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on a trnsiion team allows afl
et 1o know cach o
isconcepion.

e primary cloments of 3 transiion ean inchude a scering commi:
e, sk forces, and # transion manager (ks &
of the bourd of directon from each organiztion dete
ment and mermbers of the ransion eam OMcCormick, 201). T
‘commitee typically inchues board members e 0p m
atives from all paricipaing organizaions. The siering commitee provides
eadership and overight un ally in place
This commice i responsbe o, 1) scting the overal oals and i

g
aperment epresen

ions 10 send o 1 management s for decision
Depending on the level of board invobwemen, some decisions may be
andied exclusively by top manaement. In addilon, siering commitce
pers can sexve as foke mexlls for how the merged ongan
successllly work together (Marks & Mirvis, 2000).

N sk foree ofin incudes epreseniatives from all merging oxganiza
ons anc has 3 specic focus or agenca for s work. Separaie ask forces
may b formed to rescarch the nancial, administativ, nd programmatic

s of each onganzation. While sk forces may be reltvely small in
mumber,they can scccss the human resources o the combiesd sl pop
laion (¢, through surveys and focus groups) for fact finding and design
sugestions (Oarks & Mirvs, 2000)

A transion manager (.., inside or outside facilaton acts us
dinator of the restnicturing process. These coondinatons have the sk of

aping o supporing the nstruchring proccss that inchudes coordinat
ing e ransition plan, monitoring the work of sk forces, and ensuring

ons between workgroups and leadenship (arks & Mirvs,
lary of role and responsibitis fs csenial for tansiton

leadenhip aciviies nee 10 be dofned and under.
iderstanding the merger process and adkessing the
1 becoming knowldgeable about merger processcs, 2
‘supporting sall, and 3 recogniing the leaders' own emeional eactions (o
change (Kavanagh & Ashkasy, 2006; Thach & Nyman, 2001). Competent
leadenhip in 3 merger siuation inchides the knowledg. of wht 1o cxpect
during 4 restnucuring process, the organiztional colure ssues, the tme
required for succesful hange, and the naure of the onganizational change
processcs e 10 address sall s, Addionally, compeent leaders
need 10 be aware of the pace of change and how i can influenco ovtcomes
forstakeholders, incucin s, doners, voluncers, and cicis. Whik there
i ofien a desive 1o minimize the ransiion e, thee is ko e for 3
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thorough and doliberatve process Gemison & Sikin, 1986; Marks & Mivs,
1995, McCormick, 20012). Indocd, Kavanagh and Ashkanasy (2006) found
higher rtes of sl saisfacton with mergers for organizations that used 3
sradual approsch G.c., negoitions were thorough and conducied with one
organization at 2 ime) than with organzations tha used 2 quick, top-down
approach. In essence, a balance nceds o be found between maintaining
momentum and allowing for suffcnt time o promote involveanent and
desision making

Onganizationl leaders need o be stuned 10 the merger sress and
unceraity expericnced by afl if they are t sstain of increase rspect
o, and trust i, management (Nguyen & Keiner, 2003). By providing emo-
tional cutkts and support for sall who are ransfering e focus from
themselves 10 the task of restructuing, management can champion the
change and provide support during the rstnuceuring process (Corwin c al.
1991, Convening “all sall mectings to answer quesions or alloting space
for merger updes on the agenda of regulaly hekd meetings are ways
demonstc support for safl.

Scaior management nccds o be 2 champion of change by cxpresing
support for 3 merper and framing it 45 an opponunity rather than 4 theeat
et ct k., 2001 Marks & iris, 2000). However, it is o important &
recognie that keaders may be dealing with their own feclings of anxiey and
confusion about the change, cspecialy the diffeent ways that management
Sysrns might be combincd as wel asthe potental ciminaton of ther own
positions Corwin et al 1991 Board members may also have mixed foc
ngs sbout the merger e what it means for the organzaton thy represent
hsinger & Peterson, 2000 1t s cear that both the boare and management
nced 10 foster support for the v organizaon because if all peceive
hem 1o be Jes comitid or motivated,  willbe more difficul 0 sucecss-
fully complee 3 merger (Corwin ct sl 191; Kavanagh & Ashanasy, 2006,
McCormick, 20011

