñwhere we want to 

goò.  

We define strategic M&A intent as the role of acquisitions for strategy execution, 

involving for instance the importance of organic versus acquisitive growth through 

structured acquisition programs. A strategic M&A intent provides a coordination 

mechanism (Srikanth & Puranam, 2011) that links various pockets of knowledge and 

expertise (Friesl & Larty, 2018; Tsoukas, 1996), and gives managerial action direction 

and meaning (Okhuysen & Bechky, 2009), allowing firms to deploy effective acquisition 

management. As such, the ñwhere we want to goò moderates the relationship between 

ñwhat is learnedò and ñhow it is appliedò. 
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To test our ideas, we collected primary data from 113 individual firms that have 

been active in the market for corporate control from German-speaking countries 

particularly, focusing on acquisition integration. This focus is adequate as acquisition 

management is complex by nature but still includes routinization in activities such as HR 

planning, development and application of organizational blueprints, and regular 

communication to the workforce. Additionally, acquisition management also requires 

codified experience in activities such as due diligence, cost cutting and target evaluation. 

Simply, acquisition integration is ñproject management at its fullestò (Vester, 2002: 36) 

and contains aspects such as human and functional integration that require different 

management (King, Bauer, Weng, Schriber & Tarba, 2020). Therefore, acquisition 

integration provides an ideal setting for the purpose of this paper.  

Combined, we aim to contribute to acquisition experience research in several 

ways. First, while previous research treated codified experience and routinization as 

separate (e.g., Heimeriks et al., 2012; Zollo & Singh, 2004; Zollo, 2009), we argue that 

codified experience and routinization (what is learned) are complementary yet analytic 

distinct phenomena. By the simultaneous use of both, firms might counterbalance the 

negative effects of each individual one and combine their strengths. Second, codified 

experience and routinization capture ñwhat was actually learnedò, yet the question 

remains: how are the results actually applied? We argue that codified experience and 

routinization result in the application of rules, during acquisition integration. Rules give 

rise to standardized human and functional integration approaches and procedures, aiming 

to increase performance by reducing complexity and increasing efficiency. Third, we 

argue that the process of ñwhat was learnedò to ñhow it is appliedò is neither free of 

constraints nor automatic but requires coordination through a strategic M&A intent that 

provides direction (Okhuysen & Bechky, 2009). However, firms vary concerning their 
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strategic M&A intent, ranging from clear acquisition programs to opportunistically 

driven acquisition behaviors (Laamanen & Keil, 2008; Trichterborn et al., 2016). As 

such, we theorize and investigate how a strategic M&A intent moderates the relationship 

of routinization and codification on the application of integration rules, jointly 

contributing to performance.  

 

Theoretical Background 

Prior research has built connections between codified experience and 

routinization and the conduct of acquisition management. In particular, routinization is 

important in order to cope with the complexity of rare strategic events such as 

acquisitions, (Zollo & Singh, 2004; Zollo & Winter, 2002) with regularly reported failure 

rates of up to 60% (Homburg & Bucerius, 2006, 2005). Rare strategic events are 

characterized by increased task complexity, heterogeneity, and ambiguity (Zollo & 

Singh, 2004). In this context, research shows that organizations deploy routinization and 

codification to overcome strategic challenges. 

Codification of experience allow firms to extract lessons learned and to 

understand cause-effect relationships between acquisition-related outcomes and 

managerial actions (Zollo & Winter, 2002). This is especially important during 

acquisition integration that is characterized by ambiguity (Cording, Christmann & King, 

2008; Vester, 2002). Codified experience enhances managersô understanding of cause-

effect relationships as it captures óknow-whatô (i.e., presenting content, information, and 

facts), óknow-howô (i.e., providing procedures and methodology), and ôknow-whyô (i.e., 

supporting processes through rational insights, theories and consequences;Foray & 
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Steinmueller, 2003; Håkanson, 2007; Kale & Singh, 2007). This knowledge may be 

captured in manuals, blueprints, spreadsheets, decision support systems, and project 

management software (Zollo & Winter, 2002). Consequently, codified experience, by 

revealing action-performance relationships and reducing uncertainty, guides managers 

through ambiguous and complex tasks, supporting them in their decision-making 

process. 

In addition to codification of knowledge, routinization of activities also reduces 

uncertainty (Schreyogg & Kliesch-Eberl, 2007) and promises efficiency gains 

(Eisenhardt, Furr & Bingham, 2010). Such benefits are realized by the automation of 

activities (Bargh & Gollwitzer, 1994) and the increased speed of task performance 

(Wickens & Hollands, 2000). This is made possible as actors develop a shared and 

largely embodied understanding of roles and responsibilities required to perform certain 

tasks (Feldman & Rafaeli, 2002). Consequently, routinized tasks require less conscious 

effort (Norman & Bobrow, 1975) freeing up managers to deal with non-routine situations 

(Kanfer & Ackerman, 1989). This is important in tasks related to integration, in which 

routinization can help managers to navigate through complex processes and help them to 

orchestrate and tune their activities based on a common understanding. 

Based on the above, we argue that routinization and codified experience are 

distinct, yet mutually complementary phenomena. Therefore, we argue that organizations 

deploy routinization and codified experience simultaneously to navigate through the 

challenges of acquisition integration. Their combined application can obtain greater 

benefits in overcoming potential downsides by combining their strengths (Bingham, 

Heimeriks, Schijven & Gates, 2015). Each acquisition consists of new ambiguous, 

heterogeneous, and complex tasks (Zollo & Winter, 2002) making each transaction 
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unique (Lubatkin, 1987), resulting in the necessity of tailored solutions (King, Dalton, 

Daily & Covin, 2004).  

