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Sammanfattning 
Abstract 
Background: During the last decades, mergers and acquisitions have filled hundreds of book and 
newspaper pages. Despite the great number of research works in this field, there is no much agreement 
about the advantages of this strategy. Some writers point out that newspapers devote more space to 
mergers that fail. Taking into account the widespread influence of newspapers in modern society, they 
way in which they picture merger outcomes and their explanations for the success or failure of this 
strategy should not be disregarded. 
 
Purpose: Our purpose is to describe and analyze how different Swedish newspapers depict the outcomes 
of mergers. 
 
Procedure: We chose five relatively recent cross-border mergers that involved a Swedish company. We 
selected several relevant articles from two general newspapers, a business newspaper and a business 
magazine. Following an inductive approach, we identified the factors used in those articles to depict post 
merger outcomes and classified them into “hard” and “soft”. 
 
Results: We found that newspapers usually evaluate the success or failure of merger taking into account 
the motives lying behind the merger. Synergy is given the greatest importance among both the hard and 
soft factors used to depict merger outcomes. Culture and the human side of mergers are soft factors not 
frequently treated. Indeed, it is evident that newspapers recognize their importance for a successful 
merger. Newspapers give a picture of post merger outcomes that covers both “hard” and “soft” factors 
while the research works selected have more partial views. 
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1. Mergers and Acquisitions 
 

This chapter contains a background to the subject and definitions of the different 

concepts concerning Mergers and acquisitions. Moreover, it explains the role of 

the press in reality construction and its relevance in the field of mergers and 

acquisitions.  

 
1.1. Background 

 
Mergers and acquisitions (M&A) have become the most popular and influential 

form of discretionary business investment (Sirower, 1997 in de Wit & Meyer, 

1998). Whenever we read a newspaper or a magazine, news of planned or realized 

mergers or acquisitions fill the headlines. However, while reading research papers 

and books, it is not quite clear whether this strategy is always successful. Writers 

like Lubatkin (1988) or Cartwright & Cooper (1992), remark newspapers 

inclination to devote more space to those M&A that fail. Is that because 

newspapers show what readers want to read or is that true? Do newspapers 

consider M&A as poor strategies just to agree with the most widespread views in 

research?  
 
Many times, we have heard teachers or read in literature that culture is used as 

excuse when a merger fails. We ask ourselves if newspapers do the same. The 

reader may think why is it so important to know what newspapers do. We say that 

it is. According to a research work conducted by Ericsson (2002) that we are going 

to comment later in this section, the influence of newspapers is still greater than 

other mass media. Besides, the modern technology makes it possible to read 

newspapers both in their paper and in virtual issues. The portable computer and the 

cellular telephone are also important to increase the availability of newspapers 
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through the Internet. Moreover, newspapers cover a broad scope of interests at the 

same time. Newspapers depiction of merger outcomes, their explanations of the 

success or failure of mergers are very important contributions to this field of study 

that could confirm or challenge the current research trends on M&A outcomes.  

 

1.2. M&A Waves 
 

The pace of merger activity rose to unprecedented levels from 1992 to 2000 

(Weston & Weaver, 2001). The table presented below shows how the amounts of 

money involved in M&A activities increased during that period.  

 

 

Year   $ Total * 
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  1992    322 

 1993    435 

1994    527 

1995    825 

1996   1003 

1997   1497 

1998   2302 

1999   3072 

2000   3180 
                                

 Table 1. Mergers in Money, Adapted from Weston & Weaver, 2001:2 
  * billion dollars. 
 

 

 

  
  
  



 

M&A can be divided into four different types according to the degree of 

relatedness of the firms involved, namely:  a) vertical: combination of two 

organizations that operates in different stages of the production operations within 

the same industry; b) horizontal: combination of two similar organizations in the 

same industry; c) conglomerate: the organizations are in completely unrelated field 

of business activity; d) concentric: the organizations are in an unfamiliar but 

related business activity (Cartwright & Cooper, 1992). Weston & Weaver (2001) 

mean that each of those M&A types has characterized the different waves of M&A 

as from the beginning of the 20th century. Horizontal mergers characterized the 

first wave of merger activity that took place at the turn of the century, around the 

period from 1893 to 1904. The second wave that began around 1920 was 

characterized by an increase in vertical mergers. This type of mergers enabled 

manufacturers to control the distribution channels more effectively. The third wave 

started in the 1960s and was of the conglomerate type. The forth wave of M&A 

activity that occurred during the 1980s was characterized by takeovers of 

companies that were not performing up to its potential. It was a dismantling of the 

conglomerates of the 1960s.The fifth wave that started in 1993 and is still going on, 

is characterized by strategic mergers that involve companies of similar size, or 

mergers of equals (Weston & Weaver, 2001). In order to understand the 

importance in terms of money of this last movement, we refer to Table 1, above.   

 

1.3. The Outcomes of M&A 
 

M&A have given rise to a long lasting discussion on whether mergers are good 

strategies or not. Lubatkin & O’Neill (1988) mean that even though mergers are 

popular strategic alternatives, they have created the persistent myth that firms 

rarely benefits from mergers. These authors argue that if this is right, there is no 

explanation why corporate decision makers continue to choose this strategy. If this 
  3  
  
  
  



 

is wrong, there is no sufficient evidence to support this point. Weston & Weaver 

(2001) mean that earlier studies reported that two-thirds of mergers were failures in 

the sense that they did not earn the required cost of capital for the product-market 

activity involved. However, later studies of strategic mergers during the 1990s 

suggest that the rate of success is moving towards 50% (Weston & Weaver, 2001).  

 
1.4. The Research Fields in M&A 

 

There are different approaches to measure M&A outcomes. Lubatkin et al (2001) 

mean that there is a long-standing debate within and across three fields of inquiry: 

strategy, industrial organization economics and organizational ecology. Larsson 

(1989) discuss also this fragmentation in the research field in M&A. He argues that 

the strategy field has focused on M&A as growth strategies, which have been 

evaluated through performance (returns). Economic studies have also focused on 

motives and performance, while financial studies have almost exclusively focused 

on performance. However, the strategy and economic fields measure performance 

at different levels. The former is concerned with firm-specific data while the latter 

is based on industry-level information. Organizational researches deals with the 

human side of the integration process, like cultural issues, psychological aspects 

and conflict resolution (Larsson, R., 1989). In a similar sense, Cartwright & 

Cooper (1992) argue that there are large varieties of empirical studies that have 

examined the financial success of M&A. The latter seems to be the domain of 

economists, market strategists and financial advisers. Financial and strategic 

aspects have been well appreciated and treated in the management literature while 

the effects of mergers on people have been largely disregarded.  

 

Since the standpoints of the above-mentioned fields of research are dissimilar, it is 

not clear whether the outcomes of mergers are overall positive or negative. Larsson 
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(1989) argues that it is quite difficult to ascertain what is bad or good performance, 

or when M&A can be considered unsuccessful or how should failure be measured.  

 

1.5. Mergers and Acquisitions in the Mass Media 
 
In the previous section, we mentioned the different fields of research in M&A as 

well as the myth about M&A failure. Apart from the myriad of books and research 

works that try to prove that mergers are either good or wrong decisions, Lubatkin 

(1988) remarks that the popular press is more interested in mergers that fail and the 

consensus seems to be “no” to merging. Almost every month a major article 

appears with big headlines suggesting that mergers have gone too far or listing the 

decade’s worst mergers. These articles love to recount the details surrounding 

problem-plagued mergers (Lubatkin, 1988).  Cartwright & Cooper (1992) also 

mean that during the recent decades M&A have dominated the business and 

financial press in such an extent that one can hardly pick up a newspaper without 

reading something about the matter. M&A regularly make the headlines especially 

when they prove unsuccessful (Cartwright & Cooper, 1992). 

 

As opposed to the research studies, mass media has not the privilege to wait and 

see. Their opinions are based on “fresh” information that is handled every day.  

That is why we believe that the most up-to-date picture of M&A outcomes is to be 

found in mass media. The press, radio and TV reporters, for example has to do 

evaluations about how merged companies are doing in their every day work. What 

do such reporters consider as evidence of success or failure? Which picture can we 

get from M&A when we read about them in the press, listen to the radio, or watch 

TV? Is there more agreement in the mass media than in research work? We 

consider that these are important issues given the role of the mass media as 

powerful tool for creating or influencing opinion building. 
  5  
  
  
  



 

According to a study carried out by Ericsson (2002), 80% of the adult population 

in Sweden reads a newspaper every day and equally watch TV and about 70% 

listen to the radio.  The average Swede devotes four hours per day to newspaper, 

radio and TV. (Ericsson L, 2002). Since the press is the most relevant media, we 

believe that it has the greatest influence as opinion and trend builder in Sweden. 

With the contemporary technology, newspapers are not also available in paper but 

also in electronic formats, which enables for many people to read them every day.  

Its representations of different business facts would reach the minds of relevant 

sectors of the Swedish business world. We believe that a majority of the readers of 

business press are businesspersons and economists. The press can and probably 

does influence their picture of reality. It is well known that whenever a newspaper 

publishes an announcement of a merger, the shares of the involved companies may 

go up or down. We must not forget that these announcements seldom are raw 

news. They are usually colored by journalists’ opinions about the question. In the 

following chapter, we are going to discuss in detail the role of mass media and 

communicators in reality construction. 

 

We consider that studying how the mass media depicts M&A outcomes would be 

an interesting and different viewpoint in this matter. Researchers and journalists 

collect the information within the companies and evaluate the merger upon such 

data. In this way they construct a picture of reality. This picture is what interests 

us.  In this way, we can contribute to enlarge our knowledge on this field as well as 

help to get a better understanding of the different aspects involved in post merger 

processes. This would help both researchers and journalist to become aware of 

their role in society as agents in reality construction both in business and in 

everyday life. 
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1.6. Purpose 
 
The purpose of this thesis is to describe and analyze how different Swedish 

newspapers depict post merger outcomes.  

 

In order to fulfill our purpose, we seek to answer the following questions: 

 

• How are success and failure in mergers depicted in Swedish newspapers? 

 

• Does the picture of mergers in Swedish newspapers differ from that arising 

from our frame of reference? 

 
1.7. Terminology and Limitations 

 
Even though the terms “merger” and “acquisition” are used indistinctly in many 

texts, there is some legal differences between them. An acquisition occurs when 

one organization acquires sufficient shares to gain control/ownership of another 

organization. Mergers, on the other hand, represent a joining or gradually blending 

of two previously independent organizations. They represent a cooperative 

agreement, usually between organizations closely matched in terms of size, etc, 

(Cartwright & Cooper, 1992).  This distinction is important because we are going 

to study mergers and not acquisitions. The five mergers selected occurred during 

the “fifth wave” of M&A, namely: Astra-Zeneca, Merita-Nordbanken, Stora-Enso, 

Tieto-Enator and Cloetta-Fazer. In Chapter 3 we explain the foundations for our 

choices. 
 
The term “Swedish press” embraces the daily papers and journals. To be called a 

daily paper it must be public, topical, universal and periodic. Public means that it 

has to be available for everyone, topical means that the paper should report news, 
  7  
  
  
  



 

universal means that the paper should treat different subjects and periodic means 

that it has to be published regularly. Journals can be divided in three groups, 

namely daily press, popular press (e.g. men and women’s magazines) and 

specialized press (e.g. branch and business magazines (Petersson, L et al, 1993).  

 

We are going to analyze some daily papers and journals of national wide character 

(see Chapter 3). By national wide, we mean that reach any part of the country and 

are not classified as local press. The newspapers and magazines selected are 

Dagens Nyheter and Svenska Dagbladet (daily papers), Dagens Industry (daily, 

specialized paper) and Veckans Affärer (weekly, specialized magazine). Since 

“press” embraces newspapers, these terms are used indistinctly in this thesis. 

 
1.8. Thesis Layout 

 
We have chosen to divide this thesis in seven chapters. The introduction intends to 

help the reader understand basic concepts about M&A as well as the role of the 

press as agent of reality construction in the field of M&A. In the second chapter, 

we discuss the role of mass media and communicators in reality construction.  The 

third chapter is a discussion of our scientific approach and a careful description of 

the practical procedure followed to carry out this work. Chapter 4 is a summary of 

some theories about mergers that are useful to frame our empirical material.  

Chapter 5 is a presentation of our findings summarized in a matrix and an 

empirical analysis of the information arising from such matrix. In Chapter 6, we 

even analyze our findings in the light of our frame of reference, trying to find their 

similarities and differences. The seventh and last chapter presents the conclusions 

and describes the picture of mergers in newspapers as well as the differences and 

similarities between this picture and that arising from the theoretical frame of 

reference.  
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Chapter 7 
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Frame of 
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Figure 1: Thesis Layout 
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2. Mass Media and Reality Construction 
 

This chapter presents a short discussion of the role of mass media in the 

construction of reality as well as the role of the communicator. This chapter is very 

relevant in our thesis since it is connected to the introduction, our scientific 

approach and conclusions. Please, read it carefully and step into a socially 

constructed reality.  
 
 
 

Mass media’s purpose is to mass communicate. Ericsson (2002) means that mass 

communication occurs when one sender tries to reach many people at the same 

time while the receiver cannot give direct response to the sender. There is no 

personal contact and the communication is one-way and indirect. To be able to 

mass communicate, some kind of mass media is needed. There are four main types 

of media: printed media, sound and picture media, computer based media and store 

and convention media (Ericsson, 2002).  
 

  11  

Mass media influences and is influenced by the culture in which it is embedded. 

People live in a world of shared meanings that are taken for granted. Without this 

common reality, communication would be impossible. Human beings live in a 

meaningful world that they have produced through their own culture. The 

meanings that any culture shares are closely related to language. Language, which 

per se is a system of meanings, may refer to things in the real word 

(representational) as a mountain or thoughts inside our heads (conceptual) as 

synergy. Mountain and synergy are codes that refer to something outside the code 

(Grossberg et al, 1998). Those codes of meaning are arbitrary since there is no 

superior law that dictates what synergy represents. Each language has its own 

codes of meaning that enable people sharing it to communicate to each other. 

  
  
  



 

Moreover, when reading a text, each representation can provide different meanings 

to the same text. We have to take the latter into account since this thesis deals with 

texts and our interpretations of such texts.  

 

According to Grossberg et al (1998) each society survives because it reproduces its 

institutions and its structures of social relationships. Communication and culture 

have become powerful tools in producing and spreading ideology in order to 

maintain such structures and institutions. Mass media is part of people’s everyday 

life and have the potential to turn meaning into something more than meaning. 

They make claims about the way the world is, and in doing so become powerful 

ideological institutions. Almost all media texts support the status quo or the power 

structure, which are either presupposed or taken for granted (Grossberg et al, 

1998). Ideologies are not only special ways of seeing or representing the world, but 

also ways of excluding and limiting because they shape people’s mind in order to 

exclude everything that falls outside these representations, and see only what they 

understand as possible.  
  

2.1. The Role of the Communicator 
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Culture through the ideologies that it support, determines even the content of 

media in at least two ways: one through the communicators, their individual 

backgrounds and experience; the other through the group to which communicators 

belong that share similar characteristics (Grossberg et al, 1988). Zelizer (1993) 

argues that journalists may be considered to belong to an interpretive community. 

She cites Hymes (1980:2 in Zelizer, 1993:405) who defines interpretive 

community as “a group united by its shared interpretations of reality”. Their 

community arises from their profession. Zelizer recalls that sociologists consider a 

profession as a combination of skills, autonomy, training and education, testing of 

competence, organization, and codes of conduct, licensing and service orientation. 

  
  
  



 

The profession provides journalists with a frame of knowledge that helps them to 

decide what to do or avoid doing in given situations and offset the risk for 

subjectivity inherent in their work. Therefore, they rarely admit their usage of 

constructions of reality.  They are united through the collective interpretation of 

key public events. Such interpretations should act as standards for judging 

contemporary action (Zelizer, 1993).  In turn, their judgments of actions would 

contribute to the process of reality enactment. Swedish journalists for example, 

might belong to the same interpretive community, which may influence their way 

of interpreting and enacting reality.  Finally, the people that have control over the 

resources that media industry needs and bear the power to influence the shape of 

the final product may also influence the content of media. As an example, 

advertisers subsidize the consumer price of newspapers and magazines in exchange 

for gaining access to the readers. The economic power of such advertisers may 

influence in the content of newspapers and magazines (Grossberg et al, 1988). 

 

According to the social constructivist approach, reality is not something that exists 

independently of our concepts or representations of it. It is rather the product of 

human creation and re-recreation. What people assume as real is real because 

people represent it as real. As stated above, ideologies set the boundaries of what 

should be understood as possible. The claim that reality is socially constructed 

implies that communication is doubly articulated: the first step is the production of 

meaning, the second the representation and construction of reality. Those that bare 

positions of power set the codes of meaning. Therefore, the social construction of 

reality is a process closely related to the relations of power within society 

(Grossberg et al, 1998).  
 

2.2. Mergers as Social Constructions 
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The construction of reality is not only important in mass media but also in the 
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business world. Smircich and Stubbart (1985) in an article entitled “Strategic 

Management in an Enacted World” argue that what people refer to as environment 

is generated by human actions as a consequence of their efforts to make sense out 

of these actions. The majority of the time and efforts of excellent top managers is 

spent in the interpretive process, in order to make sense of the world of the 

particular companies for their stakeholders. The strategists themselves in the 

process of reality enactment have made the environment of which they can make 

sense (Smircich & Stubbart, 1985).  In this sense, M&A would be just part of top 

managers’ actions in the process of sense making that contribute to re construct the 

environment. We can even suppose that managers belong to an interpretive 

community (Zelizer, 1993) that shares a similar ideology, which makes them 

interpret the reality in the same way. They have been educated in business schools 

with books that spread a certain ideology. This would be a possible explanation of 

the M&A phenomena. We can suppose that M&A strategy may be a common way 

to interpret the environment and re constructing it.  Lubatkin et al (2001) for 

example, mean that the widespread M&A waves have changed dramatically the 

structure of several industries and the competitive conditions. Managers in their 

efforts to adapt to the environment are perhaps not aware that they are enacting an 

environment that is going to influence not only their companies but also the whole 

industry. As we have discussed in Chapter 1, many empirical studies show that 

post merger performance is quite poor. But companies continue to merge despite 

the uncertain future. The press and the literature have perhaps their own ideologies 

about M&A success. Those more inclined to financial aspects would construct a 

frame that largely disregard cultural aspects as sources of success, while those 

more inclined to the cultural aspects would try to convince the reader that the key 

to success is to take culture as a main issue in mergers. As Grossberg et al (1998) 

state, the ideological struggle is centered on which of these theories would be more 

widely accepted, which would become “knowledge”. It is the struggle to make 

  
  
  



 

specific meanings into taken-for-granted representations of reality (Grossberg et al, 

1998). 