Akey ol for manages
procss. Successful and suliciend commuication can reduce: s and an

ety s wll 35 increase

ust and respect Qharcls, Douwes, de Jong, &

Priyn, 2006; Basinger & Peserson, 2008 Therefore, an aws

municaion cimates and method anc goas for pos

cssental for effective communicaions n e merger proccss.
The moltdimensional nature of communications s capured in the

concept of communicarion climate Gancs, e al 2006; Comet DeVits

& Fricdman, 1995). A posiive dlimai inchdes the presence of clary,

openness, and support that lad o con
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commitment and ety for sl and scccssul mplementation o change.
A negatve climate invoives the absenac of honcst and dinect communica
tion, e can lead 10 tall members fcling winerable of the
Teadr ofthe change process Qharcls o a, 2006, Kavanagh & Ashkanasy,
20060, The lreccnt diseminaion of candid and accurate informaton can
realy reduce sl rllance on 4 rumor mill and disrus of managemen
Campbel, 2008; McCormick, 2001, Ngyen & Klcioer, 2009,
Organizations thatcogape in 4 siccosdul merger ofien we 3
sakehokder orented communicaton plan that focuses on sall, b,
clients, and the community (GiTords & Dina, 2008, McCormick, 20011
McConmick GO0 noted that there is 8 neced © s
of cffective communicaion. The board of dirctor,
esponsble for the ovensght of an organizaion and
sion whether 10 merye, eceds o be fully informed regarding the detil of
e merger. Theredor, 8 i clen customary o ek oficial information
10 allonly after all board mermbers have becn e Similaly, all nter
nal stakeholders nocd o b ifomed prior 10 any public announcements
icCornick, 20011,
A primary goal of communication is 0 cxplain the reasons for change;
e process eneraly inclues: 1) sharing the viion and cxpecied bencl,
the merger procoss, and 3) providing 4 projcied timeline
for changes o occur (Gifords & Dina, 2003, McComick, 2001, Marks &
Mirvi, 1998, arly ffots o clarify e cxplain the merger can case tensions
when decisions nece 10 he revied at # bter date. Atesion 1o the overal
communications process can o increase management’s crdiley.
A furthe goal of communication i to dispel rumors that can inrease
ety and distust. One approach i o designae speciic sall aisons
10 serve 35 4 communicai managemers and sall % that
rumons can be shared e in onker 1o

Taisons llows sall members who are ot diecly involved in the merger (0
Volce concers anonymously (Dickey, 2002 Anonymity may be important
o stall during 4 ime of heighiencd sress and uncorainty. Sl may fear
otnbution i they ane perceived 10 be amociated with 3 negative rumor o
feadback. Another mehod for handling anonymous questions s 1 st up
a holine number (Marks & Mirvis, 1996, McCormick, 2001, Schweiger &
DeNis, 199

Mhipke methocks of comaunication are ecommended doring 1 merger
10 buikd a posiive climae (e g, weekly or monthly newsleter, saff meet
ing, and individul mecting). Formal communicaion vehics neee 10 be
folowed up with informal in person discussions t0 cnsure that €all mem
bers gt a e account of decisions and the opponuniy 1o understand
e OMarks & Mirvis, 1998, Clar and honest communication also needs (0
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e shared withthose bosd mebers o dirctly invoived with the mergee

proces (Hasinger & Peterson, 2008 Campboll, 2008,
Funhermore, commuication neds o be two-way, with merger lad:
roviding informaion 1o saff nd board members, and stll and board

bers having 2 mechanism for shariog reacions and ideas (Rasioger &

Petersan, 2008, Dickey, 2002). 1 is alo important (o acknowledge what

s unknown rather than leaving gaps that can be filld by the rumor mil

(Nahavandi & Malekzadeh, 1993). Managers are perceived to be more crod-

ible and tusiworthy when they adi hat they do not bave all the answers

Salf may then choose 10 believe communications from 0p management

rather than the sall grapevine.

Stall Morale and lnvoivement

Salf can play  key roe in the succuss or falure of 2 merger (Cartwright
& Gooper, 1993b; Fickd & Peck, 2003; Healh Fducation Authoriy, 1999)
Mergers can produce 3 great deal of uncerainty and concern. The ways
i which stall manage or adspt during ranstion can influcnce. merger
outcomes. Several studics identy the following sl concerns during 3
rger. 1) losing their organzationl ideniy o cven ther jobs: 2) den
i, and sstining, he new organizatonal culure; and 3) the lack of
support during transion that can Jead t0 increase anxity and disrus,
and 3 esling increase in abseniccism, wmover, and owered producivity
rown & Humpheys, 2003 Singer & Yankey, 1991; Taylor t ol 1992
Othor concems inchude the potental fo 2 negaive impact o service delv
ety along, with concerns about fack of it between the proposed change

e mission o the organization (Gullive, Towel, & Peck, 2003 Taylor

cpatively ffctservices o ciris
when' saff me Tlping cliens 10 taking care of
themselves (haono & Bowdich, 1989). The time that il meembers spend
woying about merger cutcomes is e taken away from thir job dutics.
Low mor can be contagious in environments where lik upport i con

rom management. Sll members oficn tm 1 cach otber for support

o confor n share cynicsm Chrown & Humplreys, 2008)