This is due to changing customer needs, regulatory requirements, and competition 

(Harzing, 2002; Kole & Lehn, 1999; Öberg, 2014). Nonetheless, acquisitions also show 

commonalities that require less adaptability and a more uniform application of previous 

experiences to manage integration efficiently. Indeed, some acquisition integration 

challenges share similarities across acquisitions and therefore warrant a routinized or 

codified response (Barkema & Schijven, 2008; Trichterborn et al., 2016; Zollo & Winter, 

2002). Thus, the management of acquisitions requires both, codified experience and 

routinization. Yet, it is not only the ñwhat is learnedò through routinization and codified 

experience that determine success but far more, ñwhat is actually applied ñ. 

Here, rules come into play. We argue that a stock of rules in organizations reflect 

the application of what was learned (Kieser & Koch, 2002), representing the application 

of knowledge and experience (March, 1994). Mirroring the characteristics of the 

underlying practices (codified experience and routinization), rules might be formal or 

informal, resulting in a combined stock of rules. Rules regulate expectations and 

influence the behavior of individuals, and interactions among them (March, Schulz & 

Zhou, 2000). As such, a combined stock of rules affects management and organizational 

development in general and how organizations integrate acquired firms by more formal 

or informal means (Puranam, Singh & Chaudhuri, 2009).  

The complexity of integration derives from interrelated but distinct processes, 

namely human and functional integration (King et al., 2020). Human integration focuses 

on mitigating negative consequences of integration, caused by for example uncertainty 

about careers and role ambiguity (Ullrich & van Dick, 2007; Vaara, 2003). This is 
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important as uncertainty about the future may create employee resistance, reducing 

acquisition performance (Larsson & Finkelstein, 1999). To mitigate these negative 

effects, human integration aims to contribute to the development of shared identities and 

increased employee satisfaction (Birkinshaw, Bresman & Håkanson, 2000) through 

developing a common purpose for the organization (Olie, 1994).  

Functional integration creates operational synergies through the combination of 

superior processes (Andrade, Mitchell & Stafford, 2001; Jovanovic & Rousseau, 2002; 

Zaher & et al., 2013). Even though successful functional integration improves 

performance (Birkinshaw et al., 2000), several problems and conflicts can occur. 

Coordination across multiple functions such as finance, accounting, sales, marketing, and 

production can increase conflicts, decreasing integration effectiveness (Shrivastava, 

1986). Further, communication deficits can increase confusion over processes, leading 

to coordination problems (Nemanchi & Vera, 2009). Also, changes in organizational 

structures can disrupt the ordinary work environment and be detrimental for outcomes 

(Paruchurin, Nekar & Hambrick, 2006; Puranam et al., 2009; Ulrich & van Dick, 2007). 

This implies that codified experience, as well as routinization, lead to the 

enactment of distinct sets of applied rules for human and functional integration requiring 

careful balancing. In other words, the process of ñwhat is learnedò to ñhow it is appliedò 

in integration is neither free of constraints nor automatic but requires coordination. We 

argue that this balancing or coordination of routinization on the one hand and codification 

of experience, on the other, is achieved via a clear M&A intent. A strategic M&A intent 

like a strategic intent in general affects organizational development and its internal 

processes (Hamel & Prahalad, 1991; Lovas & Ghoshal, 2000). Even though acquisition 

decisions are a top management responsibility (Trichterborn et al., 2016), a strategic 
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M&A intent provides an organization-wide direction for the decentralized tasks of 

acquisition integration, determining resource allocation patterns and the use of 

competencies (Doz, Hamel & Prahalad, 1989; Mariadoss, Johnson & Martin, 2014). 

Consequently, the application of specific human and functional integration rules based 

on routinization and codified experience, is contingent on stringent actions towards a 

common strategic intent (Doz et al., 1989). Simply, the combination of codified 

experience, routinization, rules, and strategic M&A intent impacts acquisition 

performance. Figure 3 visualizes the relationships that will be further developed in the 

next section. 

 
Figure 3: Conceptual model 

 

Hypothesis Development  

What is learned, in the form of routines, impacts subsequent acquisition processes 

through the application of a stock of human and functional integration rules. Therefore, 
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below we theorize the impact of codified experience and routinization on these rules (see 

figure 1). 

 

Codified Experience and Applied Integration Rules 

We argue that codified experience positively affects the application of integration 

rules. Codified experience is based on inscribed knowledge, allowing for the organization 

wide dissemination of authorized and officially accepted knowledge (Cowan, David & 

Foray, 2000), guiding responsible managers through the acquisition process (Zollo & 

Winter, 2002). Therefore, the legitimacy of codification and their ease of transfer result 

in the application of formal rules (DeHart-Davis, Chen & Little, 2013; March et al., 

2000). Thus, codified experience provides managers with know-how, know-what, and 

know-why, fostering the application of a stock of dominantly formal integration rules. 