  15  
  
  
  



 

  16  
  
  
  



 

3. Method 
 
This chapter contains a discussion about our scientific approach, the research 

method and the practical procedure as well as a criticism of method and sources. 

 
3.1. Our View of Knowledge and Reality 

 
In the previous chapter, we explained that mergers are social constructions. We 

believe that even knowledge is socially constructed. Our inner subjective reality 

especially our knowledge about the world outside us, is socially constructed. Our 

language, which is necessarily social, structures our knowledge. Moreover, the 

paradigm that is valid at a certain time in a society influences the knowledge. 

Finally, knowledge is obtained with help of technology and therefore is determined 

by technology’s possibilities and limitations (Wenneberg, 2001). What is deemed 

as knowledge depends on the society in which this knowledge is produced.  Even 

though our knowledge of the physical world may be socially constructed, the 

physical world is not. We agree with Searle (1995) in that there is a world 

independent from our representations, which may vary along time. The former 

implies a relativistic view of knowledge. As Searle (1995) states  

 
“All representations of reality are made relative to some more or less arbitrarily selected 
set of concepts”  

(Searle, 19995:161).  
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In our particular case, we know that mergers and the press do not exist outside our 

representations. They involve human institutions and are therefore institutional 

facts (Searle, 1995). Since mergers and the press are institutional facts, they could 

not exist without the myriad of institutions that sustain them. There are human 

rules that create and regulate their operation. Institutional facts also require human 

intentionality. This means that there is a social agreement to call newspaper to a 

  
  
  



 

piece of printed-paper, which must have a particular form. Such agreement is also 

extended to the electronic version of newspapers, which have the same text layout 

as the paper version. If they had other form than columns, they would not be 

recognized as newspapers. There is also a social agreement to consider the content 

of such newspapers (and magazines) as reliable, which implies that many people 

believe what they read. Moreover, such institutional facts depend on human 

representations, namely how people create them in their minds. Our thesis focuses 

on the different ways of creating such institutional facts in Swedish newspapers, 

having scientific research as reference. Further, we have to focus on language, 

which is in itself another human institution that makes possible the existence of all 

institutional facts. Searle (1995) means that some facts are language dependent 

since they cannot be perceived in any other way. Journalist’s work in itself is 

language dependent since it needs the language to exist (Searle, 1995).  

 

What people assume as real is real because people represent it as real. As stated 

above, ideologies set the boundaries of what should be understood as possible. The 

claim that reality is socially constructed implies that communication is doubly 

articulated: the first step is the production of meaning, the second the 

representation and construction of reality. The codes of meaning are set by those 

that bare positions of power so the social construction of reality is a process closely 

related to the relations of power within society (Grossberg et al, 1998).  

 
3.2. Hermeneutic Approach 

 
We as researchers have been concerned with interpreting and understanding the 

products of the human mind that characterize the social world, which Burrell & 

Morgan (1994) define as hermeneutics. Furthermore, we have interpreted the texts 

contained in the press having certain previous knowledge as background.  
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Gadamer (cited in Gilje & Grimen, 1992) calls this knowledge as pre 

understanding or prejudices. Pre understandings are necessary for us to understand 

in the first place. In our particular case, we have to use our previous knowledge 

about the Swedish language, economics, business and particularly mergers in order 

to understand what newspapers and magazines are telling us about mergers. Our 

pre understandings are therefore composed of language and concepts, beliefs and 

individual, personal experiences among other things (Gilje & Grimen, 1992).  

 

Andersson (in Selander, 1992, ch.8) states that Schleiermacher created a universal 

hermeneutic that is applicable to any kind of interpretations. He illustrates this idea 

with a diagram that we think could be useful to make our point: 

 

 

Time 1 
 

 

Culture and language use  
 T1     

     Individual writer and her work 

   Mutual influence 

     
Historical sources at that time in the present 
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Time 2 
 

 

Culture and language use  
 T1     

     Individual writer and her work 

   Mutual influence 

     
Historical sources at that time in the present 

 

Figure 2.: Interpretation process. Source: Andersson in Selander, 1992:147 

 

  
  
  



 

The bigger rectangle represents culture and language at a given point of time, the 

smaller, the individual and her work. In our thesis, the smaller rectangle in T1 

would include the journalist and the articles he/she wrote, and the smaller rectangle 

in T2 would be we, and our interpretations of such articles. Both individual works 

must be understood having culture and language as context at a specified time. 

There is a parallel between our situation as interpreters and the journalists’ 

situation. All of us write having our culture and language as background. 

Therefore, our consciousness, our opinions and our work have a fundamental 

relation to the times in which we live (Andersson, in Selander 1992, ch.8). In our 

thesis, time is not very problematic because we are analyzing contemporary 

articles. Besides, we assume that the journalists are Swedes that share the same 

culture and language. As for us, we have different backgrounds, cultures and 

languages, which may influence the way in which we interpret the texts. 

Nevertheless, since one of us is Swedish, we have discussed our different 

viewpoints in order to neutralize the possible effects of misunderstandings due to 

language or culture. Andersson (in Selander 1992, ch.8) means that the risk for 

misinterpretations increases in proportion to the difference between T1 and T2.  

Therefore, symmetry between both is very important in the process of 

interpretation. It means that we as interpreters must be able to constrict our own 

culture and replace it with that knowledge about the actual culture and language 

when the articles were written. As mentioned, the articles that we have selected are 

relatively recent and therefore there is no need to have historical sources to 

understand such differences. For the purpose of providing a better background to 

the reader and avoiding the risk for misinterpretations, we have included some 

information about the mergers selected as an introduction to our empirical findings 

at Chapter 5.  T1 and T2 are parts of a whole that cannot be grasped without the 

context, which is constructed in the process of interpretation of the parts. 
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3.2.1. Insight 
 

We have written this thesis having in mind that both every day and scientific 

knowledge are produced and dominated by culturally imposed meanings that are 

taken for granted. Those meanings are used as resources for thinking, collecting 

data and writing (Alvesson & Deetz, 2000). We have therefore tried to get insight. 

Alvesson & Deetz (2000) mean that insight is a process by which the researcher 

investigates how knowledge and data in their apparent form is produced and 

maintained. This process is closely related to interpretation and is oriented both to 

the process of creating an interesting meaning from data and to the understanding 

of the conditions to be able to see such meaning. What we see in our empirical 

material is a consequence of our pre understandings. A successful interpretation a) 

is oriented to the unobvious, b) creates meaning and, c) contributes to 

comprehension (Alvesson & Deetz, 2000). 

 

3.3. Induction and Deduction 
 

Ghauri et al (1995) mean that when we use observed facts in generating a theory, 

which is consistent with these facts, we are doing induction, or in other words, that 

induction is the process of observing facts to generate a theory. Deduction, on the 

other side is the process of rejecting or accepting any previous theory (Ghauri et al, 

1995).  Since we are trying to find out and describe general patterns about M&A 

outcomes in the Swedish press, we consider that we are doing induction. After 

observing the relationship between different variables in our empirical material, we 

formulate propositions that may lead to new theories. However, we have classified 

our empirical findings deductively according to the theoretical frame of reference.   
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3.4. Research Design 
 

The purpose of our study is descriptive because we try to find out who, what and 

how (Cooper & Schindler, 1998). We investigate what kinds of factors are named 

by the press to depict merger outcomes and how they are presented. We further 

consider that our study is formal (Cooper & Schindler, 1998) because we have 

stated research questions and the research involves precise procedures and data 

source specifications. However, our study has also exploratory characteristics 

because at the beginning we collected many data before making the final choices 

about sources, cases and method of analysis.  

 

We can say that our research is partially structured and inductive. We have not 

used our conceptual framework at the first steps of the study. The procedure for 

data collection was quite unstructured. As Miles & Huberman (1997) state, we 

came only with our research questions in mind and were not so concerned about 

what literature said. We thought that in this way, we could find some concepts or 

patterns in the empirical data. We focused anyway on mergers outcomes with the 

eyes of business students. Miles & Huberman (1997) argue that the researcher, no 

matter how unstructured or inductive he/she is would focus on data marked by 

preexisting conceptual tags. However, the analysis turned into a more deductive 

process in a later step, since we reduced our data using the same conceptual model 

as in our frame of reference.  

 

3.4.1. Our Data 
 

This thesis is based on press articles (newspaper and magazine articles) collected 

from an electronic database. We consider such articles as documents according to 

Scott’s definition:  
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“…a document in its most general sense is a written text…. Writing is the making of 
symbols representing words, and involves the use of pen, pencil, printing machine or 
other tool for inscribing the message on paper, parchment or some other material 
medium…. Similarly, the invention of magnetic and electronic means of storing and 
displaying texts should encourage us to regard “files” and “documents” contained in 
computers and word processors as true documents. From this point of view, therefore, 
documents may be regarded as physically embodied texts, where the containment of the 
text is the primary purpose of the physical medium.”  

(J.Scott 1990:12-13 in May, 1997:160). 
 

Documents are usually considered secondary data, because they are studies made 

by others for their own purposes (Cooper & Schindler, 1998). In our case, 

however, such documents are primary data for us because we are analyzing them 

not taking information from them. We have collected precisely the information 

we wanted in order to answer our research questions. If we had used newspaper 

articles as source to get information about the success of the mergers selected, 

those articles would be secondary sources. Nevertheless, we wanted to know 

how the press depicted the outcome of those mergers, so that the content of the 

article and not the mergers was the object of analysis. 

 

3.4.2. Our Frame of Reference 
 

Ghauri et al (1995) mean that concepts are used to map the research problem. 

Theory may be viewed as a system for ordering concepts in a way that produces 

understanding or insights. The main purpose of the literature is to structure the 

research problem and position the study (Ghauri et al, 1995). We are doing an 

inductive study. The role of the literature in this thesis is to give a structure to the 

empirical material and help us get a better insight of the problem. We have 

collected those authors that we considered were relevant in each research 

orientation as described by Larsson (1989, see 1.4.). We wanted to get a picture of 

post merger outcomes coming from literary sources in order to have a reference to 
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compare with the conclusions taken from the empirical material. We know that the 

literature on this field in very rich. We have just included a few names that we 

considered were relevant. We assumed that they were representative in their field 

because many works in this field cited them. Names such as Lubatkin, Weston, 

Scherer, Cartwright & Cooper, Nahavandi, Buono, etc were frequently 

encountered among the references of many research works. Moreover, we have 

summarized the picture that we got of the literature selected in a model, and made 

a classification that we explain in the introduction to the frame of reference. Later 

on we use this classification to structure the data and analysis.  

 

3.5. Qualitative Method 
 

Documents as press articles that consist of words rather than numbers are 

primarily qualitative data (Miles & Huberman, 1997). However, words can also 

be reduced to numbers and be used in quantitative research as well (Ghauri et al, 

1995). Ghauri et al (1995) mean that the main difference between qualitative and 

quantitative research lies on procedure and not in quantification. It is a reflection 

of different perspectives on knowledge and research objectives. They state that 

qualitative research is often focused on social processes and is a mixture of the 

rational, explorative and intuitive where the skills and experience of the 

researcher play an important role in the analysis of data. Our data is primarily 

qualitative but we have analyzed it in both qualitative and quantitative ways. 

Since those methods are not mutually exclusive, the same study can combine 

both (Ghauri et al, 1995). We consider however, that our study is mainly 

qualitative. Miles & Huberman (1997) state qualitative analysis is composed of 

different steps, which they outline as follows:   
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Figure 3: Components of Data Analysis: Interactive Model.  Source: Miles & Huberman, 1997:23 
 

 

Following Miles & Huberman’s (1997) model, we are going to explain every step 

of the procedure followed in this thesis.  

 
3.5.1. Data Collection  

 

We have collected the articles from the database called “Affärsdatabas” available 

at Linköping University Library homepage. Students at this university have free 

access to the information contained in such databases. “Affärsdatabas” compiles 

2.600.000 articles from 65 newspapers and magazines both Swedish and foreign. 

We used this database because this is a free resource for students while many 

electronic versions of newspapers required a subscription to get access to past 

articles.  

 

When we began looking for data, we found out that the amount of articles written 

about mergers was enormous. As Miles & Huberman (1997) wisely state, 

empirical research is often a matter of progressively lowering our aspirations.  We 

were compelled to limit the study in some way and to make certain choices. The 

  
  
  



 

first choice we made concerned the merger wave. We decided to pick mergers 

during the fifth wave (Weston & Weaver, 2001) for two reasons: first, they involve 

big companies and therefore is likely that the press has been more interested in 

them than in those involving minor companies; second, because mergers in the 

fifth wave are more recent and their outcomes might be still in process. The fifth 

wave, as stated in the introduction is characterized for strategic mega-mergers 

(Weston & Weaver, 2001). The most important ones are mergers and not 

acquisitions that is why we focused only on mergers.  

 

We wanted to study how Swedish newspapers depicted merger outcomes. As we 

stated above, we believed that Swedish newspapers would have more articles 

written about big mergers. The majority of the bigger mergers happened to be 

cross-borders. We chose therefore five mergers involving at least a Swedish 

company: AstraZeneca, TietoEnator, MeritaNorbanken, StoraEnso and 

CloettaFazer. All of them but one involved a Swedish and a Finnish company. 

AstraZeneca involved a Swedish and a British company. We decided to choose 

mergers in different industries in order to get a picture free from the disturbances 

that are internal to any industry, which may affect merger outcomes. If all mergers 

were in the same industry, their performance and outcomes would be similar. It is 

also true that taking mergers in the same industry would show if the merger is 

performing better than the industry average or not and compare them with one 

another. However, the purpose of our work is not to know how each merger is 

performing but how newspapers consider it is performing.    
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Our next step was to search for all articles concerning each merger as from the day 

the merger became effective until the present. Once again, the number of articles 

was very large and therefore we decided to pick those newspapers that had articles 

on all of the five mergers selected. Since we wanted to observe general and 

  
  
  



 

business papers, we chose two of each kind, namely Dagens Nyheter (DN) and 

Svenska Dagbladet (SvD) as general newspapers and two business papers, Dagens 

Industri (DI), daily business paper and Veckans Affärer (VA), weekly business 

magazine. All of those papers are well known and have a national wide 

distribution. We will call our data sources as “newspapers” along the following 

chapters. By newspapers, we mean both newspapers and magazines. This term 

includes only our empirical data and not all newspapers.  

 

After deciding which mergers and papers we were going to study, we proceeded to 

do a new search in the “Affärsdatabas”, using the names of the companies involved 

in each merger as key words. We searched as from the date of the merger until the 

present. We consider that the outcomes of mergers are not single events than can 

be studied like a flash during a short period. We agree with the strategic 

management approach to mergers that holds the view that mergers cannot be 

judged as one-time event or as an end in and on itself (Lubatkin, 1988). Some 

newspapers had a large number of articles, so we picked those articles that we 

considered were more relevant for our purpose. In doing that, we discarded articles 

such as stock exchange reports that contained mere information of the evolution of 

the share, without further comments. We decided to keep some of those stock 

exchange reports that had some comments about the share or the performance of 

the merger in particular. We even included some articles that were interviews to 

CEOs. We considered that the content of the article was what counted, and not 

who was saying what. No matter if it was the CEO or a journalist that said 

something about the merger. What mattered for us was that the paper was 

communicating it and in this way creating a picture of the merger in the reader’s 

mind as we discussed in the introduction.  
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qualitative research is done with smaller samples than quantitative research. 

Besides, qualitative samples tend to be more purposive than random. In other 

words, they are not randomly chosen but are driven by the conceptual framework 

and research questions. Alternatively, following Ghauri et al (1995) we have done 

a so-called judgment sample, where we have used judgment to try to get a sample, 

which is representative of the population. To sum up, we have sampled newspaper 

and magazine articles that told us something about the factors that newspapers take 

up to depict the outcomes of the five mergers selected.  

 

3.5.2. Data Reduction 
 

After having collected the articles according to the procedure described above, we 

proceeded to identify the factors that those articles used to depict the outcomes of 

the merger. At a preliminary stage, we summarized the factors merger-by-merger 

and newspaper-by-newspaper. Each factor was classified as negative or positive 

according to our interpretation of the context and meaning in which it was used. At 

this first stage, we did inductive analysis. According to Patton (1990), it means that 

we use patterns and themes coming from the data; they emerge from the data rather 

than being imposed prior to data collection and analysis. In order to illustrate the 

first step of analysis, we have taken a copy of an article from Dagens Industri 

concerning Tieto Enator that is attached at Appendix I as an example of the first 

step in data reduction.  

 

The articles were in Swedish language, therefore, we have done free translations 

into English of the different factors as well as of the quotations used to illustrate 

our analysis.  

 

Taking our example at Appendix I, we found that the fact that many Swedish 
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leaders have left the company after the merger was considered as negative. The 

reason given for their escape was the cultural crocks between different 

management styles existing between Finns and Swedes. The losses of key persons 

as well as such differences were of negative influence for the merger, according to 

this newspaper.  We have proceeded in a similar way to make a complete list over 

all the positive and negative factors mentioned in the articles chosen. The list over 

all the mergers by newspaper can be found at Appendix II. 
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At a second stage in data reduction, we proceeded to code the factors into different 

categories and subcategories derived from our frame of reference. For a detailed 

explanation of the criteria used in the classification of our theoretical framework, 

we direct the reader to the introduction to the next chapter, sec. 4.2. Those 

categories and subcategories may also be defined as clusters. Clustering is a tactic 

used to understand a phenomenon by grouping or conceptualizing factors that have 

similar patterns or characteristics (Miles & Huberman, 1997). Guba (1978 in 

Patton, 1990) means that such categories and subcategories should be judged by 

two criteria: “internal homogeneity” and “external heterogeneity”. The first 

criterion concerns the extent to which the data that belong in a certain category 

hold together in a meaningful way and the second concerns the extent to which 

differences among categories are bold and clear (Guba, 1978 in Patton, 1990). We 

believe that our categories and subcategories fulfill both requirements. We 

consider that the categories Soft and Hard match Miles & Huberman (1997) 

definition of a metaphor, because they are more illuminating and they “dramatize, 

amplify, depict rather than simply describe social phenomena” (Miles & 

Huberman, 1997:221). In a similar sense, Patton (1990) argues that metaphors can 

be powerful and clever ways of communicating findings. A great deal of meaning 

may be conveyed in a single phrase with a powerful metaphor. Those metaphors 

are taken from an article written by Cartwright & Cooper and published in a 

  
  
  



 

scientific journal. Their meaning is further explained in chapter 4, under section 

4.2.  