long with uncertint, a sense. of perceived helplessness or ack of
power can contnbute o sl anxicty OVarks & Miris, 1996). Management
can reduce some of this anxicy by nvolving st i the merger process
Mol can b improved if sl mermbers el that hey have some influcrce
v the outcomes Girown & Humphreys, 2003, Participation in sk forees

and focus groups can decease 3 sense of powerlessness and alleviate anx
fotes relte 10 the merger process (Yankey o al, 2001). Management can
alo involve sl by keeping them updaied throughout the proces and by
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harig pew developments and proposc chages. However, any involve
et of al in the process necds o rflct a sincere desire that values theie
panicipaton. Management nocds 1 support the capacics of sl mem
bers 1o cngage in decison making and provkling nput (Coben & Austin,
1997, 1 clfons © gathe y become dist
Tusioned with the process and leaders can ke thelr support (avanagh &
Ashkanasy, 2006).

Whi thore may b perception that noprofit organiztions are btter
cquipped 10 addres the human side of mergers than for pros, rescarch
indicates it i st as casy for onprofi onganizaions ( give insulicient
atention 1o wal necd during 8 merger Gllver ot al, 2003, Teram &
Tgra, 2005, Managgment should ot assume that the salls comier (0
e agency’s o the fekd of pracie i enough 1o e sall through
e process s mpaxtant 0 explore opporuniis to support and
include: salf i factficling feedback, and decision making opportuniics

Plana, 2005 Marks & Mirvi, 1998). Nonprofis nced 10 pay
ow stll morake becase: ey are usally unable

Since the e
the merger,

ping of an organization's culure can affct the o
process necds specialatention during the merger
1998, Fail

Kohm & Lablana, 2003 Marks & Miris, 1996). To scccst
organizational e, leaders nocd 0 wsderstand the natoe of ocganizs
onal culures, the lffrent types of culure change, an he challenges that
emerge when combining, onginizational culures,

Onganizatonal ulure i the e that binds people togesher (Nahavandi
& Malekzadeh, 1993). Organizational cukure also inclues office atie, pol
cios and procedures, sall management relatonships, and decision making
yle (Kohm & LaPiana, 2003). Schcin (1985) provkle he mast frecendy
e defnition of organiztonl

 pltn of sk ssumpions—mveried, dcoverd, o developed by
e o 2 s 0 cope il s prolns of exienal st
and el ko s woeked el enough 0 b consered
vl and,theree, 0 b aught 1 v membens 3 the e way
10 perccte, ik, and e i el t those poblems” chen, 1965,
o
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Organizational cultre i ot statics i always evolving t respond 0 chang:
i conditions (Dect: e al, 2001 Mergers involve the blndling of two or
more organizatonal cukures and this process can encrte conflit (Carcton
& Linchery, 2004, Kavanagh & Ashkanasy, 2006). This bending,of diferent
organizatonal culures often occurs at the board keve as wel a the tll
level Simila to all, boards will have vales and raditions speciic o heir
pre-merger omganization (Holland, 2006,

he changes that oceur when organizational culures come into close
contact with one another can be viewed 45 an accukuration proces that
ncludes one or more of the following 1) ssimition, 2 inicgraon,
and 3) plralim or separaton (Cartwight & Cooper, 199%a; Nahavands &
Malckyadeh, 1993 Marks & Mivs, 1996). While ssimilaion s the adoption
of the dominant cukure by the dominate organizaton, ntegraion 1eprc
Sents combining the best of both culures, and phalism s the continmtion
of boih cultres sice by side. Some phuralism may be ineviabl 25 nds
vidual depariments or programs maintain subcultures. Assimition may bo
common in mergers based on 4 power imbukance. However, the iniegraion
of onganizational culures s often the projected goal of & merges.

‘Cartwrigh and Cooper (1993a) state that merger success “rles upon
the ability 1 creat 3 coberent and unitary culure that combines clemerts
of both culures” (. 67-68). The inegration o two or more organizaional
culures can lead 1o 3 new common colure ddllcren from the culures of
the previous onganizations (Corwin e al, 1991; Marks & Mirvs, 198). Yet,
a merper docs not automaticall lad to the integration of individusl organs
7atonal clturs. Witin the merger proces, speciic atention and cncrgics
e 1o be devotd t organizational culural s 0 achicve the desed
evel o acculurtion.

‘One: method for improving the outcomes of blended organizatonal
culiures s for cach omanization 10 engage in 4 proccss of -culunl duc
diigence” similar 10 the lgal and financial due diigence that involves ful
discosure and tansparency (Carkton & Lincberry, 2004, Marks and Mirvis
(1998) doscrbe an onganizaonl leaming activiy tha engages teams from
boh organization in 4 process of exploing, the diffrences and s
Taries eated 10 opersional practics, echnclogy, physicl cnvironmens,
expecttions, and intendod goal. In the process, the teams describe their
‘own culure, ther perceptions of the other organzaton's culre, and finally
their perceptions of how they think the other organiztion perccives their
culure. The acivity can uncover sereotypes 35 well s hlp 1o ey areas
of commonaly (Marks & Mirvis, 1998) The outcome involves priorkizing
differenccs that requine atention and the recommendations reted 0 the
‘comploxics of acklessing the differencs.