Formal rules are especially relevant in the case of human integration. Human 

integration is characterized by high levels of uncertainty, ambiguity (Cording et al., 

2008), and also unpredictability (Vester, 2002). Integration might disrupt the work of key 

employees, resulting in an increased managerial turnover and employee resistance 

(Larsson & Finkelstein, 1999; Puranam & Srikanth, 2007). Additionally, it might also 

lead to a loss of social status of key personal (Paruchuri et al., 2006), in-group and out-

group biases all contributing to uncertainty (Meglio, King & Risberg, 2015; Weber, 

Tarba & Reichel, 2009;). Simply, the management of human integration requires 

managers to deal with an enormous flood of information (Uzelac, Bauer, Matzler & 

Waschak, 2016). Here, the application of formal rules might facilitate compliance, and 

help to establish a transparent structure in temporal settings (DeHart-Davis, 2009). Thus, 
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Hypothesis 1a (H1a): The increased usage of codified experience increases 

application of human integration rules. 

By the same token, formalized rules based on codified experience also support 

functional integration. Codified experience provides useful tools, checklists, and 

manuals, disseminating legitimized knowledge for functional integration (Zollo & Singh, 

2004; Zollo & Winter, 2002). While functional integration aims to leverage operational 

synergies (Ahuja & Novelli, 2017; Hitt, Harrison & Ireland, 2001; Rappaport, 1986), it 

often results in coordination problems and conflicts among employees (Cooke, 2006; 

Shrivastava, 1986). Here, the application of formal functional integration rules gives 

managers guidance, decreasing their uncertainty (Deshpande & Zaltman, 1987, John & 

Martin 1984, Moenaert & Souder, 1990). Also, allowing managers to foster 

collaboration, increases transparency, and improves information flows across functions 

(Galbraith & Nathanson, 1978; Ruekert & Walker, 1987), through the application of 

formal rules. Despite the complexity of functional integration, it involves repetitive tasks 

(Trichterborn et al., 2016). As such, codified experience allows managers to apply a 

formal stock of functional integration rules, facilitating appropriate resource re-

configuration (Koskela-Huotari, Edvardsson, Jonas, Sörhammar & Witell, 2016) and 

supervise cross-functional projects (Pinto, Pinto & Prescott, 1993). Thus, 

Hypothesis 1b (H1b): The increased usage of codified experience increases the 

application of functional integration rules. 
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Routinization and Integration Rules 

We argue that routinization positively influence the application of integration 

rules. Routinization depends on actorsô common understanding, linking tasks and people 

through mutual knowledge of ñwhat to doò and ñwhat is appropriateò. This enables 

routinization to coordinate actions in complex settings (Feldman & Rafaeli, 2002; 

Srikanth & Puranam, 2011). While codified experience might enable integration 

managers to coordinate actions through dominantly formal rules in integration, we argue 

that routinization support managers by utilizing predominantly informal rules. Informal 

rules emerge through the establishment of common understanding, which leads to 

implicit behavioral knowledge, promoting, or penalizing behavior (Axelrod, 1986; 

Ouchi, 1980). We suggest that this common understanding, underpinned by 

routinizaiton, manifests in informal rule driven integration procedures. 

Informal rules are especially relevant in the case of human integration. While 

human integration aims to increase employee satisfaction and collaborative problem-

solving (Jansen, Tempelaar, Van den Bosch & Volberda, 2009), managers are required 

to generate mutual trust (Olie, 1994) and shared identities, playing a decisive role in 

acquisition success (Birkinshaw et al., 2000). Here, the application of informal rules in 

human integration enables managers to foster social formation in which firm members 

negotiate domains, activities, relations, and roles (Drori, Wrzesniewski & Ellis, 2013; 

Scott, 2004). Also, the application of informal rules, based on routinization, supports 

managers in sense making (Weick, 1993), serving as an informal instrument of control, 

and coordinating activities towards a common organizational purpose (Monin, 

Noorderhaven, Vaara & Kroon, 2013; Okhuysen & Bechky, 2009). Combined, effective 

human integration relies on routinization that result in the application of rules, leading to 
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clear goals, reducing uncertainty, and ambiguity for managers and employees (Graebner, 

2004; Haspeslagh & Jemison, 1991). Thus, 

Hypothesis 2a (H2a): The increased usage of routinization increases the 

application of human integration rules. 

Additionally, we argue that routinization positively affect the application of 

functional integration rules. While functional integration includes repetitive tasks such 

as staff planning, it also demands flexibility in decision making by managers due to 

unforeseen events (Uzelac et al., 2016). Our reasoning regarding routinization, 

supporting the application of functional integration rules is based on the logic that 

especially informal rules provide managers with quick problem-solving structures based 

on a common understanding (Puranam et al., 2009).  

Routinization allows managers to adjust and align integration approaches, 

according to contextual needs, leading to a more purposeful and orchestrated application 

of functional integration rules. This is important as prior research showed that strict 

formalized integration measures resulted in reduced innovation capabilities after 

technological acquisitions (Benner & Tushman, 2003; Leonard-Barton, 1992; Ranft & 

Lord, 2002). Here, managers relying on routinization implicitly know, when to correctly 

apply certain integration rules (Hutzschenreuter, Kleindienst & Schmitt, 2014; Levinthal 

& Rerup, 2006;) and thus provide the needed flexibility. Combined, in line with previous 

research, we argue that the balance between stability and change, needed during 

functional integration requires the application of a broad stock of rules (Burns & Scapens, 

2000; Lukka, 2007). Thus, 
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Hypothesis 2b (H2b): The increased usage of routinization increases the 

application of functional integration rules. 