 

In doing this categorization or clustering, we decided to disregard the classification 

by newspaper since we tried to find general patterns in each merger. Such work 

had a conceptual intent (Miles & Huberman, 1997). We tried to show that a 

particular factor is an instance of a general concept. The categories and 

subcategories were abbreviated in the following way: 

 

H (hard) - Category 

 SY:    Synergy 

 SH/P: Share Price and Profitability         subcategories 
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 HUB: Hubris 

I (Implementation) - Category 

S (Soft) - Category 

 CULT: Cultural Compatibility 

 HF:      Human Factor                      subcategories 

 AGY:   Agency 

  

In order to see the complete list and steps of data reduction, we direct the reader to 

Appendix III. 

 

3.5.3. Data Display 
 

The third step was to try to display all our data in a way that allowed for different 

kinds of analysis and meaningful conclusions. We proceeded to enter the data 

reduced and classified into the categories and sub categories explained above into a 

matrix. We considered that our matrix is a conceptually clustered one (Miles & 

  
  
  



 

Huberman, 1997). This type of matrix has its columns arranged to bring together 

items that belong together. As Miles & Huberman (1997) explain, we found out 

that newspapers named similar factors and it was possible to relate such factors to 

the same overarching theme. The matrix allowed reading across the rows to make 

comparisons between the different mergers in each subcategory, while reading 

down the columns enabled to find a profile of each merger along all categories and 

subcategories. Comparisons between the different profiles were also enabled. Our 

matrix fits also within the definitions of a site1-ordered descriptive matrix because 

each site (merger) is ordered according to positive and negative.  

 

3.5.4. Matrix Analysis  
 

We have first done a cross-site analysis across the rows and analyzed the data at a 

subcategory level. At a second step, we have done an analysis taking positive and 

negative columns, and finally a merger-by-merger analysis at a two-dimensional 

level, namely, by positive/negative and by subcategory. We tried to find patterns 

and explain the conclusions we had arrived to using texts and illustrated them with 

quotations from our material. In selecting the quotations, we looked for “genuinely 

representative exemplars” (Miles & Huberman’s, 1997:213). Patton (1990) means 

that qualitative analysis represents description and interpretation. Sufficient 

descriptions and direct quotations should be included to allow the reader to enter 

into the situation represented. Description is balanced by analysis and leads into 

interpretation. An interesting and readable report should provide sufficient 

description to allow the reader to understand the basis for an interpretation and 

sufficient interpretation to allow the reader to understand the description (Patton, 

1990).  
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1 Miles & Huberman (1997) call for site each of the cases that are studied.  In our thesis, a merger represents a site. 

  
  
  



 

3.5.5. Frequency Analysis 
 

Even though qualitative research methods tend to ignore numbers, there is a lot of 

counting when the data is collected, reduced and analyzed. When we identify a 

theme or pattern, we are isolating something (a) that occurs a number of times, and 

(b) that consistently happens in a specific way. When we say significant, recurrent 

or important we are in part counting (Miles & Huberman, 1997). Our matrix 

represents a cross-case analysis of the data that do not take the sources of such data 

into account. It does not tell us how many newspapers say the same thing about the 

same merger or how many articles treat each category. We considered that 

analyzing that information in an appropriate way would help us to answer our 

research questions. Therefore, we counted how many articles treated each 

subcategory in each newspaper. If the same article treated more than one 

subcategory, we counted the article as many times as individual subcategories 

appeared. As an example, in the article attached in appendix I, CULT was counted 

as appearing once. This resulted in four graphics representing the percentage of 

articles in each newspaper that treated each category.  

 

The purpose of these graphics were to see clearly how important each subcategory 

was for each newspaper in order to avoid the tendency to overweight facts that we 

believe in and forget about data that goes against what we believe. Miles & 

Huberman (1997) mean that doing qualitative analysis with the help of numbers 

allows us to see how strong our insights are.  

 
3.6. Quality and Credibility 

 
In order to thoroughly account for the method chosen and enhance the quality and 

credibility of our work, it is necessary to discuss its reliability, validity and 
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possibility of generalization.  

 

According to Bell (2000), reliability measures to what extent an instrument or 

procedure produces the same result in different opportunities and under similar 

circumstances. We argue that if anybody else would search for articles in the 

newspapers selected, concerning the same mergers, the result “might” be the same. 

As Alvesson & Deetz (2000) mean, the social researcher creates the empirical 

material through interpretations, therefore the term data collection is confusing 

because it sounds as picking mushrooms. We have not “picked mushrooms” 

among the hundreds of articles found. As explained in section 2.5.1, the process of 

selecting the articles was an analytical and interpretive one.  

 

The concept of validity is, on the other hand, much more complicated.  Is our 

method valid to achieve true and objective knowledge? The answer would be no, it 

is not. Not because we consider our method as not valid, but because according to 

social constructivism, there is no such true knowledge in social sciences as 

positivism argues. Knowledge is based on social facts and in this particular case on 

institutional facts (see 2.1, above), which are just social constructions (Searle, 

1995). Such social constructions are perfectly true in the context in which they 

arise but they are neither universal nor extemporal. As Alvesson & Deetz (2000) 

mean, we tried to get an insight rather than to reach the truth. Such insights are 

connected to particular phenomena located in certain time and space, but the 

analysis and conclusions can contribute to a deeper comprehension of the 

theoretical frame of reference and provide new ideas to approach the study of post 

merger outcomes. Besides, we consider that we have contributed to bring more 

awareness about the social constructions created around M&A.  
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on five mergers. Denscombe (1998, in Bell, 2000) means (concerning case studies) 

that the extent to which the result based on one or few cases may be generalized 

depends on the extent to which such cases are similar to other cases and situations. 

Miles & Huberman (1997) state that multiple-site studies like our, can purposively 

sample and thereby enable to make claims about a large universe of cases than 

single-site studies. The aim of multiple site studies is to increase generalizability, 

reassuring oneself that the events and processes that occur in one site are not 

merely idiosyncratic (Miles & Huberman, 1997). We have tried to see both 

confirming and disconfirming evidence before drawing a conclusion; we have even 

checked our claims in a pie that shows the frequency of each factor in general. We 

have different sites, which allows for comparisons that may confirm or discard a 

finding. Even outsiders have been commented and included in the matrix. The 

absence of a factor tells us something as well. Once again, we refer to the social 

constructionist approach that claims that events are located in certain time and 

space; therefore, the conclusions drawn on such events are only applicable to 

similar events in the same space and time. As Alvesson & Deetz (2000) state, is 

more a question of getting insight than generalizing.  

 

3.7. Criticism of Sources and Method 
 

Our theoretical sources include perhaps few references. However, we have tried to 

include those authors that are quite known within each field of study in M&A. The 

literature on this subject is so large in number that we considered that there was no 

point in including even more. We have explained that this is an inductive study and 

therefore we do not need to test any hypothesis. Rather we need the theories to 

frame and organize the data collected, and identify relevant concepts. We are 

aware that other authors may have different approaches or that some of the authors 

cited may have revised their approaches later. We have however included quite 
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recent studies to have an up-to-date view of the problem.  

 

As far as our empirical sources are concerned, we have search and collected them 

from the Internet, using electronic articles. We have assumed that the database 

used (Affärsdatabas) is reliable and its content concerning newspapers articles is 

complete and relevant. We do not know if those that are responsible for the content 

of such database have sorted out some articles. Our method of selection is not 

random. Above in this chapter, we have accounted for the reason for not using a 

random sample.  

 

Finally, we would like to reflect about our method of reducing and analyzing our 

data. Alvesson & Deetz (2000) argue that socially constructed phenomena are also 

politically and morally constructed. As explained in the introductory chapter, the 

empirical material that we have handled has an active part in the construction of 

social reality. It influences and is influenced by the dominant discourse. It is also 

probable that we are affected by such dominant discourse and have tried to find 

elements that match our ideas about merger outcomes.  
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4. Discussing Mergers  
 

This chapter contains theories having different standpoints about the outcomes of 

mergers as well as a model that summarizes our frame of reference.  We have even 

discussed the benefits of mergers as well as the motives for merging since they are 

closely related to the outcomes.  

 

4.1. The Motives of Mergers 
 

Lubatkin (1983, in Lubatkin & O’Neill, 1988) mean that the motives of merger are 

to obtain some kind of benefit. Such benefits may vary according to the type of 

merger. As we stated at the introductory chapter, M&A may be classified in four 

main groups: a) vertical, b) horizontal, c) conglomerate and d) concentric or 

related (Cartwright & Cooper, 1992; Lubatkin, 1988).  Lubatkin (1983, in 

Lubatkin & O’Neill, 1988) have made a summary of the predicted benefits of the 

four types of mergers named above and put them in a table. Each potential benefit 

is rated on a scale in which “2” signifies a net deficit and “0” implies no benefits, 

and “1” through “4” indicates the grade of potential benefit from very weak to very 

strong.  
            Vertical      Conglomerate      Horizontal  Related 

 
A. Technical Economies 
1.Marketing Economies  1 0 3 4          
2.Production Economies  1 0 3 4 

 3.Experience Economies  1 1 4 4 
 4.Scheduling Economies  4 0 2 2 
 5.Banking Economies  4 4 4 4 
 6.Compensation Economies  4 4 4 4 
B.  Pecuniary Economies   
     Price Setting   2 0 2 4 
C.  Diversification Economies     
  1.Portforlio Management Economies 1 4 0 3     
  2.Risk Reduction Economies  -2 4 0 2 
Total Score   16 17 22 31 
 
Table 2: The Predicted benefits of the four merger types. From Lubatkin & O’Neill, 1988:66 
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Weston & Weaver (2001) have a more wide view of the potential benefits that may 

motivate a merger. They state that theories of mergers can be summarized into 

three different explanations. The first category is synergy or efficiency, the second 

is hubris, and the third is personal gains for leaders. Similarly, Larsson (1990) 

means that the literature and the case studies have tended to emphasize the 

economically rational motives over the personally rational motives. He argues that 

in spite of that, it is possible to categorize the motives according to different 

rationalities. Economic rationalities relates to motives for increasing the economic 

value of the firm while personality rationalities are related to increasing personal 

gains for leaders. Organizational theory aims to a third rationality, organizational 

rationality. The latter is related to motives for controlling resource dependence to 

reduce uncertainty. This may or may not be in agreement with the other two 

rationalities, namely it may or may not increase value or personal gains. Rather, it 

focuses on enhancing the survival of the organization (Larsson, 1990). Buono 

(2003) means that the overarching reason for why firms merge is the belief that the 

combination will allow the new company to attain its strategic goals more quickly 

and less expensive than if it attempted to do it on its own. We consider that the 

following table made up by Larsson (1990) makes a clear summary of possible 

motives according to different rationalities.   
 

Rationality                        Economic                      Organizational   Personal 

Motivational Source                   Value Gap                  Survival       Gains 
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Accomplished 

Through Interaction Appraisal    Uncertainty reduction      Avoidance of un-      Increasing size     committed 

               wanted takeover              pursuit 
 Economies of Exploiting     Interna-       Compe-                                                         Rewards linked         Power, 
Sought                    -scale market im-    lizing           titive      becoming too                      to size                   empire  
benefits -speed perfections   resource        parity                      large to be bought                     building          

-experience  (eg.tax,inf,    depen-                   conquest 
- Complementarity     etc,)          dencies 

    

MOTIVES                  SYNERGY            HOLDING/    CONTROL  IMITATION        PROTECTION        PECUNIARY             HUBRIS       

     SELL-OFF 

Table 3. Combination motives. Source:  Larsson, R (1990:199)                  
 

  
  
  



 

4.2. Outcomes of Mergers 
 
Weston & Weaver (2001) mean that many writers argue that about 70% of the 

mergers fail in the sense that they do not earn the cost of capital for acquiring 

firms. They state that their own studies of larger mergers suggest that the 

probability of success is closer to 50%. Buono (2003) argues that less than one-

third of the M&A actually achieve the operational, financial and strategic 

objectives suggested in pre-combination feasibility studies.  There are different 

approaches that design explanation models for such failures. Some of those models 

focus on performance issues, namely on shareholder value, share price, 

profitability, efficiency gains, etc while other focus on the human side of M&A, 

meaning cultural clashes and effects on employees (Buono, 2003). People dealing 

with M&A, namely consultants, researchers, journalist, etc. classify those factors 

for failure associated to performance as “hard category” and those related to 

human or cultural factors as “soft category”. Cartwright & Cooper (1995) have 

explained it as follows: 

 
“Qualitative methods of inquiry have had the advantage over quantitative methods in 
encapsulating the intensity and diversity of human emotions and behaviour in response to 
a given situation. However, they produce data, which often are insufficiently tangible for 
a wider audience, that is, financial and market strategists who have been conditioned to 
respect only “hard” and quantifiable “facts”. Consequently, with no “hard” data to 
support them, human factors could easily be dismissed as being “soft” or “mushy” 
issues.”  

(Cartwright & Cooper, 1995:35).  
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We believed that this classification was interesting and therefore, we have chosen 

to divide the frame of reference in the same way. Following Cartwright & 

Cooper’s definition, we have included in the hard category those factors that are 

relatively easy to quantify such as share price and profitability. Synergy was also 

considered as “hard” because as explained herein below it is usually estimated as 

an increase in cash flows. We have classified hubris as a “hard” issue as well. 

  
  
  



 

According to Roll’s (2001) hypothesis, many companies pay excessive premiums 

that are traduced in decreased shareholder value for the bidding company to the 

benefit of the shareholders of the target company. Decreased shareholder value is a 

clearly quantifiable measure of performance and it may be the evidence that 

confirms Roll’s hypothesis. Those factors more difficult to quantify such as 

agency, culture or human side are placed within soft category. Further we have 

noticed that some writers such as Weston & Weaver (2001), Armour (2002), 

Lynch and Lind (2002) among others consider the integration and implementation 

as key processes in merger success and the explanation of many failures. Since 

such processes imply the implementation of plans that include both soft and hard 

aspects and the integration of the soft and hard sides of the company, we have 

placed them as a separate category.  

 

4.2.1. The Hard Category 
 

In order to establish if a merger is successful or not, the rational economic model 

focuses on performance, namely on shareholder value, share price, profitability, 

efficiency gains, etc (Buono, 2003) which are easy to measure and quantify.   

 

Synergy  
 

According to Weston & Weaver (2001), the only source of value increase in M&A 

is synergy or efficiency gains. Sirower (1997 in DeWit & Meyer, 2002) means that 

the deals are based on dreams of synergy because it has been poorly defined. The 

common thought is that synergy is 2 + 2=5, which implies that the desired 

performance improvement is far greater than what any company in a competitive 

industry can reasonably expect. Therefore, he provides a better definition: 
 
 

  40  
  
  
  



 

“ An increase in competitiveness and resulting cash flows beyond what the two 
companies are expected to accomplish independently”  

 
(Sirower 1997 in De Wit & Meyer, 2002, p.451). 

 

In other words, managers commit themselves to delivering more than the market 

already expects from current strategic plans.  

 

It is possible to achieve synergy at multiple areas, for example strategy, economies 

of scale, economies of scope, market expansion, managerial skills, competition, 

customers, globalization, etc. Capron (1999 in Lubatkin et al, 2001) associates 

horizontal mergers with larger market shares, which derives into cost based 

synergies (by exploiting economies of scale and scope), revenue-enhancement 

synergies (by mobilizing core competencies) and market power. Armour (2002) 

means that the strategic gains from mergers must be explained in reasonable 

economic terms, which sometimes is not the case. A merger must improve either 

market economics (market profitability, size or growth) or competitive position 

(relative differentiation or relative cost) of the business units. Lubatkin (1988) 

means that competitive advantage through mergers in any market is best achieved 

when a firm combines distinct business units that are linked by certain core 

technologies. Further, he argues that related mergers provide opportunity to reduce 

cost and/or enhance differentiation through exploiting economies of scale and 

scope in tangible areas such as manufacturing, research and distribution, and at 

intangible areas such as know-how and brand extensions. The greater bargaining 

power is extended and traduced in e.g. better shelf space. If these synergies are not 

realized because of financial mismanagement or incompetence, the merger fails 

(Cartwright & Cooper, 1992). Porter (1987 in Lubatkin, 1988) observes that 

imagined synergy is much more common than real synergy.  
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Lynch and Lind (2002) mean that sometimes companies have overly optimistic 

expectations of synergies. They are interested in just one particular business of the 

target and therefore, they do not carefully evaluate the negative impact of 

integrating other parts too.  

 

Hubris 
 

Among other causes, merger can fail due to poor selection decision in that the 

bidders overpay or that the companies are strategically mismatched (Weston & 

Weaver, 2001; Cartwright  & Cooper, 1992). Many mergers are sold to 

shareholders on the premise that the companies have a natural fit; when in reality 

such fit is an illusion (Lubatkin, 1988). This is related to what Roll (2001) has 

called the Hubris hypothesis.  

 

Roll (2001) means that the hubris hypothesis is consistent with market efficiency. 

Financial markets are considered to be efficient in that asset prices reflect all the 

information about individual firms. Product and labor markets are assumed 

efficient because a) no industrial reorganization can bring gains in an aggregate 

output at the same cost or reduction in aggregate costs with the same output and b) 

management talent is employed in its best alternative use. However, high 

premiums paid in takeovers imply market inefficiency because either financial 

markets ignore some relevant information that bidders possess or product markets 

are inefficiently organized so that potential synergies, monopolies, tax savings are 

ineffectively exploited or labor markets are inefficient because gains could be 

obtained by replacing junior managers.  

 

The central prediction of this hypothesis is that the total combined takeover gain to 

target and bidding firm shareholders is non-positive. The increase in value of the 
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target firm after the announcement is offset by a decrease in value of the bidding 

firm (even in non-cash mergers). However, the evidence cited by Roll, indicates 

that the value of the combined firms increased in some studies and decreased in 

others. Target firm prices showed some increases but only when the bid was 

successful. The same variation appeared in measurements of bidding firms’ value 

(Roll, 2001). 