In summary, the merper implementation stage inclodes the technical
work needed 10 design 3 new organization and the management of the
human factors related t the planning an transition proces. The behaviors
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and activiies of management st the tone and pace for the merger pro-
cens. Leaders need to consider multple modes of com

methods for supporting and involving stlf, and deal with the challenge
of blending organizational culures. Buikling upon successful pre-merger

planning and merger implementation, the final stage is set, namely merger

POST-MERGER STABILIZATION

After the planning and implementation stages are complete, the organiza-
tion moves ino the post-merger period with a focus on sabilization (Sin
& Yankey, 1991; Wenet & Jones, 1992). The time projected for blending

the newly merged onganizations rnges from one 1o ten years (Cornett
DeVito & Friedman, 1995, Marks & Mirvis, 199, Nguyen & Kleiner, 2003).
Management acions continue tinfluence stafl abily © accept and adjust to

e, I is during the st -

izaton stage hat safl members need o ad
zational clements that may strengshen or weaken

ifacion, and organizational commment
per, Monden, & de Lima, 2002

Leadership Revisited

Similar 0 prior stages, leadership behaviors and activiies continue 10 be
important dureg the post merger sabilzation phas, cspecally since the
newly merged organization is sl in s infancy
merger leadership (arks & Mirvis, 1998). Even e menger i offcal,
unanicipated changes still need 1o be impleme ©
nced support to handle the assocated stess (Taylor et al., 1992). Speciically,
sl should be provided an opportuniy 1o mourn the loss of their pre
 (Marks & Mirvi, 1998). Validatng and allowing space
for wall 0 gricve can improve the sbily of salf
o and supportive of the newly merged organization
‘Actively combining safl from cach pre merger onganization to work on
tasks together can help 10 break down competition and improve inicgration.
‘Continued competiion between pre-merger groups can impede the inegra
tion (Brown & Humphreys, 2008). The new management tcam members
also need to work through their own confusion and grievances in order 1o
‘convince sl that integration is 3 viable outcome. As fole models for the
values and vison of the newly merged organization, management needs (o
emphasize the dual focus on building new work tcams and developing the
organization's new culure (Marks & Mirvi, 1998),
Ongoing support and leadenship for the newly merged board of
directons s lso erucial. Sinlar o the restructurng of organizations, boards
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g0 through a restructuring process as well, with the need for decisions
regarding size, types of commitices, and membership (Taylor et al, 1992;
‘Yankey et al, 2001). While the loss of board members may be ncvitabie after
the merger, organizations often do not wan 1o lose their most acive and
influential board members. This may be  time when board mermbers ques-
tion their [t with the new organization and its mision (Kohm & LaPi
2003; Yankey et al, 2001). There may be board members who were ambiva
lent about the merger decision. These members often nced extra time to
sce that the merger was in the best interest of thei organization (Kohm &
LaPiana, 2003; McCormick, 2001).

Organizational Identiy

Onganizational identiy is an important human clement to conskler in the
merger process, especialy in the post-merger stage. Identiication with an
organization can eiher facilitate or impede integration during and afier 3
merger. Strong pre-merger alflation can lead to defensive atitudes during
 merger becatise staf el their organizational deniity is being treatened
(Millward & Kryiakidou, 2004). Furthermore, both salf and board mem-
bers who identify strongly with their pre-merger organization may find i
diffcul to transfer loyalies 10 the newly merged organization (Kohm &
LaPiana, 2003

The two factorsthat

influcnce staff ides
onal dominance

of organization and permeability. Merger dor

larger organization dominating a smaller one or one organiz

ification with a post merger
nd continuity, and 2) status
imance can be seen a ciher 3

s saving the other organization. In contras, satus can afect sall identity
in the form of increased prestige and/or job opportunites (Terry & Calan,

low status onganization may be exacerbated in a merger process, leading
o less identification with, as well as less commiment 10, the post merger
organization CTerry, 2001). Howeer, sta from 4 low-sttus organization
may support 4 merger if they sce it as access (o 4 igher stans group.
Meanwhile, the high-status sall may feellike theis positons are thre

by the process of merging wih the low status group, fearing that they will
ot be able to maintain thei social standing.