 

The Orchestrating Effect of a Strategic M&A Intent: Where We Want to Go in 

Acquisitions 

We argue that a strategic M&A intent positively effects the deployment of 

functional and human integration rules. Below we develop two sets of hypotheses that 

capture the moderating effects of the relationship of ñwhat is learnedò and ñhow it is 

appliedò. A strategic M&A intent is defined as the role of acquisitions for strategy 

execution, involving for instance the importance of organic versus acquisitive growth 

through structured acquisition programs. It manifests in a narrative that acts as a top-

down orchestrating mechanism (Okhuysen, 2005). Thus, a strategic M&A intent 

constitutes long term goals shared by the top management team (Lovas & Ghoshal, 2000; 

Noda & Bower, 1996), directing and coordinating activities towards a common goal 

(Lovas & Ghoshal, 2000).  

Routinization and applied rules are also facilitators of coordination (Okhuysen & 

Bechky, 2009). Managers utilize routinization that affect the application of a stock of 

informal and formal rules, helping them to navigate through the complexities of human 

and functional integration. While codified experience uses plans and manuals, serving as 

a top-down mechanism of coordination, routinization enables coordination through a 

bottom-up perspective. Both affect overall rule application and therefore how managers 

coordinate (Okhuysen & Bechky, 2009). While codified experience, routinization and 

rules combined with a firmôs strategic M&A intent guide managerial actions as described 
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above, they are not independent. In fact, we argue that the role of codified experience, 

routinization and rules for performance is moderated by the existence of a strategic M&A 

intent.   

Codified experience fosters the application of formal rules, providing stability, 

and enabling organization wide consistency, helping managers to orientate. Even though 

codified experience aims to allocate the right information to the right person at the right 

time (Binney, 2001), supporting managers in their decisions by applying rules, they 

require orchestration by creating a direction in settings where multiple interests collide 

(Daft & Weick, 1984; Lessard & Zaheer, 1996; Mintzberg, 1994a, 1994b; Weick, 1995). 

This is particularly important in acquisitions that are characterized by complexity, 

ambiguity and conflicts of interests (Zollo & Meyer, 2008). Here, prior research 

explicitly highlights that a strategic M&A intent channels decisions based on codified 

experience (Denis, Langley & Lozeauet, 1991; Kaplan & Norton, 2000), resulting in rule 

application (Bart, 1986). Thus,  

Hypothesis 3a (H3a): Strategic M&A intent positively moderates the relation of 

codified experience and the application of rules in human integration. 

Hypothesis 3b (H3b): Strategic M&A intent positively moderates the relation of 

codified experience and the application of rules in functional integration. 

Contrary, we argue that a strategic M&A intent negatively effects the relation of 

routinization and the application of integration rules. This means that a stronger strategic 

M&A intent weakens the relationship of routinization and the application of integration 

rule. The reliance on predominantly informal rules results in ad hoc and case by case 

decisions (Okhuysen & Bechky, 2009). This case-by-case approach may provide greater 
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flexibility and speed (Beer, Voelpel, Leibold & Tekie, 2005; Lumpkin & Lichtenstein, 

2005; Slater & Narver, 1995). A central advantage of such an approach is that dispersed 

individual experience, insights and tacit knowledge can be exchanged and leveraged 

(Desouza & Evaristo, 2003; Hansen, Nohria & Tierney, 1999; He & Huang, 2011; 

Hughes et al., 2009; Venkitachalam & Busch, 2012). Thus, top-down coordination via a 

strategic M&A intent weakens the effect of routinization on rule application (Burgelman, 

1994; Burgelman & Grove, 1996; Denis et al. 1991; Doz & Prahalad, 1987; Kaplan & 

Norton, 2000; Lovas & Ghoshal, 2000; March et al., 2000; Noda & Bower, 1996) for 

several reasons.  

First, while a strategic M&A intent serves as an orchestrating device during 

integration, it might also constitute a source of inertia and path dependency 

(Hutzschenreuter, Pedersen & Volberda, 2007; Sydow & Schreyögg, 2009), reducing 

flexibility (Doz & Kosonen, 2008) necessary in acquisition integration (Schriber, Bauer 

& King, 2019; Schriber, King & Bauer, 2018; Vester, 2002). Second, the flexibility 

effects of routinization might be in conflict with the stability enhancing strategic M&A 

intent. Especially, a strategic M&A intent might limit the necessary room for ad hoc and 

case by case maneuvers (Burgelman, 2002, 1988). Third, the bundling of dispersed 

pockets of knowledge requires flexibility (Friesl & Silberzahn, 2017) and sensitivity that 

might be reduced by a top-down strategic M&A intent (Doz, 2020; Doz & Prahalad, 

1991). Combined, routinization results in informal rule application, shared practices, and 

ad hoc and case by case coordination. Top-down orchestration via a strategic M&A 

intent, however, undermines these effects. Thus, 

Hypothesis 4a (H4a): Strategic M&A intent negatively moderates the relation of 

routinization and the application of rules in human integration. 
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Hypothesis 4b (H4b): Strategic M&A intent negatively moderates the relation of 

routinization and the application of rules in functional integration. 