 
Share Price and Profitability 
 

Lubatkin (1988) mean that M&A as any other investment should be judged by 

their ability to produce shareholder value. The market price of a firm’s common 

shares determines shareholder value. The price reflects the market’s expectations 

about future performance, namely if the company’s share price and profitability 

will increase after the merger. Value is created if the expectations on the future 

performance of the merger increase.  

 

Scherer and Ross (1990) state that it is quite impossible to discern whether the 

balance of effects in mergers is positive or negative from a priori principles or case 

study evidence. They rely therefore on statistical studies that measure the net 

efficiency consequences of mergers (Scherer & Ross, 1990). These studies in the 

field of industrial organization economics relate mergers with industry structure 

and their capability of changing such structure.  

 

Studies show that post merger performance may vary according to the size of the 

companies involved. Smaller acquired companies had poor profitability while 

mergers within equals had more favorable post merger sell-off experiences 

(Scherer & Ross, 1990).  Lubatkin et al (2001) give a possible explanation by 

arguing that the size of the merged companies influences the market structure. 
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However, while some measures showed a slight profitability rise other measures 

showed essentially unchanged profits. Smaller companies that have had above 

average profitability before merging showed disastrous performance declines. 

Other smaller companies had slightly profitability declines. Another study that 

analyzes European mergers comes up to a similar conclusion. There is no sign of 

either improved or deteriorated profitability, any economic efficiency gains would 

appear to be small, as would any market power increases (Scherer & Ross, 1990). 

 

Weston & Weaver (2001) discuss a study conducted by Healy, Palepu and Ruback 

(HPR) (1992). They studied post merger performance of the largest 50 U.S. 

mergers 1979-84. They used accounting data, looked at the results of the firms, and 

made an industry adjustment in order to separate the effects of the merger from the 

trends of the industry. They found out that the industry adjusted performance of the 

merging companies had improved, but not at the expense of reducing their 

personnel but due to the management of assets. Further, they concluded that there 

is a correlation between event returns (share price immediately before and after the 

announcement) and subsequent accounting returns. The event returns forecast post 

merger performance. However, other studies using larger samples have shown the 

opposite.  

  

Empirical studies conducted in USA have found that market reactions to merger 

announcements are good predictors of the future success or failure. They cover a 

so-called event period of 20 trading days before and 10 trading days after the 

announcement. The dollar returns to targets during that period are usually positive 

while the events returns to acquiring firms will be positive or negative depending 

on the market’s judgment of the fairness of the premium paid. For the total sample, 

about two thirds of the deals have positive returns (Weston & Weaver, 2001).  
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The preliminary evidence on merger performance in the 1990s suggests that large 

buyers increased their ability to make value-increasing mergers (Weston & 

Weaver, 2001). 

 
Lubatkin et al (2001) have made a study concerning performance of large 

horizontal mergers within the food industry involving many branded products. 

They define firm performance in terms of the returns that a firm earns in each of 

the many product-markets in which it competes and extra market performance as 

the returns that exceed those normally achieved in the market place. They analyze 

the power of horizontal mergers to change the market structure by acquiring a 

competitor. Such changes influence post merger effects, which cannot be predicted 

from the pre-merger conditions of the market. They mean that the less competitive 

the structure of any given industry, the more horizontal mergers will improve a 

firm’s market power. Therefore, horizontal mergers are associated with market 

power effects. High share products as well as products in niches with high growth 

rates are more able to capitalize such power effects (Lubatkin et al, 2001).  

 

4.2.2. Implementation/Integration 
 

Armour (2002) remarks that integration shortfalls are usually mentioned in merger 

failures. For many deals, a three- to six-month delay in moving forward on key 

integration initiatives will eliminate more than half of the value-creation potential. 

Delay in implementation severely jeopardizes management’s ability to fully 

capture the strategic benefits that justified the merger in the first place. He means 

that integration plans usually focus on operative matters rather than in high-value 

opportunities. He further suggests that an under estimated reason for bad 

performance might be the cost of executives’ time. Time spent on M&A evaluation 

and integration is time not spent on other high-value opportunities, such as 

developing new product market strategies. Lynch & Lind (2002) mean that slow 
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post-merger integration is a cause of many failures in mergers. What happens 

during the first 100 days after the deal is crucial. Moving too slowly leads to 

natural inertia.  
 
 Adams and Neely (2000) seem to agree in this point and mention that intelligent 

advance planning seems to be in short supply when M&A deals are entered into. 

They suggest a plan by which employees, suppliers, intermediaries, regulators and 

communities are addressed as stakeholders. Such stakeholders’ needs and wants 

should be taken into account as well as management’s needs and wants do (Adams 

& Neely, 2000).  

 
4.2.3. The “Soft” Category  

 

Culture collisions and human issues constitute “soft” factors for M&A success 

when compared to “harder” financial or strategic factors. The latter dominate 

mergers and acquisitions selection decisions. Consequently, the diagnosis and 

analysis of merger failure have traditionally tended to adopt a similar focus. In 

many cases, culture is used as an alibi for anything that goes wrong (Sirower, 1997 

in DeWit & Meyer, 2002). 
 
Cartwright & Cooper (1992) are critical concerning the rational economic model 

and argue that people are often overlooked in studying M&A performance. The 

reason to that is that people are less measurable organizational asset, less easily 

appreciated by a study of the balance sheet, than material assets or market share. 

Although people are a difficult asset to quantify at the pre-acquisition stage, the 

depletion or under-performance of this asset after the acquisition has a noticeable 

effect on the balance sheet. It is true that mergers and acquisitions do fail for 

reasons of a rational financial and economic nature; but making a successful 

merger or acquisition, is more than just a matter of ‘getting the sums right’. Many 
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firms have also come to recognize that a compatible and successful organizational 

marriage depends upon the characteristics of the partner, which extend beyond the 

suitability of the strategic match (Cartwright & Cooper, 1992). 

 

Cartwright & Cooper (1992) further mean that M&A are very exhausting process 

that leave the management with little strength to manage the merger effectively.  

At the time of the acquisition, knowing the culture of the target company is 

considered unnecessary since the dominant partner usually has plans to impose its 

culture on the acquired company. In making a horizontal merger, the dominant 

merger partner gives a sense of arrogance, and affirms the superiority of its culture. 

The dominant merger partner often automatically expects its acquired workforce to 

adopt its culture and do things ‘its way’, because they have to. Unfortunately, the 

acquired workforce does not always share the same perceptions, changes are met 

with resistance, and cultural change becomes an even longer and more difficult 

process (Cartwright & Cooper, 1992). The two organizations have to work out the 

differences and come to an agreement. This process of give-and-take and 

adjustment calls for acculturation (Malekzadeh & Nahavandi, 1990)  

 

Conflicting corporate cultures is according to Lynch & Lind (2002) a factor that 

makes mergers fail.  The culture that makes one company great may be conflicting 

with the other company’s core values. Culture should not be underestimated as a 

factor that can undermine the deal. New understandings, new relationships and 

new ways of working are all necessary. 

 
Cultural Compatibility 
 

The fact that the cultures seem to match between two possible merger partners 

does not guarantee the success of the marriage. Besides, finding two firms with 
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similar culture and practices is practically impossible (Malekzadeh & Nahavandi, 

1990) Cartwright & Cooper (1992) classify M&A into three types of “marriages”.  

 

1. The open marriage. This occurs when the dominant partner is satisfied with 

the present performance of the acquired organization, and has confidence in 

its existing management and its ability to realize its future growth potential. 

In an open marriage, the dominant partner sees its own role primarily as 

supporting the acquired company and further facilitating its development 

and growth, perhaps by providing increased investment. The essence of the 

open marriage is that of non-interference, whereby the dominant partner is 

quite happy to allow the acquired organization to operate as an autonomous 

business unit and maintain its existing culture. In this case, change is likely 

to be minimal. This method of merging cultures is called also Separation 

(Malekzadeh & Nahavandi, 1990).  Many promising mergers turn sour 

because the dominant partner cannot resist the temptation to change things 

for their own sake. Open marriages start to falter if financial results decline, 

or if the existing management changes and the dominant partner begins to 

lose trust and confidence in the union. 
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2. The traditional marriage. This occurs when the dominant partner is 

dissatisfied with the present performance of the acquired organization and/or 

its existing management. In such circumstances, strategic and/or financial 

reasons may lie behind the acquisition. In a traditional marriage, the 

dominant partner sees its own role as primarily being to redesign the 

acquired organization. The essence of the traditional marriage is that of 

radical and wide-scale change, whereby the ‘the other’ merger partner 

totally adopts the practices, procedures, philosophy and culture of the 

dominant partner. Malekzadeh & Nahavandi (1990) calls a similar method 

  
  
  



 

for Assimilation. The success of the traditional marriage depends upon the 

willingness of the acquired partner to adopt and assimilate the culture of the 

dominant partner. 

 

3. The modern or collaborative marriage. This occurs when the parties have a 

high degree of respect for each other and a genuine recognition that the 

integration of operations, the exchange of technology and expertise will 

ultimately be of mutual benefit. In such circumstances, it is not the case of 

the ‘successful’ organization taking over the ‘unsuccessful’, but a 

combination of different but complementary forces, wherein both parties 

have a contribution to make. This type of marriage may be compared with 

the method for merging cultures called Integration, where companies have 

much in common and benefit from exchanging cultural and managerial 

information and practices (Malekzadeh & Nahavandi, 1990) The essence of 

the collaborative marriage is shared learning. In contrast to traditional 

marriage, which center around displacing one culture in favor of another, 

collaborative marriages seek to positively build on and integrate the two to 

create a ‘best of both worlds’ culture. Collaborative marriages are not 

without problems. Because they are so rare, or perceived to be, the vast 

majority of organizational members are often slow to recognize a 

collaborative marriage, and automatically assume and respond as if it is of a 

traditional type. 
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Malekzadeh & Nahavandi (1990) name a fourth method of merging cultures that 

they call Deculturation, which involves cultural disintegration of a company due to 

the unwanted and extreme pressure from another to impose its own culture and 

practices. Deculturation is a quite common consequence in unwanted takeovers, 

where the targeted company is dismantled both financially and culturally.  This 

  
  
  



 

process is accompanied by confusion, conflict, resentment and stress.  

It is obvious that if an ‘open marriage’ exists between the combining parties, 

culture type matters little, if both remain successful and the marriage continues on 

the same terms. The issue of culture type only assumes importance in traditional or 

collaborative marriages (Cartwright & Cooper, 1992).  

 

The Human Side 
 

Mergers transform the structures, cultures and employment prospects of the 

organizations involved in a manner that cause organizational members to feel 

stressed, angry, disoriented, frustrated, confused and even frightened. Therefore, 

“soft synergies” can be difficult to capture, as opposed to “hard synergies” that can 

be more easily captured. The Managers face increased challenges as they more 

from hard synergies involving visible cost and savings to softer synergies 

involving the transfer of core competencies and best practices and investing in 

their human resources. Observer of M&A process agree that the personal, 

interpersonal, group and inter group dynamics that follow a merger are important 

determinants of merger success or failure (Buono, 2003). 

 

Cartwright & Cooper (1992) argue that at the same time that employees may deal 

with feelings of loss, they have to cope with the uncertainty associated with major 

organizational change, which is also likely to be stressful.  Employees can meet 

five concerns: 

Loss of identity: The merger marks the death of the organization, as its members 

knew it. 

Lack of information and increased anxiety: concerning future job prospect, reward 

systems, changes in role, possible geographical relocation, career paths etc.  

Survival becomes an obsession: Maintaining existing personal status, prestige and 
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power becomes all-important and overrides organizational goals, at least 

temporarily. 

Lost talent: Apart from the disturbing effect of job losses because of 

rationalization, many employees also choose to leave the organization at this time. 

Those who remain are often angry, resentful or upset by their departure. Mergers 

also result in increased workloads for those who remain. 

Family repercussions:  Work-related anxieties, particularly if they concern the 

financial implications of an uncertain job future or the possibility of relocation, 

spill over into family life (Cartwright & Cooper, 1992). 

 
Agency  
 

When the total value decreases due to the mistakes of the managers that put their 

own preferences above those of the firm, we encounter the so-called agency 

problem (Weston & Weaver, 2001). Concerning the agency problem, Cartwright & 

Cooper state that mergers reflect individual rather than corporate decisions. The 

organization may have a historical experience of mergers, but not the actual 

decision-makers. Although some firms engage in many mergers and acquisitions, 

the average individual bidder/manager has the opportunity to make only a few 

offers during his career. If the merger fails, he would probably not have a second 

chance to learn of his mistakes. Moreover, the experiences for M&A are not 

systematically investigated or documented and are considered as private corporate 

events, which leave managers with few useful tools to use (Cartwright & Cooper, 

1992). In a similar sense, Lubatkin et al (2001) mean that each merger is unique 

because it brings together two firms, which have different products, resources and 

capabilities, history and core organizational features. Organizational Ecologists 

argue that organizations learn over time but all merging firms may not equally 

master the particular skills needed to consolidate two firms and to manage cultural 
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differences. Consequently, merged firms differ in their ability to attain successful 

post merger performance (Lubatkin et al, 2001).  

 

4.3. Are Merger Outcomes Possible to Predict?  
 
Both in literature and research papers, we can find a lot of advice concerning M&A 

in order to predict or prevent failure. We have taken some pieces of advice that we 

considered interesting, since they take into account both soft and hard issues.  
 
Weston & Weaver (2001) mean that mergers may fail for weaknesses in three 

particular points: due diligence, cultural factors and implementation difficulties.  
 
Concerning due diligence, Weston & Weaver (2001) mean that it should include 

both legal aspects and business and management considerations. It is necessary to 

perform an examination of all aspects of prospective partners including legal 

problems, environmental problems, and product liabilities. The relevance of 

accounting records should be determined. Management relationships should be 

analyzed. A business combination should enrich the managerial capabilities of the 

combined company. Therefore, the possibilities of management to fit together 

should be considered (Weston & Weaver, 2001). Lynch and Lind (2002) mean also 

that inadequate due diligence on the part of the buyer and/or the seller cause many 

failures. Few deals have a comprehensive assessment of risk and management 

profile and if they do have them, the risk is not properly quantified.  

 

As for culture, the authors argue that firms must manage their corporate culture 

effectively before they engage in a merger activity. In planning for external growth 

through mergers, the firms must recognize cultural factors in addition to products, 

plant and equipment and financial factors. Moreover, the wise acquirer should put 

culture on the table at the earliest planning session (Weston & Weaver, 2001). 
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Armour (2002) also points out philosophical and cultural disagreements that can 

arise between the management teams as another critical issue in M&A. The failure 

to address this key dimension leads to confusion about responsibility and authority 

and threatens early decision-making. Cultural aspects have caused mergers to fail, 

or have prevented them to achieve the expected synergies from merging. 

Sometimes, differences in culture may be valuated as sources of increased 

efficiency. If not, cultures should move towards similarity (Weston & Weaver, 

2001).  

 

Implementation is also a critical process in mergers that demands integration 

leadership. CEOs are usually very busy with the demands of the regular business to 

engage in this process as well. Special leaders should be assigned. Mergers may 

fail due to slow integration.  

 

4.4. Interaction between “Soft” and “Hard” 
 

To sum up the theories discussed above, we would like to present a model that 

show our view of the way in which the different categories interact with each 

other. The “hard” side of mergers is easily quantifiable and therefore given more 

importance in many research studies (Buono, 2003; Cartwright & Cooper, 1992). 

We consider it reasonable since it is evident that companies merge with the 

expectation of achieving some kind of economic benefit. If the merged company 

cannot perform up to the expectations, the merger may be a failure.  Synergy is 

according to Weston & Weaver (2001) the only source of value increase in 

mergers and according to Sirower (1997) a common motive behind most mergers. 

We consider that the success of a merger may depend on the realization of the 

expected synergies. If those expectations are overestimated, hubris is confirmed. In 

any case, it has deep influence in share price, profitability and shareholder value. 
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Synergies are not possible to achieve without an efficient implementation program. 

We agree with many authors cited here such as Weston & Weaver (2001), Armour 

(2002), etc that this is a critical process that must be put into work as soon as 

possible in order to catch the synergy effects expected. The implementation 

involves the integration of the companies at all levels. At this point, “soft” issues 

such as culture and people (both employees and management) play a fundamental 

role. The creation of a new culture, the communication between the different levels 

of the companies inspires people and encourages them to keep working and 

improving instead of being anxious and disappointed. At this point, the ability of 

the management to lead this process is a key element. If the management succeeds 

in the integration, people would contribute to achieve the synergies expected and 

increase shareholder value.  On the contrary, if employees were dissatisfied, they 

would work less and negatively influence productivity and profits. If profits are 

worse, employees become anxious, fear for their jobs, and work even worse. This 

leads to bad performance.  

 

 

Hard 
Synergy 
Share price and 
profitability 
Hubris 

Soft 
Cultural 
Compatibility 
Human Side 
Agency 

Implementation
Integration 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 4:  Merger Outcomes: An Interaction Model (own source).  
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5. Five Mergers in the Swedish Press 
 

In this chapter, we present our empirical analysis. We have a short introduction 

with some information background collected from the Web pages of the companies 

to help the reader situate the mergers in their context. Thereafter we analyze our 

findings. 

 
 

5.1. Background and Motives 
 
The five mergers chosen belong to the fifth wave since they have taken place 

between 1997 and 2000. They can be classified as horizontal mergers since they 

involve companies of similar size and in the same industry.  

 

AstraZeneca 

In 1998, Astra’s sales amounted to SEK 57 billion and R&D expenditure was 10.6 

billion. Zeneca was a major international bioscience group that in 1998 had sales 

amounting to £ 5,5 billion and R&D expenditure amounted to £602 million.  

AstraZeneca PLC was formed on 6 April 1999 through the merger of Astra AB of 

Sweden and Zeneca Group PLC of the UK. The merger represented the 

combination of two companies with similar science-based cultures and a shared 

vision of the pharmaceutical industry.  

Motives: According to AstraZeneca, the Board believes that the merger will 

improve the ability of the combined companies to generate long-term growth and 

shareholder value through: 1) Global power & larger scope in sales and marketing; 

2) Stronger R&D platform for innovation led growth 3) Greater financial strategic 

flexibility. (http://www.astrazeneca.com) 
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StoraEnso 

The merger became effective in December 1998. In September 1998, Stora 

presented a third quarterly report with a turnover of  SEK 33,804 million while 

Enso had during the same period a turnover of SEK 36,482 million. 