Regardiess of the pre merger identity of St (cg., low satus or
high status, dominant or dominated), it is clear that conflits stemming
from dominance and status issues can be problemaic in 4 merger pro-
cess (Brown & Humphreys, 2009). Therefore managers necd (0 understand
the power of oganizationsl identity and how dominance and status
influence sall tiudes and reactions, as well s their job satisaction and
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St Satisfaction tional Commi

1 Orga
As 4 merger affects onganizational ideniy, individual commiment (o the
onganization and job satisfaction may also undergo changes (Gacriner,
Bachman, Dovidio, & Banker, 200). Stff who fecl disconnected or expe
tience  loss of identification with the organization may be less incined
1o support goals and objectives and decide 1 leave the new organization.
Mass twmover following a merger can negatively impact scrvice delivery
and the morale of remaining stall (van Dick, Ullrch, & Tisington, 2006).
However, some voluniary wmover afier & merger i unavokdable duc to
changes in leadership and mission, and i i realistic to expect 3 loss of safl
Yankey et al, 2000). For cxample, stafl from 2 small pre-merger nonprofit
may not be interesied in working in a larger merged onganization if they
perceive it as more burcacraic (Kohm & L 2009, Funthermore, it
may be in the best interest of the new organization fo stalf 1o leave if they

o accept the chane GHea tion Authorky, 1999). Saff members
who remain employed (despie decreased job saisfacton and organization

) may negaiivly influence sl members who
g into nizaton.
1 st satsaction and organizational commitment through
merger process can help management avoid high salf tumover and
eductions n service qualy. Job satsaction can be influcnced by the qual-
ity of relationships, level of task achievement, and level of onganizational
support (Gullver ¢t al, 2009, Organizational commitment.involves stall
entiication and feelings of sccurky with, or loyally toward, the merged
organization. The factors that influcnce job satisfaction and organzational
ment i the merger stabilztion sage include role clri

sall expectations,

The loss of role clarity (e, clearly aniulated job dusies, responsibil
ties, and expectations) that can accompany uncertainty about 3 merger can
lead to increased levels of siress, often resuling in decreased job saisac
tion. In addion, if stfl members fecl a sense of betrayal by ther pre-merger
organization, they may not be able t trust or el committed t0 the newly
menged onganization (Teram & Igra, 2005).Sinilrly, ifstaff members believe
hattheir expectations were met as  result of recet “and detailed
information over
satisfaction (Fai

ing accur
then they are likely 1o display hi
i Son, Ogilvie, & DelVecchio, 2002).

Imespective of how well a merger is managed, some trbulence and
unrest can be expected during the stabliztion stage (Buono & Bowdich,
1989; Ml aughlin, 1998). The disinctions between us and them can continue
for months or even years ater formal integration (Covin, Sighile, Kolerko,
& Tudor, 1996; DelVecchio, 1999; Panchal & Carowright, 2001; Singer &
Yankey, 1991). Management can play a key role in reducing competiton and
unrest by supporting actviis a3 part of developing a new

 levels of job
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fonal Klentity conflcs can be resolved a5
d board members assess the merger outcomes and ther role n the
I leaders can keep tumover (0 3 minimum

with the use of continuous staf jon. Merger sta-
and board members who remain in the

and encrgy in the formation of the

tion occurs when the st
merged organization invest e
new onganization

SUMMARY AND IMPLICATIONS

Asthe nonprofit environment continues (o be
continue o search forsr mprove h
Merging can help organizations reduce competition and improve effciency
and clfeciveness. Provided that merger leaders have an awarcness of the
process and the human clements involved, mergers can be a successfol
method of intervention for nonprofit ongan

Given the curment state of mergr ierature,the conchuding section identifies
some fsses for cnhancing merger rescarch and merger management

Jons 0 survive and thrive

Impl nd Rescarch

atlons for Theory

Studies that explored the o ers and othe
types ofien reflect local skuations and may not be gene
of the United Staes. Therefore, a comprehensive database on the occur
rence of nonprolit mergers s needed. Several universties support nonprofi
rescarch instutes, and one of these insiutes would be 3 logical location
There s also a need for spe d consistently used
erkteria for asscssing menger outcomes related o merger goals (., growi
improved eficency, or improved qualiy of services) (Marks & Mirvis, 1992).
In addiion, there is 4 need for longiudinal studics of nonprofit merg
em 10 capture data from all three stages to balance the preponderance of
post-merger sudies that ask partc rellect back on the pre-merger
environment. Given suflcint planning and funding, i could be possible to
gaher information durig all th s of the merger process.
While the lierature on mergers s primarly descriptve and prescriptive,
it could be srenghcnd by the development of a compreherive theoretic
ework that would guide empirical rescarch. An analysis of the different
eworks for xamining the various aspects of the merger process (c 5.
g forces or onganizational identity) suggests that & more. iniegrated
theorcical framework i needed. For cxample, the merger process could
b improved with the wse of cmpirically based critcra for guiding decision
making. What are the clemenis of antcipatory decision making and what
happens in their presence or absence? What arc the chances of merger
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success without anticipatory decision making? Can 2 merger be successful
i some areas and not others? While the three-stage merger framevwork used
in this analyss provides a starting point for understanding mergers, there &
sill inadequate theory 1o expain the muliple dimensions of mergers.
Building upon  three stage framework, the conceptual map i
provides one way 1o i e factors that relte o merger oute
by using Venn disgrams 1o depict the overlapping domains of leader
saff, and organizational environment. Leadership includes both the organt
s top managers and the board of directors. While the leaders and stafl
are components of the onganization, organizational environment refers 1o
external and internal factors that impact organizational culture and idenity
A comprehensive ramework for studyi
‘domains of leadership, saf, and cnvironment. For cxample, it s difficul 10
ind saff atiuces and behavior without also looking at man
leadership practces and the impact of organizational issues, Similarly, strong.
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e to merger outcomes, in part because of how i impacts