 

Rule Application and Performance 

In addition to our previous arguments, we propose that rule application in 

integration positively impacts performance. Rules are beneficial for firms and contribute 

to increased performance effects, such as increased firm or employee performance. Gary 

and Wood (2011) observed that rules improve decision making in uncertain business 

environments, and therefore, increased firm performance. Additionally, rules improve 

goal setting in organizations, leading to improved employee performance (Squires & 

Wilders, 2010).  

In the M&A context, prior research identified rules as an important instrument to 

alter the outcome of acquisition integration performance (Datta, 1991). Following this 

argument, we recognize that acquisition integration is the most important (Haleblian & 

Finkelstein, 1999; Haspeslagh & Jemison, 1991) and complex phase (Shrivastava, 1986), 

determining the overall outcome (Brock, 2005; Cording et al., 2008; Haspeslagh & 

Jemison, 1991; Proft, 2013). Consequently, we argue, that a stock of rules supports 

managers in navigating through integration complexity and ambiguity, leading to 

improved performance.  

Rules bridge the ñwhat is learned-outcome relationshipò by shedding light on the 

ñhow it is appliedò. Prior research investigated the effects of applied rules and improved 

decision making in uncertain business environments by reducing managerial knowledge 
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gaps (Gary & Wood, 2011). We follow this argumentation and propose that applied rules 

foster performance through improved managerial action effectiveness.  

Human integration aims to reduce resistance, to avoid uncertainty, and create a 

common identity (Birkinshaw et al., 2000). Managers that simultaneously deal with 

multiple employee concerns might overcome complexity through applied integration 

rules, for several reasons. First, rule application supports managers and their 

corresponding employees through aligning their shared language and culture in 

acquisition integration (Ashkenas & Francis, 2000), enabling the formation of a joint 

identity (Ryan & Connell, 1989; Schweizer & Patzelt, 2012). Second, the application of 

rules fosters the success of interorganizational relationships (Ring & Van de Ven, 1994), 

which deems to be essential for effective human integration that builds on mutual trust 

and understanding (Olie, 1994; Pablo, 1994). Prior research highlights how rule 

application leverages existing knowledge (Ashkenas, DeMonaco & Francis, 1998; 

Nolop, 2008). Simply, managers adapting human integration rules, gain guidance and 

direction, and therefore are able to integrate more effectively. Thus, 

Hypothesis 5a (H5a): The increased application of human integration rules 

increases performance. 

Similarly, we argue that the application of functional integration rules increases 

performance. Functional integration aims to identify and realize operational synergies 

(Ahuja & Novelli, 2017; Hitt et al., 2001; Rappaport, 1986). However, instead of 

increased collaboration, it often results in coordination problems among employees 

(Cooke, 2006; Nemanchi & Vera, 2009; Shrivastava, 1986). Here, rule application 

reduces uncertainty by guiding managersô actions and communications. Rule application 

increases cross-functional information flows (Gilsdorf, 1998), fosters successful 
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interorganizational relationships (Ring & Van de Ven, 1994) and thus enhances 

coordination.  

Additionally, functional integration is demanding for managers due to the 

requirement to coordinate multiple processes to realize expected synergies. As such, 

managers are confronted with the co-evolution of processes that facilitate or impede 

functional integration (Rouzies, Colman & Angwin, 2019) increasing the overall task 

complexity. Here, applied rules improve decision making through improved perception, 

information processing, and problem-solving structures (Anderson, 1990; Johnson-

Laird, 1983; Rehder, 2003). As such, integration managers rely on rules that guide them 

through the complexity of functional integration. Thus,  

Hypothesis 5b (H5b): The increased application of functional integration rules 

increases performance 

 

METHODOLGY  

Sample & Data 

For testing our proposed theoretical model, we collected primary data, which was 

conducted in spring 2017. We used mail and internet survey methodology for data 

collection. The goal of the survey was to contact CEOs or responsible employees (heads 

of corporate development and M&A departments) that were actively involved in 

acquisitions. We chose our contacts based on the Zephyr database from the Bureau van 

Dijk, providing comprehensive and recent information on M&A deals and contact data. 

In our survey, we focused on industrial companies with headquarters located in Germany, 
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Austria, and Switzerland being active on the market for corporate control between 2011 

and 2016, for several reasons. Industrial companies usually have longer lifecycles, 

extended planning horizons, and a long-standing international footprint (De Massis, 

Audretsch, Uhlaner & Kammerlander, 2017). As such the sampled firms can be described 

as typical firms of the German ñMittelstandò that have a long-standing track record on 

the market for corporate control. We deliberately considered a range of acquirers with a 

broad variety, regarding their acquisition experience. This sampling structure is 

appropriate as our paper aims to understand how firms deploy routinization and codified 

experience based on varying acquisition experience. On average the firms of our sample 

have acquired between 3 and 4 firms within 5 years prior to the acquisition referred to in 

the questionnaire. However, we excluded all one-time acquirers.  

Second, the Germanic countries are industrial nations where small to medium 

sized firms play a decisive macroeconomic role. Third, these countries provide a rather 

similar institutional setting that makes acquisitions and their legal framework, for 

example labor regulations comparable (Botero, Djankov, Porta, Lopez-de-Silanes & 

Shleifer, 2004). The chosen period guarantees that a firm was actively involved in an 

ongoing integration process that would either be in a final stage or already completed 

(Ellis, Reus & Lamont, 2009; Homburg & Bucerius, 2005; Zollo & Meier, 2008). 