Motives: The new company has as goal to be the leading forest industry in the 

world. Growth of sales in excess of market growth, high productivity and cost 

efficiency will generate high profit growth. (http://www.storaenso.com) 

 

MeritaNordbanken  

In 1997, Merita was the leading bank in Finland with incomes around 9 billion 

FIM around 15000 employees and dominated the largest customer segment in 

Finland. It was one of the biggest actors in Scandinavian with 3 million customers. 

Nordbanken, on the other side, was one of the five national wide banks in Sweden. 

It had 3,5 million customers within private persons, small and middle size 

companies as well as public sector and 7000 employees. Merita Nordbanken was 

created in 1997 when both banks merged. 

Motives: To create new opportunities to offer better financial solutions- better for 

the customer, better than the competitors, better than earlier and do this at lower 

costs and with higher quality. (http://www.nordea.com) 

 

CloettaFazer 

In 1990 Cloetta, Fazer and Brynildsen form a strategic alliance. In 2000 Cloetta 

and Fazer Konfektyr merge. Fazer Chocolates and Candies division has a turnover 

of around 3,5 billions SEK while Cloetta’s equivalent division has a turnover of 

around 1,2 billion SEK.  
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Motives: Trade on everyday commodities at the Nordic market is consolidating 

with more centralized purchasing and there is a higher focus on trademarks as well. 

Both Fazer and Cloetta need to be bigger to be able to meet the competitions. 

  
  
  



 

CloettaFazer will be the Nordic region’s largest chocolate and confectionery 

company, with a market share of 25%. The merger will make possible to get 

synergies in production, marketing, sales, purchasing and administration. 

http://www.cloettafazer.se) 

 

TietoEnator 

Tieto (Finland) had before the merger about 5 100 employees and a revenue of 5 

billion SEK and Enator (Sweden) had 5 200 employees and revenue of 5,4 billion 

SEK. They delivered different types of IT-services to other companies. The merger 

between both companies took place in July 1999.  

Motives: the goal of the merger is to become one of Europe’s leading suppliers of 

professional IT-services. The Nordic combination creates a player with strong base 

for continuing the strategic growth in the rest of Europe. The synergies of the 

merger are to be found principally in the potential for future growth, as well as in 

the benefits arising from scale and shared future investments  

(http://www.tietoenator.com) 

 

5.2 Case-Ordered Matrix:   
 

The matrix presents the different factors used by the press in order to explain the 

success or failure of mergers. Following the method described in chapter 3, we 

have found that newspaper articles use different factors, sometimes positively and 

sometimes negatively to explain mergers outcomes. We have reduced them 

according to the procedure described in section 2.5.2 into a site-ordered descriptive 

matrix, using the categories H, I and S and the subcategories SY, SH/P, HUB, 

CULT, HF, AGY, which follow the structure of our frame of reference. Appendix 

II and III show the different steps in the reduction of data. This matrix is further 

analyzed both vertically and horizontally. In the following section we do a cross-
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site empirical analysis of the factors within each sub-category. In sections 4.6 and 

4.7 we do a vertical analysis. In 4.6 we analyse positive and negative while in 4.7 

we do a merger-by-merger analysis. The matrix allows to make comparisons 

across the rows and to find a profile of each merger along all categories and 

subcategories.  
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      Company 
 
Category            AstraZeneca              StoraEnso  MeritaNordbanken          CloettaFazer              TietoEnator 

        H Positive Negative Positive Negative Positive Negative Positive Negative Positive Negative 

       SY 

*Increased  
market share    
*Expansion of 
 operations,  
investments  
and export. 

*Lack of new  
patent and  
patent  
experiment  
*Expensive  
cost savings  
program  
*Delayed  
office in USA 

*Higher  
volumes,  
efficient  
production,  
efficient  
logistics,  
economies of  
scale             
*Better price  
*Dismissals  
*No big shut  
down     
*New jobs      
*Stable  
market share  
*Kept  
customer 

 *Synergy  
*Complem 
-entarities        
*Dismissals 
*Cost  
management  
*Economies  
of scale            
*Retain office,
 market and  
customer  

 *Synergy  
*Reduced product  
mix  
*Product  
differentiation  
*Increased market  
share  
*Complementarities 

 *Good  
customer  
relation   
 *No dismissals
*Increased sale 
*New jobs   
*Core business 
 

 

 
    HUB 

   *High  
premium 

      

 

    SH/P 

*Increased share 
 price                
*Higher profit     
*Rise in value  
for Astra´s  
stockholders  
*Successful  
defending of  
Losec          
*Growth rate 

*Decreased  
share price      
*Share price  
following  
industry  
average    
*Shares  
leaving  
Sweden     
*Buy back  
of shares 

*Higher  
profit  
*Wan stock  
markets  
confidence 

*Stable share 
price         
*Decreased  
revenue  
*Decreased  
profit  
*Decreased  
shareholders  
value           
*Low pay- 
back 

*Increased  
share price      
*High  
earning  
power      
*Higher  
profit  
*Growth rate 

*Less 
 profit  
than  
expected 

*Increased share  
price            
*Higher profit and  
revenue         
*Stable profit  
growth                
*High earning  
power               
*Good growth rate 

*Share  
price  
falling  
*Low 
 share  
transact- 
tion 

*Higher profit  
*Good growth  
rate               
*High earning  
power          
*Increased  
share price 

*Decreased  
share price   
*Stable  
Earning/ Share    
*Low growth  
rate 

 

         I 

*Fast  
implementation  
*Limited extra  
cost                
 *Dismissals  
*Management  
agreement  
*Business  
matched             
*Ke  persons  y
kept 

 *Fast 
 integration  
*Low 
merger cost 

  *Non- 
function-
al  
structure 

  *Due diligence 
*Top manage- 
ment  
commitment   
 *No increased  
implementation
 cost 

*High  
implementation
 cost 

          S           

     CULT  

*New set of  
values       
*New company  
culture              
*Cultural  
matched 

 *Education  
in new  
culture 

*National  
rivalry 

*United  
management 

*Natio-  
nal rivalry
*Culture 
problem 

  *New culture *Management  
culture  
differences 

 

        HS 

*Good inform- 
ation to  
employees    
*Key persons  
kept            
*Positive 
 employees and  
expectations 

  *Loss of  
key persons 

     *Loss of  
key persons 

 
      AGY 

  *Earlier  
experiences  
of M&A 

   *Earlier co- 
operation  *Earlier  

experiences of 
 M&A 

 

 
Table 4: Case-ordered matrix: Factors in the Press (own source) 
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5.3 The “Hard” Category 
 

5.3.1 Synergy 
 

All newspapers deal with synergy both in implicit and explicit ways, in depth and 

in number. Newspapers use the word synergy in general, taken for granted that the 

reader understands its meaning. Many articles use even expression like synergy 

effects, synergy profits and co-ordination profits. Taking into account the 

relevance given to this factor, it seems that newspapers consider it as the main 

motive behind a merger as in the following quotations:  

 
“Stora Enso accelerates the merging process and plans to achieve the goal of total 
synergy gains of SEK 25,5 billion…we have achieved more than we originally expected”  

(DI, 2000-11-03) 
 
“When Finnish Merita and Nordbanken merged two years ago the estimated synergy 
effects where calculated to be about 120 millions within three years. A goal that the 
company’s management believe they will fulfil.” 

 (DN, 1999-10-27) 

 

“The merger between Cloetta and Fazer has given synergy effects faster than expected.” 

(DI, 2001-02-15) 

 
”The merger between Tieto and Enator is going to produce positive synergies of 270 
million Kr per year that will began to be partially noticed as from year 2000” 

 (VA, 1999-05-31) 
 

On the other hand, in AstraZeneca’s case, DI remarks in a negative way that the 

company exceeded the budgeted cost to achieve cost saving synergies. 

 

“According to the CEO’s promise, AstraZeneca should use 1,2 billions dollars in a cost 
saving program which should decrease the annual expenses with 1,1 billions SEK after 
three years. It became more expensive than calculated. In the latest report they amounted 
to 1,4 billion dollars. But the company has reached the saving goal.” 

(DI, 2002-04-05) 
 

Increased market shares, expansion, efficiency, economies of scale are some of the 
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factors that all four newspapers consider as positive in the five mergers.  

 
“The positive aspect is that StoraEnso has kept its market position… There was some risk 
that the company would become weaker during some months after the merger.” 

(SvD, 1999-07-05) 
 

“StoraEnso’s synergy effects will be larger than expected…. The most important synergy 
effects will be realized through more effective production, purchase and logistics as well 
as sales and administration.” 

(SvD, 1999-01-28) 

 

“During the third quarter the bank’s expenses decreased with 5 percent thanks to 
increased cost management, productivity and efficiency.” 

(DI, 1999-10-27) 

 

“The merger will give an annual synergy profit of Sek 75 million. It will come from all 
areas, production, sales, marketing, purchasing, logistics and administration”. 

(CloettaFazer, DI, 2000-12-18) 
 

Dismissals are considered as positive since they are part of a cost saving plan and 

create cost saving synergies.  

 
“Within three to five years Merita Nordbanken is going to decrease the amount of 
employees in 3000 to 4000 people at the Finnish bank.”  

(DI, 1998-02-19) 
 

“One fourth of the employee rationalization, 400 to 500, is at the head office, division 
office and sales business. The rest of the dismissals will happen through rationalization 
and profitability improvements in other parts of the group” 

(StoraEnso, SvD, 1999-01-28) 
 

At the same time, no dismissals and the creation of new jobs are also considered 

positive when the motive behind the merger is to become stronger. In the case of 

TietoEnator for example, the company would become stronger at the European 

market and improve its growth rate, so it does not expect any significant 

rationalization profit. 
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“Until September 30th the group had 11282 employees, an increase of 10% in 
comparison to the same period last year.” 

(TietoEnator,DI, 1999-10-29) 
 

“The medical giant has invested more than 6 billions Kr in Sweden since 1999. Astra 
Zeneca has employed 1 600 persons during the same period and last year increased the 
export from Sweden with 50 percent to 25 billions Kr.” 

(DI, 2001-09-04) 
 
Newspapers express themselves in negative terms when the merger does not 

achieve its goals. AstraZeneca is an example of such negative position. All 

newspapers criticized the merger for the lack of new patents to replace the expired 

ones.  
“Astra Zeneca has invested in its own product portfolio and chosen not to buy projects. 
Increased opportunity to license in medicine was otherwise one of the main arguments in 
the merger between Astra and Zeneca. But Tom McKillop has several times told that the 
company has enough with own projects. So far he has still not succeeded in investing in 
own projects. ”  

(VA, 2002-09-02)  
 

Complementarities are also important as in the case of MeritaNordbanken and 

CloettaFazer. It enables the achievement of synergies derived from interaction. In 

the case of Merita and Nordbanken, newspapers say that since these banks have 

different types of customers and experience from different markets they can gain 

by exchanging knowledge.   

 

Keeping customers is sometimes difficult in a merger as the CEO of AstraZeneca 

means; therefore, the newspapers remark this factor together with the development 

of good customer relations as a positive sign. 
 

“Historically, companies which merge lose often market shares. It is a big effort for the 
management to do a merger and the uncertainty among the employees can make the daily 
work harmed. We have consciously focused also on the daily business and there are no 
signs that the morale is sinking among the employees. On the contrary, whoever you talk 
with is enthusiastic, says Tom McKillop.” 

 (AstraZeneca, SvD, 1999-05-20) 
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 ”It is critical when there is such anxiety internally because we cannot miss any 
customers during a merger. Up to now however, we have not missed any customer” 
 

 (StoraEnso, DI, 1999-08-30) 
 

5.3.2 Hubris  
 

Only one newspaper makes a comment about the high premium in the case of 

Stora. High premiums paid in mergers can imply market inefficiency because 

either financial market ignores some information that bidders possess or product 

markets are inefficiently organized. Nevertheless, hubris is no further discussed. 

The articles selected are post merger articles and do not discuss either the deal or a 

possible premium overpayment.  
 

“…The buyer is obliged to pay a high premium, like in Stora’s case.” 
  (DI, 2000-02-23) 

 
5.3.3 Share Price and Profitability 

 

In all mergers, share price and profitability are treated frequently but seldom in 

depth. Some articles come from the section “stock market” and therefore, it is 

obvious that they have to mention share price. Many articles do not say directly 

that the merger is a failure because the share price is falling, but it is perhaps 

obviously negative as in some of the following quotations.  

 
“The share price fall down to new bottom level after the annual closing” 

 (AstraZeneca; DI, 2000-02-25) 
 

“Cloetta has lost a lot of the increase in share price they got in connection to the deal in 
December last year… … the merger has so far been a disappointment for the stock 
market and the price on Cloetta’s shares has gone down with 42 Kr since the end of the 
year” 

(DN, 2000-03-12) 
 

Enator made the stock exchange market happy…Merger work goes better than what the 
market had reason to be afraid of…. Yesterday’s partial report made share price to climb  
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up by 7%. However, since the share was first listed in July the quotation has fallen by 
around 20%”  

(TietoEnator; DI, 1999-10-29)  
 

Profitability and other financial data are shown in connection with the presentation 

of quarterly reports, which are thoroughly commented and compared to previous 

results.  

 
“Both the position and the profitability has become stronger, even with the market’s low 
rate of growth.”  

(CloettaFazer; VA, 2001-04-30) 
 

”The goal has been widely fulfilled. Forest giant StoraEnso increased its profit by 162% 
during the first nine months of the year. It is the strongest quarterly report since Stora 
and the Finnish Enso merged in 1998”  

(DN, 2000-11-03) 
 

The share price and the financial position of the companies are compared to the 

industry to enhance the success or failure. If the merger is performing well, the 

share price and the profits should hit the industry index. Therefore, AstraZeneca’s 

share is considered to develop negatively during the period that it follows the 

industry trend. Later on the merger is considered a success because it over 

performed the pharmaceuticals index. The same happens in the case of 

TietoEnator.  

 
“Tieto Enator challenges the IT crisis. …. The share rose by 5,7% to 248 SEK in a stock 
market in fall” 

 (SvD, headline, 20002-04-26) 
 

 “Astra Zeneca’s shares have since April… developed as the other pharmaceutical 
companies.” 

 (DN, 1999-12-04) 
 

“The exchange rate reactions on the half-year reports followed the pattern. Astra 
Zeneca, which obviously is a successful merger, managed well. Unlike Pharmacia, Astra 
Zeneca’s share has gone very well after the latest merger. During the latest years 
AstraZeneca’s share price has beaten the index of the world’s pharmaceutical 
companies.”  
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A merger is expected to increase shareholders value; therefore, newspapers 

consider it as a positive factor for success. Even though only a few articles 

explicitly comment on shareholder value, share price and profitability actually 

determine it. We can say that shareholder value is a highly frequent theme in all 

newspapers both in implicit and explicit ways. 

 
“Since the beginning of December last year Astra’s former shareholders have still got a 
higher rise in value than the average of pharmaceutical business.”  

 (DN, 1999-12-04) 
 

“Is the merger of Stora and Enso going to succeed in what has been for the time being 
impossible to achieve for forest companies, namely to create long range growth in 
shareholders value?” 

(DI, 1999-05-12).  
 

“During the latest time Nordbanken has made their shareholder happy with a price 
development that is better than the bank index.”  

(VA, 1998-04-27)  
 

Even the shares’ flow is analyzed as a sign of good or bad performance. DN 

remarks that the shares of Astra are leaving Sweden or that Astra is buying back its 

shares. SvD warns the investors about CloettaFazer’s shares due to the low 

transaction rate at the stock exchange market.  

 
“After the merger the market is waiting in vain for an offensive. When a pharmaceutical 
company goes out and announce repurchase of shares instead of offensive investments, 
there is a reason to be cautious.” 

 (AstraZeneca; DN, 1999-08-04)   
 

“Since April the shares of Astra has been leaving Sweden in a rapid stream.”  
(DN, 1999-12-04) 

 

“Aktiespararna advices against buying shares in companies with low transaction rate. 
But even bigger companies as Cloetta and Fjällräven are in, or close to, the warning 
zone.” 

 (SvD, 2002-02-07) 
 

Many articles show the journalist’s own evaluation while many others show the 
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analysts’ evaluation. When newspapers say for example “the profit is lower than 

expected” or “disappointed the market”, they usually refer to analysts’ expectations 

or disappointment. However, they use to recommend the investors what to do with 

the share at the end of the article: Share: sell, Share: wait or Share: buy. This last 

recommendation is a kind of summary of the opinion reflected in the body of the 

article. Headlines are usually meaningful. They play ironically with words like in 

the following examples:  
 
”Piece of cake: profits before taxes duplicated last year to… if compared to the …the 
year before. …The group’s CEO can be happy for a succeeded merger.”  

(StoraEnso; DI, 2000-02-11)  
 
 
“…Enator’s VD raises the goal – the stock market raises the price”  

(DI, headline, 2000-02-19) 

 
”Tieto gets a good thrashing” 

(DI, 2000-12-20). 
 

“Candies warm up in autumn darkness”  
(CloettaFazer; SvD, 2002-10-18) 

 

 
5.4. Implementation 

 
DI and VA consider fast implementation as an important factor for success. They 

even remark that it is not so usual in mergers. The achievement of synergy effects 

depends on a rapid integration of the companies. However, this theme is dealt with 

neither frequently nor deeply  

 
”What’s the key concerning the promised synergy gains? Not to lose the pace. It’s 
decisive the first year. …It is about squeezing hard from the beginning” 
 

(StoraEnso; VA, 1999-06-28) 
 
“The realization has gone in record speed and without any big set-backs, which is 
uncommon in merger between big pharmaceutical companies.” 

 (AstraZeneca; DI, 1999-11-08) 
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“The merger between Swedish Nordbanken and Finnish Merita has gone unusually 
smoothly.”  

(VA, 2000-10-23) 
 

“The fast speed in announcement of managers has been CEO Tom McKillop’s big hit. 
That is taken as evidence that the merger not only is on the”track” but also is going on in 
express speed.”  

(AstraZeneca; VA, 1999-09-13) 
 
 

Another important point in the implementation process is that the costs to integrate 

the companies must not become so large. DI and VA both enhance those 

companies that can keep the merger costs within the frame and criticize those that 

cannot do it.  