racton of the three domains can be found in each merger stage

nerger stage, the impact of decision making syl is reflected in

ip practices as well as how stlf members make decisions s
nizaton's cultue. Teyond the pr + stage,

ness of the thrce domains can also be secn in the

stae, where leadership behavior, stafl reactions, and the
environment combine to begin building the onganiation's new ¢
ulimately defines the outcomes of the merger process.
gure 2 are key concepts or challenges for
ach stage of the merger tha are influcnced by the interrelatcdness of stafl,
jonal cnvironment, and leadership. The amows between stages
reflect the progression of the process, while each amow leading to merger
outcomes reflects the ways in which each stage can impact the final out
‘come. In the pre-merger stage, poor decision making or different definiions
of restructuring (.., merger vs. acquistion) can influence the suceess of the
subscquent stages (Arow 1. Siilarly, if poor communication during the
implementation stage increases talf anxiety, leaders wil experience greater
Jlenges in addressing staff satsaction n the post merger stage (Afrow 2)
Just as cach stage influences the next stage (Arrows 1 & 2, cach stage
can also have a direct impact on the final ovtcome. Research indicates that
mergers are more likely to be successful f dniven by anticipatory rather than
reactionary decision making (Arrow 3). Similarly,  lack of stafl involve
ment in the implementation stage can lead to failure despite attcmpts
adkdress stalf commitment in the post-merger stage (Arow 4). Finally, lead
exship practices in the postmerger stage and wafl satsfaction with the
new organization can influence the longterm success or failure of the
merged organization (Arrow 5). The conceptual map ilustraes how cach
Stage of a merger requircs atiention 10 the three domains and provides 3
comprehensive framework fo further rescarch on mergers.

In summary, the concepual map llustrsted.in Figure 2 provides a
‘comprehesive ramework for understanding mergers, cspecially when com
bined with stdics on the incidence of nonprofit mergers,the delincation of
erteiafor evaluating merger outcomes, and longtudinal sudics that include:
the three major phases of the merger process. Based on this discussion of
rescarch needs, the questions in Figure 3 constitute  beginning agenda for
future research on nonprofit mergers

Implications for Managing Nonprofit Mergers

Some of the challenges facing those seeki
trated i preliminary checklist of imporiant merger factors noted in
Figure 4. While not listed in any priority, the checklst is divided into two.
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components: managing the merger process and managing the human cle
ment. The major process themes include decision-making style,
aniculaing clear merger goals, and providing sulficient resources
ot the process. The major human element themes are salf commu
and involvement alon with organizational culture and iery.

In condlusion, this analysis of managing nonprofit mergers began with
a scarch for the key clements for asissing nonprofit and for profit mergers.
It became clear that m ould be assesscd by using a three stage frame.
work, namely the pre-merger stage relaied o planning, the implementation
stage elated 10 organizational redesign that involves communicating wil
and involving safl as well as issues related (© organizational culure, and
the postmerger stage that involves stabilization reated 1o managing the
transiton and continuing chang.

Furher rescarch is needed on the factors relevant

successful and

unsuceessful mergers. The current descriptive and prescrptive lierature
provides leaders with guidance on the human clements rehied (© help-
i sall adjust 10 the changes while also managing their own anietics and
confusion. Successful mergers can be achieved if: 1) sufficient time and
energy are provided for the merger process, ) a vision of the new organi
7ation i developed, and 3) ongoing support of stafl i provided throughout
the change process. Mergers can prove 1o be suceessful onganizational
development sirategies when they are based on a thorough exa