Additionally, the set timeframe aims to minimize the risk of recollection bias (Ellis et al., 

2009; Krishnan, Hitt & Park, 2007). To ratify our questionnaire, we adapted a two-step 

pre-test in February 2017 with M&A managers, CEOs, and academics of the field 

(Churchill, 1995). This resulted in addition of examples and the clarification of some 

terms that were difficult to understand. We adapted the design and structure of our 

questionnaire following the recommendations of Dillman (2000). We could identify 

1,065 contact persons in 609 companies. Eventually, a response rate of 18.56 percent was 
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accomplished, which is in line with other primary data studies in the field of M&A 

(Capron, Dussauge & Mitchell, 1998; Engelen, Gupta, Strenger & Brettel, 2015; 

Homburg & Bucerius, 2006). Overall, we received 113 questionnaires from individual 

acquires. Most companies in our sample generated a turnover of 100 to 499 million euros 

per year and employ between 251 and 5,000 people. More than 49% of the firms, which 

replied, were family-owned and older than 31 years. This reflects the basic population 

quite well. 

Previous Acquisitions in % Previous Divestments in % Annual Sales in mil. ú in % 

None 11.5 None 61.1 <25 12.4 

1-2 24.8 1-2 23.9 25-49 8.0 

3-4 27.4 3-4 12.3 50-99 14.2 

5-6 14.2 5-6 0.9 100-249 22.1 

7-8 1.8 7-8 0.9 250-499 23.0 

>8 20.4 >8 0.9 500-1,000 8.0 

    

>1,000 12.4 

Firm Age (years) in % Majority Owner in % Number of Employees in % 

1-5 2.7 Family Firm 49.6 1-50 4.4 

6-10 1.8 Private Firm 27.4 51-100 4.4 

11-15 3.5 Listed Firm 13.3 101-250 8.0 

16-20 8.8 Institutionally owned 9.7 251-500 21.2 

21-25 17.7 

  

501-1,000 18.6 

26-30 18.6 

  

1,001-5,000 24.8 

>30 46.9     >5,000 18.6 

Table 4: Descriptive statistics 
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Measurement Development 

For measurement model operationalization we dominantly rely on existing scales, 

modified to fit our research context. One measurement model is newly developed and we 

describe the procedure in the following. 

Codified experience: Codified experience are a central construct in management 

research. In our study, we rely on the measurement used by Dhanaraj, Lyles, Steensma 

and Tihanyi (2004), assessing the codified experience in organizations. We modified this 

scale in a way that it fits the M&A context. The modified construct identifies codification 

experience through three items, measuring to what extent (1) documents provide insights 

on the M&A process, (2) manuals guiding on the process and technical manuals, (3) 

experience of applied management has been documented. Codification experience is 

assessed on a 7-point scale.  

Routinization: Routinization are assessed with the measurement model developed 

by Withey, Daft and Cooper (1983). As the original construct was developed for the 

marketing context, we modified the items in a way that they fit the acquisition context. 

The construct operationalizes routinization with five items measuring to what extent (1) 

integrations tasks are similar in various acquisitions, (2) integration projects are routine 

jobs, (3) integration tasks are handled in the same manner, (4) team members of the 

integration team perform repetitive activities, and (5) there is a similar sequence of tasks 

from integration to integration. Integration routinization was assessed on a 7-point Likert 

scale. 

Applied human integration rules: In our study, we modify the measurement 

model developed by Cording and colleagues (2008) to assess the degree to which human 
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integration has been standardized. Effective knowledge application requires 

standardization which is achieved through the application of rules. These imply 

similarity, uniformity, and continuity of behavior, and actions, (David & Rothwell, 1996) 

within the agent (Barley, 2008; Coad & Herbert, 2009; DiMaggio, 1997; Thornton & 

Ocasio, 2008). Rules are needed to apply standardization in organizations to achieve 

efficiency, (Child, 1972; March et al., 2000). Thus, we use the degree of standardization 

as a proxy for rule application. The construct identifies standardization of human 

integration through three items measuring to what extent organizations apply 

standardized over individualized procedures when integrating (1) organizational 

structure, (2) organizational culture, and (3) personnel management practice. 

Standardization of human integration is assessed on a 7-point Likert scale. 

Applied functional integration rules: We modified the measurement model 

developed by Zaheer, Castañer and Souder (2013) to assess the degree to which 

functional integration follows a standardized procedure. We follow the same approach 

as for the application of human integration rules. The construct identifies standardization 

of functional integration through four items, measuring to what extent organizations rely 

on standardization over individualization when integrating (1) strategy formulation, (2) 

marketing, (3) research and development, and (4) operations. Standardization of 

functional integration is assessed on a 7-point Likert scale. 

Strategic M&A intent: We assessed the strategic M&A by the strategic 

importance of acquisitions for the organization (for example we draw on Achtenhagen, 

Brunninge & Melin, 2017 and Hitt et al., 1996). As such we operationalized the strategic 

M&A intent with three indicators (1) what contributes to your firm growth (organic vs 
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acquisitive), (2) is the growth of the firm based on a strong acquisition program, (3) the 

share of acquired sales in the past five years. We also used a 7-point Likert scale. 