 
“TietoEnator did not reached the expectation of the market about a profit of around 60 
million Euro, ca 525 billion SEK, which may depend to a large extent on the merger costs 
and on costs related to the restructuration of certain plants in Sweden”  

(DI, 1999-08-19) 
 
“The merger costs are not going to exceed the 171 billion SEK that the company 
estimated at the moment of the merger”  

(TietoEnator; DI, 1999-02-19) 
 

“The extra expenses that have been directly created by the merger are limited.”  
(AstraZeneca; VA, 1999-09-13) 

 

DI agrees in that the management of the firms has to be committed to the merger 

and in agreement in order to succeed in the integration process while VA considers 

due diligence as a basic step to achieve a fast implementation.  
 

“…Some reasons why the merger goes on smoothly: 
*Both group leaders were engaged and very positive to the merger; 
*Merger plans began two months before the merger was made public…” 

(TietoEnator; DI, 1999-12-08) 
 

”An attitude change …and best-practice are the different parts… The question is in the 
force, commitment, consequences and clear goals.”  

(StoraEnso;VA, 1998-10-12) 
 

In MeritaNordbanken’s case two newspapers (DI, DN) criticizes the merger due to 
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its complicated and non-functional structure, which is an integration mistake. To 

create a proper structure was the success of TietoEnator, according to VA, SvD 

and DI.  
“Nordbanken Holding Company is going to have Sweden as site for its headquarter. 
Unfortunately MeritaNorbanken, the parent company of the two operating bank 
businesses, is going to have its headquarters in Finland. The ownership and the 
operation will be in two different countries. They didn’t succeed to reach a functional 
and absolute structure.” 

(DI, 1999-09-23) 
 

“ TietoEnator shall soon finish purging the organization. The integration of Tieto and 
Enator has gone smoothly and as planned.”   

(VA, 2000-03-06) 
 

Finally, it is important that the business match each other. This makes the 

integration process go fast and smoothly.  
 
“That Astra’s and Zeneca’s information systems were partially compatible has meant a 
lot for the speed of the merger.”  

(SvD, 1999-05-20) 
 

“As a whole it has been a surprisingly well-managed and smoothly merger. This indicate 
that it was not only empty rhetoric when the merger’s architect talked about how well 
Astra and Zeneca matched together, both businesslike and culturally.” 

(VA, 1999-09-13) 
 
 

5.5 The “Soft” Category   
 

5.5.1 Cultural Compatibility 
 

Even though there are few articles concerning culture, newspapers treat this issue 

in depth. Newspapers consider the companies’ efforts to create a new culture, set 

new values and mission, or take the best of each company as positive. Newspapers 

consider culture as an important issue in merger success and therefore have long 

articles where they both comment on culture or interview key people about cultural 

questions. The following quotations illustrate this point: 
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“In their efforts to create a new company culture the managers of Astra Zeneca has 
defined the new organizational set of values.” 

(DN, 1999-08-04) 
 

“At the same time, mergers imply problems like culture collisions…” 
 

 (StoraEnso; DI, 2000-02-23) 
 

”To get together the two companies culture is decisive for the merger future”  
 

(StoraEnso; VA, 1999-06-28) 
 

“Now the question is a merger between equals, then something new must be created. Not 
only try to adapt one’s principles to the others. What we are trying to do is to build a new 
culture at StoraEnso”.  

(VA, 1999-06-28) 
 

“We have succeeded in avoiding creating the usual “we and them-relation”. It makes the 
merger between Tieto and Enator unusual.” 

 (DI, 1999-11-19) 
 

“TietoEnator confirmed early that the cultural issues must be planned as carefully as any 
other issue…We treated cultural differences very early. It made everybody aware of them 
and prepared to them”.  

(DI, 1999-12-08) 
 

“He will not try to standardize the different cultures that the banks represent, instead he 
will take the best from each one.” 

 (MeritaNordbanken; VA, 1998-09-07) 
 

DI and VA enhance the importance of educating people in the new culture, not 

only at the management level but also at the root level.  
 
“All of the 40,000 employees have to participate in some kind of study circles or 
seminaries and make it clear what the company’s fixed values mean for her or 
him…Moreover, the HR manager is responsible for training all managers in the 
company”.  

(StoraEnso; DI, 1999-08-30). 
 

Moreover, DI and VA speak a lot about the importance of national rivalry, national 

differences in leadership styles and ways of working and taking decisions 

especially in those mergers that involve a Finnish and a Swedish company. They 

even advice to consider such differences since they can be a source of problems. At 
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the same time, newspapers point out that the cultural differences may be an 

advantage.  

 
”Part of the merger problems have its origin in the old rivalry between Swedes and 
Finns… There is a special tension between Swedes and Finns”. 

(StoraEnso; DI, 1999-08-30). 
 

“Clear character differences prepare the ground for trouble”  
(TietoEnator; DI, 1999-12-08) 

 

“…Different cultures an advantage: they found the recipe to a successful merger”  
 

(TietoEnator; DI, headline, 1999-12-08)  
 
The differences in culture are more important at the management level. If the 

leaders have different styles, the merger may encounter problems.  

 
”The criticism on the merger argues that the cultural crashes between Finnish and 
Swedish leadership are now harvesting its victims”. 

 (TietoEnator; DI, 1999-11-19)   
 

“I believe that a critical moment was when all ten managers in the group management 
met at Hotel Ascot a weekend last spring. We decided not to leave the meeting before we 
agreed with everything, tells Åke Stavling.”  

(AstraZeneca; DI, 1999-11-08) 
 

5.5.2 The Human Side 
 

Some articles that deal with this subject in depth specially enhance two themes: the 

loss of key people and the importance of information to employees. The majority 

of newspapers consider it dangerous that key persons leave the companies when 

they merge. Good leaders are important assets for the companies, and their 

resignations can jeopardize the success of the merger. Newspapers interpret that as 

a sign of dissatisfaction that may bring problems in the merger process.  They 

focus on two reasons: some leaders do not want to lose their power or get a lower 

position in the new company or some may leave due to differences in leadership 
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styles. Disappointment, resignations and anger are some of the feelings, which 

appear in the following quotes:  
 
”Disappointment for not being the one that got that job for which there was two 
candidates and other reasons made some heavy names leave StoraEnso” 

(DI, 1999-08-30). 
 

”Since the merger between Finnish Tieto and Swedish Enator took place last summer, 
many Swedish top leaders have decided to leave the company”  

(DI, 1999-11-19)   
 

“There were also open gestures of anger from some of the former members of the board 
of directors in Stora or Enso that got any place in StoraEnso’ s board.” 

(DI, 1999-08-30) 
 

 If the companies succeed in keeping their key persons, the newspapers mentioned 

above enhance it as a positive sign of success or of a well-managed merger. The 

following quote for example suggests that the loss of key persons is something 

usual in mergers:  

 
“In contrast to other mergers, AstraZeneca has been spared from mass-resignations of 
key persons.” 

 (VA, 1999-09-13) 
 

DI and SvD reflect how mergers affect people causing anxiety. Therefore, good 

information to the employees is considered very important to avoid frustration and 

consequently a deficient productivity or efficiency.  

 
”There is some risk that the company would become weaker during the months after the 
merger. …People feel insecure. Everybody think “what is going to happen with me in this 
situation?” 

 (StoraEnso; SvD, 1999-07-05) 

 

Good information and awareness concerning this problem make employees 

positive and create good expectations that may help the merger to succeed. 
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“A comparison with Pharmacia & Upjohn shows that the employees of Astra have got 
something that the employees of Pharmacia have missed during the first critical year of 
the merger – information and clear answers.”  

(DN, 1999-12-04) 
 

5.5.3 Agency  
 

Only two of the selected newspapers treat this theme. In spite of that we consider 

that the articles that do deal with it do it in depth. The leader’s experience in 

mergers is enhanced as a key to the success in future mergers. For example 

Härmälä, CEO at StoraEnso, is considered a guarantee for success. VA compares 

him with a film character, calling him “the Finnish Rambo”.   

 
”That Jukka Härmälä have done it before indicates that he is going to succeed again” 

(StoraEnso; VA, 1998-10-12) 

 

”Something Härmälä is known for is for doing good acquisitions. …This has pushed up 
the expectations for the merger between Stora and Enso”.  

(VA, 1999-06-28) 

 
Experience in mergers at the company level is also an important factor in 

successful mergers. Even earlier cooperation between the companies can 

contribute to make the merger work smoothly.  

 
“Cloetta and Fazer have discussed with each other for 20 years before it became any 
merger.” 

 (VA, 2002-11-11) 

 

”But Enso have many successful deals behind. … A clear pattern has been present in 
Enso’s mergers. All of them were motivated by economies of scale and scope and larger 
market shares. That is even the case with Stora.” 

(VA, 1998-10-12) 

 

5.6. General Remarks about “Hard” and “Soft” 
 

Within the hard category, synergy is the most treated, both in depth and in number. 
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The newspapers consider synergy as the main motive behind a merger. Share price 

and profitability on the other hand, even though treated frequently, are more used 

in the evaluation of the merger’s success or failure.   

 

Fast implementation is another important issue for success. To achieve it both 

management commitment and carefully planning are needed. The extra costs 

involved in the merger are also to be kept within a certain limit that should not be 

surpassed.  

 

Newspapers consider that culture is important even though they not treat it 

frequently.  The newspapers see efforts like the creation of a new culture, values 

and mission as positive. Companies’ ability to keep key people is used as a 

measurement of the merger success or failure. The two newspapers, which write 

about agency, think that earlier experience in the management team is very positive 

for the merger. 
 

5.7. Positive and Negative Factors Analysis 
 

The factors classified as positive or negative are used in the text in implicitly or 

explicitly positive or negative meaning. We can see immediately that the positive 

factors outnumber the negative ones at all categories. The majority of the negative 

factors can be seen within the hard categories and especially within share price and 

profitability. Many of the positive factors have a connection with the achievement 

of the merger motive. The negative factors are connected to the inability to fulfill 

those motives, to decrease costs or increase profit. In everyday life, dismissals are 

considered as negative, but here they are named as positive and with different 

meanings. Dismissals in connection to synergy effects and cost saving plans 

(Merita Nordbanken) are positive while no dismissals are also positive due to the 
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growth possibilities arising from the merger (TietoEnator).   

Each factor can be positive or negative depending on the merger in question. As an 

example, stable share price could be interpreted as positive in isolation, but when 

compared with the branch index, it turns to be negative. If the share price remains 

stable while the rest of the branch goes up, it is a negative sign. We consider that 

the negative factors enhance even more the positive ones. As an example, 

synergies are so important that not achieving them is negative.  

 

5.8. Within Merger Analysis  
 

5.8.1. Astra Zeneca  
 

This merger has both positive and negative factors within the hard categories 

while the soft categories have only positive factors. The newspapers studied have 

been quite skeptical at the beginning. According to these newspapers, the main 

motive for this merger was to dump the effect of expiring patents for Astra and 

Zeneca’s star products. The newspapers criticize the merger for not developing or 

acquiring new products to replace the expired ones:  

 
“…So far he has still not succeeded in investing in the company’s own projects” 

 (VA, 2002-09-02).  
 

One of the newspapers evaluated the merger as failed just for that reason while 

others was more moderate. Later on, newspapers changed their mind and 

considered that this merger has succeeded in keeping Losec as a best seller despite 

patent expirations:  

 
“…AstraZeneca has been successful in their defending of Losec in spite of patent 
expiration”  

(VA, 2002-09-02). 
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After the merger, AstraZeneca has become the biggest company in the 

Stockholm’s stock exchange. Therefore, the development of the share price is 

given so much importance. The performance of this share influences the stock 

exchange index:  

 
“…During the latest years the share price of AstraZeneca has beaten the index of the 
world’s pharmaceutical companies” 

 (DI, 2001-07-27).  

 

As far as implementation is concerned, two newspapers consider that this merger 

has been carried out fast, which according to them is in general not common:  

 
“The realization has gone in record speed and without any big set-backs, which is 
uncommon in mergers between big pharmaceutical companies” 

 (DI, 1999-11-08).   

 

AstraZenca has succeeded in doing it with limited extra costs. Management 

agreement has also played an important role as well as the fact that both businesses 

matched each other.  

 

Some articles gave culture a meaningful space. This merger has been evaluated as 

especially successful in this sense. A new culture and set of values has been 

created while employees have been well informed under the process. The 

newspapers consider it as very positive since it creates positive expectations:  

 
“A comparison with Pharmacia & Upjohn shows that the employees of Astra have got 
something that the employees of Pharmacia have missed during the first critical year of 
the merger – information and clear answers” 

 (DN, 1999-12-04).  
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In general, newspapers consider this merger successful, even though at the 

beginning they were little skeptical about it. Later on and comparing with other 

mergers in the same industry, they agree in that AstraZeneca is doing better than 

other companies.  

 
5.8.2. Stora Enso 

 

This merger is depicted as a successful one. However, there are negative factors 

both under the hard and soft categories 

 

All synergies are achieved and there are no negative factors in this sub-category. 

StoraEnso is described as a giant in the forest industry with great market power:  

 
“ Higher volumes of supply, better prices of pulp, fine paper and packaging cardboard 
are behind the improvements”.  

(DI, 2000-02-11) 

 

 At the share price and profitability sub-category there is more negative than 

positive factors because the market’s expectations about a price increase have not 

been fulfilled. A comparison to the industry index turns stable share price into a 

negative factor:  

 
”The market was not convinced with the company’s profits. The share fell with 2 crowns 
to 121.50. Forest industry index fell with 2,1%” 

 (DI, 2000-02-11). 

 

 If synergies do not appear immediately, the market reacts negatively. The opinion 

usually changes along time. One newspaper commented that the premium paid for 

Stora was high. This seems to be related to the negative factor decreased 

shareholder value and low pay back.  
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Many articles praise the implementation process. The CEO is considered as a 

guarantee for success, due to his experience in successful mergers:  

 
”Something Härmälä is known for is for doing good acquisitions. …This has pushed up 
the expectations for the merger between Stora and Enso”  

(VA, 1999-06-28) 
 

At the human side, there are both negative and positive factors. The merger has 

succeeded in creating and spreading a new culture:  

 
 ”In order to weld together the organization and create a new culture, there is a one year 
education program where the top leaders will give support to the managers at the lower 
levels of the organization”  

(VA,, 1999-06-28).   
 

Nevertheless, the national rivalry between Finns and Swedes is still present. 

Newspapers are pessimistic about the ability of leaders to overcome these 

differences: 

 
”Part of the merger problems has its origin in the old rivalry between Swedes and 
Finns… There is a special tension between Swedes and Finns” 

 (DI, 1999-08-30).  
 

Besides, a newspaper comments the disappointment of certain leaders for not been 

chosen, which led to a loss of key persons.  

 

To sum up, this merger was considered successful because it has achieved its 

goals, namely larger market shares and economies of scale and scope. They have 

succeeded in integrating both companies and creating a new culture, which has 

been very important in the achievement of the goals.  
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5.8.3. Merita Nordbanken 
 

At a first sight, there are less negative factors than positives at almost all 

subcategories. At the synergy category, there are no negative factors since 

newspapers consider that these banks complement each other and can exchange 

experience. A newspaper considers that the merger has no big effects on customers 

since each bank has retained its own offices and markets:  

 
“Each bank still has their market, their office and customers and the redundancies exist 
mainly on higher central level. The profits are coming from economy of scale and shared 
investments in IT development, Internet and products. The expenses are not a big 
problem.” 

 (DI, 2001-02-23).  

 

As for the share price and profitability there are positive comments concerning 

higher profits although the opinion appears to be divided. It is possible to find 

different comments to the same quarterly rapport. One newspaper considers that 

the profit is at the same level than the previous year and within the expectations, 

another says that the profit increased in 4% in comparison to the same time last 

years and a third newspaper considers that the profit was lower than expected.  

 

Two of the newspapers consider that the implementation is quite complicated 

since the organization is not functional. The ownership and the operations are 

going to be located in different countries:  

 
“ It is difficult with two owner companies in two exchange markets with different 
currencies”  

(DN, 1999-05-18).  

 

Anyway, VA (2000-10-23) states that the merger has gone “unusually smoothly”. 

The management gets along quite well but some newspapers consider once again 
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that the national rivalry is a hinder difficult to overcome. The new company is 

trying to create a new culture:  

 
“He will not try to standardize the different cultures which the banks represent; instead 
he will take the best from each one” 

 (VA, 1998-09-07).    

 

Besides, since the Swedish and Finnish states are shareholders in both banks, their 

influence could be a trouble in the merger process:   

 
“Taking into account the difficulties to reach an agreement at the governmental level, 
…it should be best if the governmental influences in Nordbanken where cleared away”  
 

(DI, 1999-09-23).  

 

Newspapers are in general in agreement about considering this merger as 

successful. As a newspaper states it is not so dramatic to merger banks from two 

different countries in two different markets. Neither employees nor customers see 

any difference. Besides, there is not much change at the office levels. The 

company has created a new culture taking the best of both banks.  

 

5.8.4 Cloetta Fazer 
 

All but one factor are in the hard category and there are more positive than 

negative factors. The articles selected have almost not commented the soft 

category or the implementation. All synergy factors are positive because the 

newspapers think that the companies complement each other and will reach high 

synergy effects.  

 
“The merger will give an annual synergy profit of 75 million SEK. It will come from all 
areas, production, sales, marketing, purchasing, logistic and administration” 

 (DI, 2000-12-18)  
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According to the newspapers, the merger is also logical taking into account that the 

stores try to reduce their amount of suppliers. CloettaFazer gets larger market 

shares and better shelf space, which is very important in products that involve 

impulse shopping such as chocolate and candies.  

 

The strategy of product differentiation is an advantage in highly competitive 

markets. In CloettaFazer’s case, the companies have a large product portfolio and 

decided not to develop new products but to differentiate the existing ones, which is 

a strategy that a newspaper considers positive. 

 
“Marketing new brands is expensive. Instead the old ones are added new flavors and 
forms. The advantage is that the production gets cheaper with less and bigger series and 
at the same time, they become stronger to fight for shelf space at the stores.” 

 (VA, 2001-04-30) 

 

CloettaFazer’s share price has gone both up and down but the profit is going 

steady up.  

 
“Cloetta has lost a lot of the increase in share price they got in connection to the deal in 
December last year… … the merger has so far been a disappointment for the stock 
market and the price of Cloetta’s shares has gone down with 42 Kr since the end of the 
year” 

 (DN, 2000-03-12).  

 
“Yesterday Cloetta Fazer reported an increase in profit of 33 percent for the third 
quarter of this year if compared with the same period last year.” In Finland the revenue 
increased with 15 percent during the third quarter”  

(DN, 2002-10-18). 