R
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Nonprois ane expericncing, unprecedenied funding cuts during the cur
et roccssion (5an Francisco Foundation, 2009). An incrasing, namber of
onprli onganizations are consileing sralegic resucturing opporun
s i the form of meres e o the curmen social serviees cnvironment
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of icreasing compettion and decreasing resources (Campbell, 209, San
Francisco Fourdation, 2000, Ferris & Graddy, 2007, Norts Tirll, 2000
Mergers can be viewed bod porgers can
be viewed a8 “the death of an onganiztion or the faiure of a mission”
McCormick, 2001, .1, they alo have boen consdere a5 ahernatves (o
organizational demise by creating an opporuniy 10 cnbance an organiza
tion' abilty o scrve s clicnt and community (Norris il 2001, Yankey,
Jacobaas, & Koney, 2001). Whether mergers are viewsd as an aliemative 10
enmination or an opportunty for growth and improvement, f {s mpotant
o understand the facors tha lead 1o 4 succcssol merer,

“his anabysi of the merer crature relaed o success factons reflocts
o dimensions, namely the nature of the merger process and the o of
the human et in all spects of the merger process Gemison & Sakin,
1986; Marks & Mirvis, 19980,y understanding he nature of the meger pro-
ccss, onanizational keader,inchding exccutive management and the board,
‘an b beterable 0 account for the time and energy necdeel. The human
clement relaes 10 such factors 35 sl reactions and behavior, leadership,
communicaton, organizational culure and identty. The succesdul man
agement of these issies can pasiively inffuence post merper growth ancd
improvement (Dectz, Tracy, & Simpson, 2001). The lerature on for profi
and monprofit merpers has cxpande significanily over the past thiny years
Canwright & Schocaberg, 2006, This analyss draws upon researc in both
domains because many of the isues are universal and appiicabe t merger
Success across sectos (Buono & Bowdich, 1989; Schmid, 1995). A stape
framework (pre-merger planning, merger iniegration, and post merger con
solidaton) is ofien wsed 10 explain the merger process Oharks & Mivis,
1998 Singer & Yankey, 1991; Taylor, Austin, & Capuio, 1992

“he first section of this analysis focuses on the pre-merger planning
process and the human factors elevant 1 making the decision 10 merge
e second secion addreses merger incgrtion n the form of e merger
implementation process. The thinl sction focics on pos merger sabi
izt Finall, the analysis concldes with amplicaions for management
practice and fsare rosarch.

MAKING THE DECISION TO MERGE

“The first step in 2 merger process s making the deciion to merge. During
this stage, organizations conduct exploratory discussions relied 1o the
appropriaencss of varios structuring optons. Given that the board of
rectoes seprescots the organization s 4 legal ety s sally the bosnd
that deives the menger proccss. However, in some cascs, the merger dea
may be insodced by meambers of the organizaion's executive management
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(Camphel, 2008). Regardiss, dhe board will be instrumental in acdress-
ing the logal obligaions and the process for omanizatonal disolution 1 2
merger i finalized. Members of the board of directors are responsible for
i the agroement to merge and voing on it Campbell, 2008, Yankey
ctal, 2000,

v n this preliminary stage, onganizational leaders nece 1 consider
the human clementrlaed 10 program, mission, and culure i 25 well 25 the
unconsioty and srss experienced by safl. The focus in his sage cannot
sakly be on the financial viabilty of possible partnes. Organizations can
crcae a soid foundation from which 10 work toward thi goal i they
g with a cear, shared deiniion of merger 0 spocfy the driving forces
behind the merger and the potental challenges that need 1o be addressed
throughoot the merger process

Types of Organizational Resructuring

There arc a least four terms, oficn used interchangeably, to descrbe the
e types of restruceuring, namcly mergers, allances, acquisions, and
conscldations (Buono & Bowdich, 1989). These terms can be amayed on
2 continuum o iner ongnizatonal reltions 2 noted i Figure 1 (Kobm &
LaPiana, 2003, Marks & Miri, 1998, For cxampe, minimal change is reprc
scnte] on the et cod of the continuum and maximum chans:on the Aght.
The factors that determine the Jocsion on the contiuum include inves:
mer, autonomy, inegraton, nc conrol. Minmal investment kads o e i
any itegration. Allances of scparatc oganizatons represen high auonomy
and control and minimal investmen in estrucring, In conlras, megery
and acquisiions feature bigh levels of investment and ntegraion bascd on
adpstments in control and autonomy. Buono and Bowdich (1969) kdeni
e thrce dimersions that can b consideed in the porsui of an allancr,
merger, or acquisiion: 1) purpose of resrucuring (rescue or expansion)
2 cansional stance taken during the process (rendly or hostle), and 3
degrec o compaubilty in forming the new enity. The inirplay of these

complexiies in restrucuring, oganizations in the

form of merger or acquiston. Thee dimcnsions point 1o e iicrction of
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purposc and cmotion, namely managem
emotions uncanbed by the procras
For the purposcs of this analyss, mergers are defined as the o
i of w0 or
e than b, sraicgis, In conirast, acquision are definesd
o onganization i subsumed o acpired by another
oxganizaton, mspective of findly or hastle intent. Undertanding the