Performance: Acquisition performance is a theoretically complex construct 

(Cording, Christmann & Weigelt, 2010) and has been assessed by stock market, 

accounting, and survey-based measures. Interestingly, studies show that different 

measures share only a little variance (Cording et al., 2010; Melio & Risberg, 2011; Zollo 

& Meier, 2008). Despite the criticism of survey-based measures, they tend to capture the 

strategic performance of acquisitions better than the other two (Ellis et al., 2009). As 

acquisitions differ (Bower, 2001), and our research focus is on acquisition behavior in 

general, we refrain from comparing the outcomes of different acquisitions. Acquisitions 

are a tool to execute strategy. Thus, we focus on the achievement of strategic goals 

compared to major competitors. This is in line with previous research in M&A (Lisboa, 

Skarmeas & Lages, 2011; Trichterborn et al., 2016; Vorheis & Morgan, 2005) and we 

assess performance with four indicators comparing the acquirerôs performance to major 

competitors by using the scale developed by Trichterborn et al., (2016). On a 7-point 

Likert scale we assess (1) development of sales, (2) market share, (3) operating margin, 

and (4) synergy realization. It is important to note that the performance distribution in 

our sample reflects the reported performance rates of the investigated industries well. To 

understand whether our performance measure is skewed due to common and key 

informant bias, we collected secondary data for the firms where respondents added their 

contact details and where data was available for triangulation. From a subsample of 13% 

we collected cumulative abnormal growth rates from 2012-2016. The items of our 

performance measure correlate highly with the secondary data measure (e.g. synergy 

realization: correlation coefficient = 0.482; p=0.035 one-sided). This gives us reason to 
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believe that problems associated with single source surveys are not a serious issue for 

our data. 

Controls: As our research model is potentially affected by other variables, we 

implemented a range of control variables. First, we control for the dominant acquisition 

focus of the acquiring organization. As such, we ask for the share of acquisitions that is 

(1) domestic or in the European Economic Area or (2) outside these areas. This is 

important as the first two areas provide similar and familiar institutional contexts that 

differ from the latter one. These contexts might provide firms with different lessons 

learned and require different rule application for human and functional integration. 

Second, firm size in terms of the number of employees and sales is also important, as 

firm size is an indicator of formalization and stricter rules. Third, Top Management 

turnover might have a direct effect on key learnings from previous acquisitions and on 

the application of integration rules. Fourth, acquisition experience is the foundation for 

routine development and rule application during integration. In line with previous 

studies, we assess the number of acquisitions conducted in the past five years as an 

indicator of acquisition experience. The psychometric properties of the scales can be 

found in the appendix.  

 

Analysis and Results 

Common Method Bias 

Having collected information about our dependent and independent variables 

with the same survey instrument, common method bias might be a serious issue for our 

data. As Podsakoff, MacKenzie, Lee and Podsakoff (2003) stated common method bias 
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is the main source of measurement errors. To mitigate the risk for common method bias, 

we implemented various a priori measures such as separating the variables to reduce 

proximity effects (Podsakoff, MacKenzie & Podsakoff, 2012) and applying latent 

variable measurement (Harrison, McLaughlin & Coalter, 1996). With the data at hand, 

we applied a statistical analysis to assess a potential common method bias. The Harmanôs 

single factor test (Podsakoff & Organ, 1986) is suitable to test for common method since 

it utilizes a single factor analysis capturing the covariance between the independent and 

dependent variables. Additionally, we applied an ad hoc approach suggested by 

Podsakoff et al. (2003). We followed the guidelines developed by Liang, Saraf, Hu and 

Xue (2007) and the ratio of substantive factor loadings and method factor loadings is 129 

to 1. Lastly, we collected secondary data for a subsample (13%) that highly correlates 

with our performance measure. These results indicate no serious common method bias 

issues.  

 

Applied Method 

We apply structural equation modeling for testing our research model. Instead of 

a covariance-based approach, we apply the variance-based approach computed thought 

the Smart PLS Software (Ringle, Wende & Will, 2005). There are several reasons for 

choosing this approach. First, PLS is more adequate for models that are more complex 

(Haenlein & Kaplan, 2004). Second, sample size requirements are lower for the variance-

based approach compared to the covariance-based approach, incorporating results 

validity (Fornell & Bookstein, 1982; Haenlein & Kaplan, 2004; Tenenhaus, Vinzi, 

Chatelin & Lauro, 2005). Third, PLS provides a higher degree of predictability when 

optimizing the dependent constructs, which is in our case the overall firm performance. 
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Also, we utilized the two-step approach suggested by Agarwal and Karahanna (2000) 

consisting of two independent approximations, one for the measurement models and one 

for the analysis of the relationships. To ratify our research model results, we followed 

the guidelines of Hulland (1999) assessing the measurement and the structural model.  

 

Analyzing the Measurement Models 

In the first step of the analysis, we evaluated the measurement models. All 

indicators of our latent variables apart from two have loadings above the recommended 

threshold of 0.7. One indicator of the construct integration routines has a value of 0.670 

and one indicator or the latent variable strategic M&A intent has a value of 0.485. Even 

though both indicatorsô loadings are short below the threshold, we decided to keep them 

in the analysis (Hulland, 1999) as the composite reliability values exceed the 

recommended threshold of 0.7. Furthermore, construct validity is established as the 

average variance extracted (AVE) values are all above the 0.5 threshold. In the next step, 

we assessed discriminant validity on the indicator and construct level (Henseler, Ringle 

& Sinkovics, 2009; Hulland, 1999). The Fornell-Larcker criterion, see table 5 (Fornell & 