 

A newspaper is also concerned about the low transaction rate for CloettaFazer’s 

shares. The Fazer family and Svenfelt’s foundation holds the main part. This 

means that a smaller part is for sale and this affects the price negatively.  
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“Aktiespararna recommends not buying shares in companies with low transaction rate. 
But even bigger companies as Cloetta and Fjällräven are in, or close to, the warning 
zone” 

(SvD, 2002-02-07).  

 

Agency has only one positive factor. Both companies have worked together for 

many years. Because of that long co-operation they already know each other, know 

whom to talk to, how systems work and so on. 

 

To summarize, all newspapers agree that the merger is successful. The main reason 

for the success is that they have been able to get all the synergy effects that were 

expected. E.g., VA says:   

 
“The company has done a successful merger between Swedish Cloetta and Finish Fazer.  The 
strategy of acquisition has been successful because the company has managed to do important 
cost savings. The company has united the sales area, shut down a factory in Kalmar and 
integrated the logistics, purchasing and IT areas” 

(VA, 2001-04-30) 

 

5.8.5 TietoEnator 
 

The newspapers have mentioned factors in all categories, both positives and 

negatives. The positive factors are a majority. In TietoEnator’s case, the 

expectations on synergy effects were limited because they were not the main 

reason for the merger. TietoEnator had to grow, as its customers became bigger.  

 
“The main objective of the merger was to take advantage of the competence within 
certain branches and keep building on it. First after some years the large synergies will 
appear, both in growth and in the possibility of sharing investments” 

 (VA, 1999-08-30).  

 
 
“Size is going to be important for profitability. The trend is that companies want to have 
fewer and bigger suppliers” 

(VA, 1999-05-31).  
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The majority of newspapers considered as positive that TietoEnator has 

restructured the company concentrating in five main core businesses. According to 

the newspapers, the merged company has survived the big IT crisis due to this 

restructuration and concentration of activities.  

 
”Concentration in core businesses, profitability at home and thereafter 
internationalization are TietoEnator’s straight and clear recipes to success”  

(VA, 1999-05-31). 

 

In the sub-category share price and profitability the factors are nearly equally 

distributed between positive and negative. Both share price and growth rate have 

gone up and down but the newspapers think that TietoEnator is an exception from 

other companies in the same branch.  

 
“...TietoEnator can show profit, growth and proper profit margins … when many other 
IT-consultants fight to survive” 

 (SvD, 2002-09-02)  

 
“During the last three months the stock price has beaten the rest of the consultants in 
excess and the company is now unthreateningly the biggest in Sweden with a market 
value of 26,5 billion crowns”   

(DI, 2001-01-23) 

 

At the category implementation, two newspapers remark due diligence as a 

positive factor. They started to plan carefully the merger at an early stage, which 

might be a result of their former experiences. Further, the top management’s 

commitment to the integration process is also mentioned as positive.  

 
 
“…Some reason why the merger goes on smoothly: both group leaders were engaged 
and very positive to the merger; merger plans began two months before the merger was 
made public  

(DI, 1999-12-08) 
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One newspaper presents the CEO’s announcement about the higher costs involved 

in the merger process as negative, and some months later publishes the CEO’s 

statement about the costs being within the budget as positive. 

 

Different cultures may be an advantage. The companies have tried to avoid the 

“they and us” relation. They have tried to create a new culture taking the better of 

the two former cultures.  
 
“…Different cultures an advantage: they found the recipe to a successful merger” 

 (DI, headline, 1999-12-08) 

 
 ”We strive to take the better of the two cultures” 

 (DI, 1999-12-08). 

 

Despite the efforts, a newspaper mentions as negative the evident differences 

between Swedish and Finnish management styles.  

 
”The criticism on the merger argues that the cultural crashes between Finnish and 
Swedish leadership are now harvesting its victims” 

 (DI, 1999-11-19) 

 

The uncertainty implied in any merger is perhaps no evident in this case since there 

has been no dismissals and the plans were known at an early stage. However, there 

has been a considerable loss of talent due to the cultural differences in 

management. Many key persons have chosen to leave the company, which a 

newspaper considers as negative.  

 
”Since the merger between Finnish Tieto and Swedish Enator took place last summer, 
many Swedish top leaders have decided to leave the company”  

(DI, 1999-11-19). 

 

Newspapers consider the merge of Tieto and Enator as a successful one. The 
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reason for the success is the concentration in core business.  

 
“Now the rule for the big IT-consultants is back to basic. The pure IT-consultant 
organisation is what they have to stick to” 

 (DI, 2000-12-20) 

 

5.9  Frequency Analisys 
 

We have chosen to show in different graphics the relative number of articles that 

are devoted to each category in each of the newspapers/magazine selected 

according to the procedure explained in Chapter 3, section 3.5.5. We consider that 

it could be interesting to know if there are some differences or similarities between 

them concerning such issues.  
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Figure 5: Frequency of Subcategories in the Press (own source) 
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 The sites of the Swedish newspapers selected treat the hard factors more 

frequently than the soft ones. Some difference may be found between the daily and 

weekly newspapers.  75% to 94% of the articles in the daily newspapers treat hard 

issues while the same issues appear in only 54% in the weekly newspapers. As for 

implementation, we have found that the business newspapers are more concerned 

with discussing the issue than the general newspapers. As for soft factors, they are 

more widely treated in the business newspapers than in the general newspapers. 

Moreover, some difference may be observed between the importance assigned to 

such subjects in the daily and weekly business newspapers. While daily business 

newspaper treats soft factors in 13% of the articles selected, weekly business 

newspaper does it in 21% of our sample.  

To sum up, we have found that the newspapers studied devote much more articles 

to hard issues than to soft ones. From a frequency point of view, hard issues 

outnumber soft in all newspapers selected. However, the frequency of soft issues in 

business newspapers is higher than in general ones. One reason of such occurrence 

may be that business newspapers have to cover different aspects of business than 

general newspapers, where business is just one more section. 
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6. Literature vs. Newspapers 
 

In this chapter, we compare the literature’s picture of merger outcomes against 

newspapers’. 

 
 

6.1 Hard Category 
 

6.1.1. Synergy 
 

The main theme in these mergers is the creation of synergy effects. Larsson (1990) 

means that synergy is achieved through interaction. The literature cited in our 

frame of reference (4.2.1, Synergy, pg.34) considers this factor as the only source 

of value increase in mergers (Weston & Weaver, 2001). Other authors (Capron 

(1999 in Lubatkin et al 2001;Armour, 2002) enhance the importance of synergies 

in merges. Sirower (1997 in de Wit & Meyer, 2nd Ed., 1998) argue that such 

synergy effects are the easiest traps to fall into since they are difficult to reach.  

 

The newspapers we have studied consider synergy as an important issue. This 

subcategory has been commented positively across all five sites, except for 

AstraZeneca that have some factors at the negative side. Even these negative 

factors confirm the importance that newspapers give to the achievement of the 

synergies expected. The impression given in this case is that they are doubtful 

about how or whether the promised synergy effects would be achieved. They say 

for example, “it is still early to say if the merger is a success or a failure” 

concerning the promised gains (VA, 1999-06-28). If the company does not reach 

their goals, newspapers consider it as a failure.  

 

The picture that newspapers give of synergies is that they can actually be achieved 
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even though it is not so easy, which seems to be opposed to Sirower’s arguments.  

 

6.1.2. Hubris 
 

Roll’s (2001) hypothesis gives a picture of M&A as value destroying instead of 

value creating due to manager’s overestimation of the potential gains. This leads to 

premium overpayment. He argues that it may cause the failure of a merger. Other 

authors such as Weston & Weaver (2001) pay also attention to hubris. In our study, 

however, this subcategory is an “outsider” since there are no factors that fit into it, 

at least in the articles that we have studied. The absence of such factor may be 

interpreted as a confirmation of newspapers optimistic view of the mergers 

potential to create value or the ability of the management to estimate the real gains 

from a merger. Nevertheless, this is only our interpretation and not a claim since 

the articles we selected do not discuss the deal. If we had searched for articles 

published directly after the announcement, we could perhaps have found some 

factors fitting in this subcategory. Besides, these cases are mergers and not 

acquisitions, the latter being the typical case in which premium overpayment is 

present. 

 

6.1.3 Share Price and Profitability  
 

The literature cited in our frame of reference depicts share price, shareholders’ 

value and profitability as measures of performance in mergers. Lubatkin & O’Neill 

(2001) mean that mergers, as any other investment should create shareholder value. 

There is no much evidence about whether mergers increase performance or not. 

Many of the studies are based on cases from the 70s or 80s. The later research on 

merges in the 1990s suggests that mergers among equals increase the companies’ 

value.  
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Newspapers depict share price, shareholder value and profitability as an important 

factor to evaluate the companies. However, few articles make a clear judgment of 

the merger based on these values. The majority of them are simple reports of the 

stock market. They point out the occasions when the share is performing well in 

comparison to the industry index, so-called extra market performance (Lubatkin et 

al, 2001).  

 

Profitability is another measure of performance. While literature assigns a lot of 

importance to increased profitability in succeeded mergers (Scherer & Ross, 1990; 

Weston & Weaver, 2001), newspapers explain success in terms of profit but 

usually in an implicit way. They discuss profit in connection with the analysis of 

quarterly reports. Profits must even fulfill either the market or the company’s 

expectations.  

 
6.2. Implementation 

 
Research remarks that what happens during the first months after the merger is 

crucial (Armour, 2002; Linch & Lind, 2002; Weston & Weaver, 2001). Slow post 

merger integration can jeopardize the strategic benefits. Newspapers, especially 

business ones, agree with this viewpoint. They even share Armour’s (2001) 

position concerning slow integration as cause of merger failure. Newspapers 

remark that fast integration is unusual and crucial for merger success. This factor 

appears repeated times as an explanation for a successful merger. 

 

They even depict management commitment as a fundamental ingredient in the 

implementation of the plan and the integration process. They point out that an early 

planning and the agreement of managers are two of the elements in a successful  
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integration. Something that newspapers treat in many articles is the cost involved 

in the implementation.  

 
6.3. Soft Category 

 

6.3.1. Cultural Compatibility 
 

The literature cited in our frame of reference considers culture as an 

underestimated issue in merger success (Cartwright & Cooper, 1992) or an alibi 

for failure (Sirower, 1997 in de Wit & Meyer, 1998). Culture is neglected at the 

time of the acquisition. Cultural match is however no guarantee for success 

(Buono, 2003). The dominant partner wants usually to impose its culture upon the 

other. Cartwright & Cooper (1992) even compare mergers with marriages, 

depending on how the cultural issues are managed. 

 

According to our opinion, the newspapers studied seem to consider culture as a key 

factor for success. If this area does not work, the whole merger is in danger. 

However, culture does not solve all problems that can appear in connection with a 

merger.  

 

Moreover, newspapers depict as positive the leader’s efforts to create a new 

culture, a new set of values and visions, or imitating what Cartwright & Cooper 

(1992) say while discussing “modern or collaborative marriage”, “the best of both 

world”. A very positive image is given to the communication of this new culture to 

the employees and junior managers. The ability of top managers to share their 

visions with the lower levels of the organizations is judged as an important factor 

in a successful merger.  
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6.3.2. Human Side 
 

Cartwright & Cooper (1992) and Buono (2003) describe mergers as stressful 

processes where the employees have to cope with the fear for losing their jobs, the 

uncertainty derived from organizational changes and the loss of identity. 

Information is very important to dampen such effects. These writers mean that the 

depletion or under-performance of this asset after the merger has a noticeable 

effect on the balance sheet.  

 

Newspapers picture the ability to retain key persons as a measure of success. 

Merging companies usually have two candidates for the same post. That may lead 

to loss of prestige or power for one of them, who sometimes prefer to leave the 

organization. StoraEnso and TietoEnator were criticized because of the loss of key 

persons. The differences in management culture made many of the managers leave 

the companies. Good information to employees is considered as a positive measure 

to avoid uncertainty and stress and create good expectations among them.  

 
6.3.3. Agency 

 

The literature pictures mergers as individual rather than corporate decisions. 

Companies may have a large experience of mergers while the individual manager 

may only be able to make a few mergers during his/her career. If the merger fails, 

he/she would not have a second chance not to repeat the same mistakes (Cartwright 

& Cooper, 1992). Besides, since each merger is unique, the previous experience 

may not be of much use. However, the successful integration of two companies 

may depend more on the individual managerial skills of a particular leader. That is 

the reason why some companies are more successful than other are in the merger 

process (Lubatkin et al, 2001). 
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The newspapers seem to have the opposite view. They enhance the importance of 

managerial experience in mergers and due to the fact that mergers have become 

more frequent corporate strategies than before, managers usually have the chance 

to make more than one merger or acquisition during his/her career. Even though 

each merger may be unique since the companies involved are different, there are 

some common rules than can be applied in all cases. The newspapers even depict 

individual managerial skills in mergers as an element of success. They speak about 

such leaders using metaphors like “generals” or they represent them as “heroes” or 

as “Rambo”. 
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7. Conclusions 
 

In this chapter, we answer our research questions and summarize the conclusions 

that we have taken as well as our suggestions for future research. 

 
 

7.1. The Picture of Merger Outcomes in Swedish 
Newspapers 

 
• How are success and failure in mergers depicted in Swedish Newspapers? 

 
We have found that the newspapers evaluates the success or failure of mergers 

having as starting point the motives that they consider lies behind the merger.  If 

the companies fulfill their goals, newspapers are more optimistic. They do not 

question the legitimacy of the motives, at least in the articles published after the 

merger.  

 

We have analyzed the frequency of each category in order to get a more general 

picture of the mergers studied.  

Hard
76%

Soft
12%

Im plem entation
12%

 
Figure 6: Frequency of Categories in the Press (own source) 
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The hard factors seem to have more weight since almost all articles contain some 

information concerning synergy, profits, share price, turnover, etc. This is logic if 

we consider that the purpose of daily papers is to follow up the evolution of the 

share and the performance of the companies and provide “fresh” information. To 

illustrate this point, Figure 6 sums up the frequency in which the newspapers 

selected treat hard and soft categories.  

 

Factors such as increase in share price, profit, turnover; growth, constitutes 

actually what is called “performance”. According to some writers such as 

Cartwright & Cooper (1992) performance is the favorite measure of merger 

outcomes in the rational economical model. Newspapers show how all such factors 

are closely related to each other. If share price falls, it is not an isolated event. 

There is usually an explanation that perhaps has not much to do with the company 

itself. As an example, when TietoEnator declared that they were not to be able to 

fulfill their goal concerning annual growth, the share fell and made other shares in 

the IT-consulting branch go down as well. Any time a company presents its 

quarterly reports, if the profit and turnover and other financial measures are 

positive, the share increases and influences the whole market in the particular 

branch. Profit, turnover and growth are not considered positive in isolation either. 

They are compared with past reports and if they do not fill the expectations, it is 

probable that the share falls anyway. Apart from their own opinion, they write a lot 

about market analysts’ opinions about such quarterly reports. Besides, they judge 

performance in relation to the whole industry and industry structure. 
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profit or share price is not so big. From a qualitative point of view, on the contrary, 

synergy is by large that factor that is more meaningfully described and discussed in 

the newspapers. We as readers have got the impression that synergy have been 

given more strength than other issues.  Failure to achieve synergy may jeopardize 

the success of the merged companies. Newspapers follow carefully the 

development of the merger and evaluate how much of the expected gains have 

been achieved, if they have been achieved according to the schedule or within the 

budgeted frame. 

 

For share price, we have not found a uniform criterion. Sometimes newspapers just 

say that the share price has fallen without taking into account the general market 

fall. We have noticed some differences in approach depending on whether the 

article is a simple stock market report or a deeper analysis of the particular merger. 

The latter contains more opinions or comparisons with industry indexes or with the 

company’s previous share performance. Those articles that connect share price and 

shareholder value to success in merger are sufficiently meaningful even though 

they are not so frequent. We can therefore conclude that these factors are indeed a 

measure of success in newspapers. We consider that even only one meaningful 

article can create a picture of a merger in the reader’s mind.  

 

Moreover, this subcategory has the highest frequency in the articles studied, which 

we find quite natural for two reasons: First, because newspapers follow the pattern 

in research work and takes into account more frequently easily measurable data or 

hard data. Second, newspapers tend to sell and therefore include the information 

that their reader are looking for: stakeholders are more interested in knowing how 

the company is performing, how large the profits have been or how the share has 

developed than to read about how well the “soft” issues are managed. 
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Implementation issues are discussed more in the business newspapers than in 

general newspapers. Their view is wider and the picture got from them is more 

complete than in general newspapers. The integration should go not only fast and 

smoothly but also within the budget. To conclude, we have found that integration 

is depicted as a key to success that is not always so easy to reach. 

 

The soft factors are not frequently treated in newspapers. The frequencies in which 

newspapers discuss soft issues are low in general and especially lower in general 

newspapers. However, the articles that do treat culture or human factors do it 

thoroughly. In general they remark that if the merger is going to succeed it is 

important to take care of cultural aspects such as management agreement, the 

creation of new company culture, new values, the education of employees in such 

new set of values and culture.  Business newspapers seem to be more aware of the 

whole and are not only concerned about performance or synergy achievement but 

also about cultural problems, the effects of mergers on people and the role of the 

leaders in the success of the merger. But success in itself seems more dependent on 

hard factors than in cultural aspects. Companies merge in order to achieve 

synergies, efficiency and other economic gains. Cultural integration is a means to 

get to the goal and not a goal in itself.  
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Culture seems to have a different scope when the merger is between a Swedish and 

a Finnish company than when between a Swedish an English company. We have 

found that in mergers within Finnish and Swedish companies newspapers focus 

more on national culture than in company culture. They consider that it could be 

difficult to succeed when there are so much national differences in leadership 

styles or in the way of working. The common history of Sweden and Finland and 

the relationship between both countries influence the way in which newspapers 

interpret cultural issues in those mergers. There is no similar focus on national 

  
  
  



 

differences in the case of AstraZeneca. It seems that newspapers have the 

understanding that national culture determines organizational culture. Newspapers 

describe national stereotypes and make simplistic generalizations. Any possible 

difference at the organizational level is not discussed. In AstraZeneca’s case, on 

the contrary, they comment the differences at the organizational level as an 

advantage that can benefit the merger. On the other side, if the merger succeeds, 

the cultural differences are enhanced as an advantage and an important factor in 

such success. The national rivalry is considered negative in four of five mergers. 