o' motives for chane and stafl’s

fferenece bxtwoen merer and acquistion can lead (0 bt sricgic dec
Sions. This anabysis focuscs primaly on the factors necded 10 prodce
successll mergers ane docs o acdres the factors invlve n other types

of resrucuring

Driving Forces for Mergers

T the e Wcrature, driving forces et o the motves belind the deck
s resmcture. Theseforce are also ke 1 the projecte goal for the
merger and can include: 1) improving, the financal condiion of the o
nization Gurvival, improve ffcency, reduce competion, 2 strenghening
community visbilly (presrve o mprove imiae, cputation, or sding.
and 3) enbarcing clien services (expansion and mprovement of scrviccs,
ncrease et base, enbance sl expertise) (urst & Nowll, 2001; Kobm
& LaPiana, 2008). Mosives define the organization and i cnvironment dur
g the pre merger stage whie goals define what organizational eaders
hope the post merger organization and covironment il look ik, Mergern
may be the resuk of muliple modves and goals (Camphell, 2009, Durst
& Newel, 2001). For cxample, oranizations may seck o improve their
financial condition and enhance clie servics.

The driving forces can be viewed a cither inernal o exicral 10 the
oxganizaton. Interal force iavolve the onganization's style for deciion
making (proaciive va. reactive) and the organizaton's heakh v, vs.
atrisk of dissolution) (Nors Tirel, 2001). Exteml forces represcrt the
“ocilconomic cimac and perecptions of furvers and ather stakehoklers
regarding the viabilty o the organization (Norrs Tirel, 2000, 1n 3 com,
muniy climat of scace resourccs, the perception of 100 much overap or
echundancy in nonprofit services may lead funders 1 fimi ther support (0
mullipke organizations that offr similr srvics

‘Golensky and Deftuitcr (2002)provide 2 diferen approach 1o dfning
driving forces when they foaus on decision making procesees e, antc
patory or reacive) and resource avaiabilty (e, suffcient and fimiced.
“This approach akds in understanding the varied auicomes of mesgers when
there are muliple mosivs. Resoures e viewed a5 nteral and exicenal
where the socal/cconomic cimate i combined with the bealihof the orga
nization. While the socalfcconomic cimate may be a diving fore, i s nok
ikl 0 ighlgh ffcrent outcomes f 5 the s cross al onganiztions
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Therefor, ot facors need 1o be taken into account when ascssing the
iving orces that can influence 3 merger

Mergers are mission drven, when the organizations are anticipating
e demands and ako have slfcient resources o continie without merg:

i assessmentof thee merpers, Golensky and DeRuiter 2002 found
that the misson deiven mergerresuled i 2 more effective procss. Proactive
decision making and sullcient resources allowe for more time 1© be
Tocused on program and clicnt elted goals 2s well 25 more staflinvolve.
ment. Mergers tha involved organizations xpericncing inancial problems
chosethe merger a3 a 1t resort and resuled n 4 more problematic process.
‘Whil proacive mergers are designee o cohance scrvics and organizaonal
vibilty, reactive mergers ofen eflect deficiencis n both decison making
syle and resources.

Undesstanding the pre-merger sage heps 1 identfy potental chal
lenges. Some challenges may oceur carly in the process nd then disipae
g, finding appropraie/elevant parters to explore the merger possibi
e, while cther challenges may ecuie atcntion throughout (5., sl
unceraioty and sircs).

IMPLEMENTING THE PROCESS

Al the decision has b mad 1 merge onganizations, consideable plars
ning s necced 1o inegrae the merging organizations s reflected i a formal
merger plan and agreement. There is  tendency t undercstmate the ime
nceded for thorough planaing, specially atention (o the human clemert in
thissage of the merger process (Marks & Mirvis, 199, Yankey  al, 200D
he major human elment facors are: 1) merger eaership, 2) comsmunic
tion, 3 sl involvement,and 4) oganizational culure: Fach o tese fctors
s crical 1o merger faihure or

Merger Leadership
Leadenhip is an imporant factor i the merger planing process and i
drawn from boih 1 ancthe board of directors. The planning,
sage can be paricularly ssesll fo sall members who become aware of
the pending merger but do not know all the details G, sense of being
i “limbor) (Corwin, Wicinsicin, & Swocncy, 1991; Thach & Nyman, 2000
g 10 be succesol, comsiderable time and
ol o face the change
process,cspecially for determining the new organizatonsssucture and who
will b par of it Harks & Mirvis, 2000; McLauglhl
forming 3 tranion team include increascd knowlcge sharing, and 1
tionship building (Corwin ct al, 1991; Marks & Mirvis, 2000). Paric
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