Larcker, 1981) as well as the cross-loadings criterion is fulfilled. Furthermore, the 

heterotrait-monotrait ratio is with the greatest value of 0.395 below the recommended 

threshold. Combined, we hold that discriminant validity is established. In addition, we 

tested for bias and skewness in the distribution of our estimator by comparing our results 

against bias corrected confidence intervals. Our results show that all variables lie within 

the lower and upper bound of the recommended threshold.  
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    1 2 3 4 5 6 7 8 9 10 11 12 

1 CEO Management 1            
2 Codification 0.19 0.82           

3 

Domestic and 

EER M&A -0.05 0.28 0.85          
4 Experience -0.07 0.33 0.89 0.84         
5 FI Standardization 0.22 0.56 0.17 0.18 0.78        
6 Firm Size 0.04 0.33 0.28 0.33 0.17 0.94       
7 HI Standardization 0.24 0.35 0.19 0.19 0.58 0.13 0.89      

8 

International 

M&A  -0.10 0.26 0.26 0.61 0.13 0.28 0.09 1     

9 

Middle 

Management 

Responsibility 0.37 0.41 0.22 0.29 0.38 0.31 0.34 0.2 0.89    
10 Performance 0.42 0.32 0.12 0.10 0.42 0.00 0.36 0.053 0.37 0.79   
11 Routines 0.12 0.47 0.25 0.23 0.44 0.09 0.46 0.08 0.27 0.38 0.78  

12 TMT Turnover -0.14 0.12 -0.00 0.04 

-

0.03 0.05 

-

0.08 0.12 0.22 -0.07 0.02 1 

Table 5: Fornell-Larcker criterion 

 

Hypothesis Beta P-Value Bias corrected Confidence Intervals F² 

      Lower bound Upper bound   

Hypothesis 1a 0.20 0.069 0.02 0.45 0.01 

Hypothesis 1b 0.47 0 0.32 0.64 0.21 

Hypothesis 2a 0.39 0.002 0.17 0.64 0.12 

Hypothesis 2b 0.21 0.045 0.03 0.43 0.05 

Hypothesis 3a -0.19 0.046 -0.37 -0.01  

Hypothesis 3b -0.27 0.017 -0.54 -0.05  

Hypothesis 4a 0.21 0.031 0.03 0.41  

Hypothesis 4b 0.29 0.004 0.17 0.51  

Hypothesis 5a 0.18 0.046 0.03 0.37 0.00 

Hypothesis 5b 0.32 0.005 0.07 0.52 0.04 

Firm size -0.11 0.226 -0.30 -0.00 0.01 

TMT Turnover -0.05 0.462 -0.17 -0.00 0.00 

Acquisition focus 

EWR and 

domestic 

-0.02 0.827 -0.07 0 0.01 

Acquisition focus 

international 
-0.02 0.819 -0.08 0 0.00 

Table 6: Bias corrected confidence intervals 

 

Assessing the Structural Model and Hypotheses Testing 

Figure 2 displays the results of the PLS analysis. Our research model can explain 

a substantial amount of variance of firm performance (R2 = 0.224), the application of 

human integration rules (R2 = 0.340), and the application of functional integration rules 

(R2 = 0.500). Furthermore, the analysis of the Stone-Geisser criterion reveals that our 

results reconstruct the hypothesized effects in a substantive way (all values exceed the 
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threshold of 0). For testing the hypotheses, we applied the standard PLS algorithm. For 

assessing the significance of the relationships, we ran the bootstrapping procedure with 

5,000 bootstraps applying the individual sign changes option. 

 
Figure 4: Empirical results 

We find partial support for H1a (ɓ = 0.169; p = 0.064), indicating that codified 

experience results in greater application of human integration rules. We find also 

empirical support for hypothesis H1b. Codified experience leads to a greater application 

of functional integration rules (ɓ = 0.466; p = 0.000). For hypothesis H2a, indicating that 

routinization result in the application of human integration rules, we find empirical 

evidence as the coefficient is positive and significant (ɓ = 0.367; p = 0.002). Also, H2b 

supports our hypothesis and is positive and significant (ɓ = 0.208; p = 0.049). This 

suggests that routinization lead to the application of functional integration rules. For 

hypotheses H3a, anticipating that a strategic M&A intent negatively moderates the 

relationship of routinization and human integration rule application, we find empirical 

evidence. The effect is negative and significant (ɓ = -0.189; p = 0.046). Similarly, we 



Research Papers 

Paper-based Dissertation | Yves-Martin Felker| Page 83 

 

find support for hypotheses H3b, assuming that the relationship between routinization 

and functional rule application is supported (ɓ = -0.269; p = 0.019). For hypotheses 4a 

and 4b, indicating a positive moderation between codified experience and their 

application of human and functional integration rules, we find empirical evidence. Both 

moderations are positive and significant for human integration rule application (ɓ = 

0.214; p = 0.033) and functional integration rule application (ɓ = 0.287; p = 0.006). The 

following figures show the visualized interaction effects.  

Also, for hypotheses H5a and H5b, we find evidence for a positive and significant 

effect of functional and human integration rules on performance (ɓ = 0.319; p = 0.007 

and ɓ = 0.184; p = 0.063). This result suggests that functional integration has an 

immediate performance effect through the elimination of redundancies and cost savings 

and human integration through increasing employee satisfaction and by creating a 

common identity.  

Figure 5: Interaction effects 












































































































































