 

Dismissals are discussed as part of cost-saving plan and synergy gains as a “hard 

and positive” factor. The anxiety that such dismissals may cause to common 

employees is ignored. Newspapers are more concerned on the fate of key people 

than in ordinary employees. Key people represent and asset for the firms, which 

might explain their interest in keeping them. But ordinary employees are also 

important because they actually do the hard work and know the routines of the 

company. It is true that they are more easily replaced than managers but they are 

indeed important.  

 

As a general impression, we can say that newspapers depiction of mergers is 

subjectively inclined to favor the Swedish company involved when commenting 

how the merger influences the Swedish economy. Sometimes it seems that the 

merger should be to the interest of the country more than to the shareholders. There 

is more happiness in their comments about investments or new jobs in Sweden 

than in other parts of the world, which from a value increase viewpoint is 

irrelevant. 

 

  97  

To sum up, the general picture is that mergers are unsuccessful because of failure 

to achieve the goals stated at the moment of merging, and to act upon the motives. 

  
  
  



 

Fast implementation and efficient integration are the keys to reach the goals. 

Education in new culture, the creation of a culture that reflects the best of both 

companies, strong leadership as well as satisfied employees are important elements 

of the integration process. Newspapers consider that such steps have to be carefully 

planned or taken into account if the merger is going to achieve the synergies 

expected. Finally, strong leaders are mystified and compared to generals or 

Rambo. Their ability to manage a merger in the past is exaggeratedly extended into 

the future.  

 

7.2. The Picture of Mergers in Theories and Newspapers  
 

• Does the picture of mergers in Swedish newspapers differ from that 

arising from our frame of reference? 

 
The Literature and research papers cited in our frame of reference have different 

approaches to the study of mergers. Some like Scherer & Ross; Weston & Weaver 

focus on share price and profit based on past empirical data. Other authors as 

Lubatkin observe performance in an industrial and organizational context while 

Cartwright & Cooper, Malekzadeh & Nahavandi and Buono are devoted to cultural 

and human aspects also based on experience. All of these authors have something 

in common: they have conducted their studies during more or less long periods.  

 

Newspapers, on the contrary, usually have not much time to reflect or collect past 

information since they have to publish their evaluations of the merger performance 

and outcomes at a daily or weekly basis. They follow up the process and due to 

their opinions, they help to construct such process, they are in a way, actors and 

not merely observers. They have to inform people with different interests. They do 
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not focus only on profit or share price. They have to treat culture and human 

factors as well. Weekly magazines’ reporters have more time to prepare their 

articles, and therefore they are more detailed, contain more past information to 

compare to.  

 

We consider that the newspapers give a more general picture of the subject. They 

are not limited to the daily evolution of the share or the financial reports. They also 

discuss the importance of culture to be able to catch the synergy gains of mergers. 

In this sense, they have an own view. They do not judge the success or failure 

based only on profits or culture in isolation as the writers cited in this thesis do. 

They consider them in relation to the motives behind the merger. Shareholder 

value, which is a common subject when discussing merger success, is not directly 

addressed in newspapers. They question more the mergers if they do not act upon 

the motives given when the goals of the merger were stated. As an example, in the 

case of AstraZeneca, the lack of new patents is questioned as a negative aspect, 

even though the company is not performing unsatisfactorily. They asked 

themselves what could have happened if they would not have merged.  

 

We think that scientific research should take newspapers as an example, and follow 

up the outcomes of mergers from a more integrated viewpoint, focusing both on 

“hard” and “soft” issues. Culture and people by themselves cannot make a merger 

succeed but they are a means to achieve the economic goals. Company’s culture is 

shaped to achieve the mission and vision of companies. Newspapers are conscious 

about that and remark the importance of the cultural integration for success.  
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Cartwright & Cooper (1992) mean that the dominant discourse in merger outcomes 

is the rational economical explanation. If we take into account the frequency 

analysis, the hard factors are used more frequently as explanation than the soft 

  
  
  



 

ones. Therefore, we could say that generally speaking, newspapers agree with the 

dominant discourse within business. In this way, they contribute to recreate and 

maintain the rational economical model. Further, newspapers use the same kind of 

expressions and metaphors that can be encountered in the literature, e.g. mergers as 

marriages, soft and hard issues, using these words as “clichés”. They maintain the 

“myth” of merger failure by saying that mergers are risky investments, fast 

implementation is rare, and mergers that fail are common and so on, while in fact, 

they give no empirical example to support such assertions. 

 

To sum up, even though newspapers contributes to recreate the rational economical 

model they even support culture, human resources and integration as key elements 

in merger success.  

 

7.3. Suggestions for Future Research Studies 
 

We wish to remark that we feel motivated to continue the research taking the 

newspapers as an example. The research works that we have read in connection 

with this thesis have only partial views of the subject. We miss a more integrated 

framework to evaluate post merger performance. From a social constructivist 

viewpoint, all factors are constructions and each of them is as important as the 

other is. Therefore, why can performance not be studied taking both hard and soft 

factors into account? In our frame of reference, we have included a model for a 

possible integrated study of merger outcomes. 

 

If we have had more time available, we would have searched in more newspapers, 

even from other countries in order to know if there are some differences between 

Swedish and foreign newspapers. Our frame of reference is mainly based on 

English speaking authors, which may be one reason for the difference with the 
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newspapers due to their different culture and construction of reality.  

 

Another important field of study concerning mergers would be how newspapers’ 

pre merger speculations influence the outcomes. Speculations can be divided into 

those concerning which companies match each other or which company would be 

ready to be acquired. On the other side there is many pre merger speculations 

concerning the possible outcome of an announced merger.  

 

7.4. Final Conclusions 
  

In chapter 3, we stated that the purpose of our work was to get insight.  Before we 

began collecting data, we believed that the general press and business press would 

have deeper differences in their views of M&A.  Against our expectations, we have 

not found much difference between the pictures given by these four newspapers. 

We have perhaps been too naïve and expected that a certain ideology that is 

present in other sections of some newspapers would influence the content of the 

business section. However, it is not the case. Business is business after all and 

newspapers are companies. They have to sell and please their readers.  

 

We are also aware of that our findings could have been different if we had chosen 

another newspapers or mergers. We chose five mergers that according to the 

newspapers have succeeded. If we had chosen an unsuccessful merger, the picture 

could have changed. Besides, the four newspapers have a business orientation. 

Other kind of newspapers would perhaps depict the same mergers in another way. 

Besides, companies are engaged in a merger spiral and they do a new merger 

before they have caught the effects of the first one. It makes it difficult for both 

newspapers and researches to make a clear evaluation.   
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In an enacted world, where both organizations and environment are socially 

constructed, how failure and success are regarded is largely a question of ideology.  

Books, newspapers and magazines are different kinds of written media, through 

which social actors such as scholars, consultants or journalists create and re create 

the constructions of reality, trying to make them fit into the accepted frame of 

knowledge. We believe that journalists are dynamic agents in reality construction, 

since, as opposed to books or scientific journals that take longer periods to be 

produced, newspapers and magazines are issued daily or weekly. Their influence is 

even larger, since they spread the “scientific knowledge” contained in the literature 

constructing a popular knowledge of mergers. We are therefore slightly 

disappointed with the Swedish newspapers analyzed. They do not use their power 

to change or influence the current paradigm. Instead, they “buy” in general the 

Anglo-American ideology about mergers and merger outcomes. The biggest 

contribution that newspapers do that could change the way to approach the study 

of mergers outcomes is their focus on motives for their evaluations. Research work 

is more devoted either to hard or soft issues but the motives behind the mergers are 

largely forgotten. They discuss the motives in theory but not in empirical research.  

 

In despite of our disappointment we cannot blame newspapers. Globalization has 

spread both capitals and ideologies around the globe. Despite the efforts of every 

nation to keep the cultural roots, the improvement in communication make it 

impossible to hinder the advance of foreign elements.  Sweden is no exception and 

business either.  Many multinational companies have big interests in this country. 

It would be unwise to challenge their ideologies.  
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We hope that this work has contributed with little awareness and insight, even 

though we have no power to achieve big changes. However, if we have made at 

least one person rethink its beliefs, all this effort has not been in vain.  
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Appendix I  
 
  

 

  
Chefsflykt från Tieto Enator  

Häromdagen blev det klart att Kenth-Åke  Jönsson lämnar 
koncernledningen i Tieto Enator. Han är den senaste i en hel rad 
chefer som under hösten bestämt sig för att lämna det fusionerade 
bolaget. I koncernledningen finns nu åtta finländare och tre 
svenskar. 
 

Sedan fusionen av finländska  Tieto och svenska Enator i  somras har flera svenska toppchefer bestämt sig för att lämna bolaget. 
Kenth-Åke Jönsson, vice VD med ansvar för affärsutveckling på 
koncernnivå, lämnar bolaget för att bli VD för Atle IT och ersätts av Juhani Strömberg, som även tar plats i koncernledningen. 
Det är bara en månad sedan en annan svensk lämnade Koncernledningen:informationsdirektör Kjell Westerback. 
Han motiverade sitt avhopp med att han inte ville kompromissa med sinsyn på hur informationsarbetet borde bedrivas. 
I koncernledningen för Tieto Enator finns nu åtta finländare och tre svenskar. Kritikerna till fusionen hävdar att det är 
kulturkrockenmellan finländskt och svenskt ledarskap som nu skördar sina offer. 
Ett annat avhopp, som rönt stor uppmärksamhet internt inom konceren,är Peter Keller-Andreasen, framgångsrik VD för Enator i 
Danmark.Under sina fem år som VD lyckades han öka omsättningen i det danska bolaget från 17 till 74 miljoner danska kronor. Han 
motiverade sitt avhopp med att rollen som VD i det danska bolaget förändrades efter fusionen. 
Under hösten har även chefs-juristen Ann-Marie Hullberg lämnat 
koncernen. 
 
 

Skribent: HELEN AHLBOM 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

Newspaper Positive  Negative 

 

DI     Loss of key persons   

Cultural differences in Management 
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Appendix II – Data Reduction (Preliminary 
Steps) 

 
Astra-Zeneca 

 
Newspaper Positive   Negative 
 
DI  Share price increasing  Lack of new patent 

  Increased market shares Old patent experiment 

  Fast implementation  Share price falling 

  Dismissals   Expensive cost savings  

New jobs in Sweden  programs 

Profit 

Investments in Sweden 

Expansion of operations 

in Sweden 

Increased export 

Culture 

Key persons 

Management agreement  
 

VA  Fast implementation  Lack of new patent 

   Successful defending of Losec Lack of new product   

  Limited extra cost   acquisition 

  Positive employees 

  Cultural matched 

  Majority of key persons kept 

  Business matched 
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DN  Growth rate  Lack of new patent 

Profit   Share follows industry  

  Rise in value for Astra´s Shares leaving Sweden 

  stockholders  Buy back of shares 

New company culture  Delayed office in USA 

New set of values 

Good information to employees 

            Majority of key persons kept 

 

SvD            Stable market share  Share price falling 

           Positive expectations  Lack of new patent 

     Old patent expiration 

Stora Enso 
 
Newspapers   Positive   Negative 
 
DI  Profit   Decreasing share price 

  Higher volumes  National rivalry 

  Better price  Loss of key persons 

  Kept customer  High premium 

  Limited costs 

   Fast integration  

Education in new culture 

 

VA  Synergy 

  Education in new culture 

  No big shut down 

  Wan stock markets confidence 
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DN  Profit   Stable share price 

  Growth   Decreased revenue 

  Synergy   Decreased profit 

  New jobs 

  Higher volumes 

  More efficiency  

 

 

SVD                Profit   Decreased shareholders  

Efficient production  value 

Efficient logistics   Low payback  

  Economies of scale  

 Dismissals 

  Stable market share 

  

 
Merita Nordbanken 

 
 
Newspapers  Positive   Negative 

 

DI  Synergy   Non-functional structure 

  Profit   National rivalry 

  Increasing share price  

Economies of scale 

  Complementarily 

  Retain office  

  Retain market 
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  Dismissals 

 

VA  Complementarily  Culture 

  High earning power 

  Dismissals 

  Increasing share price 

  Synergy Profits 

 

DN   Increased profit 

  Synergy 

  Dismissals 

  Growth rate 

United management 

 

 

SvD  High earning power  Less profit than expected 

  Synergy 

  Cost management  

 

Cloetta Fazer 

 
Newspapers  Positive   Negative 
 
DI  Synergy 

Stable profit growth 

  Increased share price 

  Good growth rate 
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VA  High earning power 

  Increased market share 

Complementarily 

  Reduced product mix 

  Product differentiation 

 

DN  Share Price   Share Price Falling 

  Profit 

  Revenue 

  

Sv D  Profit   Share transactions 

  Share Price 

  Market Share 

  Synergy 

 

Tieto Enator 

 
Newspapers  Positive   Negative 
 
 

DI  Good growth rate  Share price falling 

  Profit   High costs   

No extra costs  Loss of key persons 

No dismissals  Cultural differences in 

Due Diligence  management  

Core business  

Earlier experiences 

Top management commitment 
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VA  Core business  Low growth rate 

  High earning power  

  Due diligence 

 

DN  Share Price Increase  Share Price Falling 

  New Jobs 

  Good Customer Relations 
 

SvD  Profit   Stable EPS 

Core business 

Increased sales 
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Appendix III – Data Reduction (Final Steps)  
 

AstraZeneca 

Positive 

 
Negative 

H I S H I S 
SH/P*Increasing Share 
price 
S*Increased market shares 
S*New Jobs in Sweden 
SH/P*Profit 
S*Investments in Sweden 
S*Expansions of Operations 
in Sweden 
S*Increased Export 
S*Successful defending of 
Losec 
SH/P*Rise in Astra’s 
shareholder value 

*Fast 
Implementation 
*Management 
Agreement  
*Limited Extra 
Costs  
*Business 
matched 
*Dismissals 

CULT*Culture 
HS*Key Persons 
HS*Positive 
employees 
HS*Positive 
expectations 
HS*Key Persons 
Kept 
CULT*New 
company culture 
CULT*New set of 
values 
HS*Good 
information to 
employees 
CULT*Cultural 
Matched 

S*Lack of new patent 
S*Old patent 
Expiration 
SH/P*Falling Share 
Price 
S*Expensive Cost 
Saving Programs 
S*Lack of new patent 
acquisition 
SH/P*Share follows 
industry average 
SH/P *Shares leaving 
Sweden 
SH/P *Buy back of 
shares 
S*Delayed office in 
USA 

  

 

Dismissals: part of implementation plan.  

New jobs, investments, export:  expansion, economies of scope. 

Defending of Losec: market power still important even if patent expired. 

Limited extra costs: the cost of the implementation within the budget 

Lack of new patent/old patent expiration: the expected synergies would come from 

launching new products that would replace the lost patents. The experience of each 

company in different areas would help.  

The cost of putting the cost-saving synergy plans in action was higher as expected.  
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StoraEnso 
 

Positive Negative 

H I S H I S 
SH/P *Profit 
S*Higher volumes 
S*Better price 
S*Kept customers 
S*Synergy 
S*No big shut downs 
SH/P *Stock market 
confidence 
S*Efficient production 
S*Efficient logistics 
S*Economies of scale 
S*Dismissals 
S*Stable market share 
S*Growth 
S*New jobs 

*Fast integration 
*Limited costs 

CULT*Education 
in new culture 
AGY*Earlier 
experiences in 
M&A 

SH/P*Decreasing 
share price 
SH/P*Decreased 
shareholder value 
SH/P*Low pay-back 
SH/P*Stable share 
price 
SH/P*Decreased 
revenue 
SH/P*Decreased 
profit 
HUB*High premium 

 CULT*National 
Rivalry 
HS*Loss of key 
persons 

 

 
Higher Volumes: the new company became one of the biggest in the forest 

industry.  

Limited costs: the cost of the integration is kept within the budget.  

Earlier experiences in M&A: importance of the leader, trust in his personality and 

earlier success in mergers.  

National Rivalry: Finnish –Swedish, different styles.  

Loss of key persons: many did not accept to lose power.  

 
 
 
 
 
 

  123  
  
  
  



 

 
MeritaNorbanken 

Positive Negative 

H I S H I S 
SH/P*Increasing Share 
Price 
S*Synergy 
SH/P*Profit 
S*Economies of scale 
S*Complementarities 
S*Retained Offices 
S*Retained Market 
S*Retained Customers 
S*Dismissals 
SH/P*High earning power 
S*Cost management 
SH/P*Growth rate 

 CULT*United 
management 

SH/P*Less profit 
than expected 

*Non-
functional 
structure 

CULT*National 
Rivalry 
CULT *Culture 

 
Complementarities: the banks have different customers and focus on different 

areas, therefore complement each other. 

Both banks retain their offices, customers and market: synergies from the step of 

each other into different customer circles. Besides, Nordbanken enter the EMU 

through Merita.  

Dismissals: part of cost-saving synergies.  

Non-functional structure: ownership is divided, head offices in different countries. 

Complicated structure.  
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CloettaFazer 

Positive Negative 

H I S H I S 
S*Synergy 
SH/P*Stable profit growth 
SH/P *Increased share price 
SH/P *Good growth rate 
SH/P *High earning power 
S *Increased market share 
S *Complementarities 
S *Reduced product mix 
S *Product differentiation 
SH/P *Profit 
SH/P *Revenue 
 

 AGY*Earlier 
Cooperation 

SH/P *Low share 
transaction rate.  
SH/P *Share price 
falling 

  

 
Increased market-share: CloettaFazer becomes the leading candy company in 

Scandinavian.  

Reduced product mix: cost saving synergies through reducing the number of 

products marketed but adding new flavors and packaging.  

Product differentiation: related to the above.  

Earlier cooperation: importance of earlier experience.  
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TietoEnator 

Positive Negative 

H I S H I S 
SH/P *Increasing Share 
Price 
SH/P *Good growth rate 
SH/P *Profit 
S*Core business 
SH/P *High earning power  
S *Increased sales 
S *New jobs 
S *Good customer 
relations 
S*No dismissals 

*No extra costs 
*Due diligence 
*Top 
management 
commitment 
 

 
AGY*Earlier 
experiences 
CULT*New 
culture 

SH/P *Falling share 
price 
SH/P *Low growth 
rate 
SH/P *Stable EPS 
 

*High costs HS*Loss of key 
persons 
CULT*Different 
management 
styles 

 
Core business: the key to the success of TietoEnator as opposed to many other IT 

companies is its concentration on their core business and depuration of the 

company.  

Due diligence: well planned 
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