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Abstract 

Master’s thesis in Business Administration 

Title: Organizational Change: Evidence of Mergers and Acquisitions  

Empirical Case Study of Pan Nordic Logistics (PNL) AB 

Author: Kelechi Enyinna Ugwu  

Tutor: Helgi-Valur Fridriksson 

Date: June, 2010 

Keywords: Mergers, Acquisitions, Synergy and  Organizational Change 

Background 

The history of M&A’s started back in 18th century which occurred in waves; first wave was 
recorded in 1890’s; second wave in 1920’s; third wave in 1940’s; fourth wave in 1960’s and 
fifth wave in 1980’s. The motive for M&A’s were basically for synergy, diversification and 
growth. The motive for M&A’s leads to organizational change of Pan Nordic Logistics 
(PNL) AB. The company was founded in 1997 by; Norwegian Post, Swedish post and Da-
nish post respectively. The name of the company was change from “PNL” to “Bring Parcel” 
Logistics in March 01, 2010. 

Purpose 

Based on the background of study, the purpose of this study is to study organizational 
change due to mergers and acquisitions in one logistics company, PNL. 

Method 

To be able to fulfill the purpose of this study, qualitative research method was considered  
using an inductive approach of a single case study. Information gathering was done with 
the company’s respresentatives; operational manager and operational night chief basically 
face-to face, mail and phone respectively. 

Findings 

Based on the empirical findings discussed with the company’s representatives, PNL has 
changed their functional activities in the following to achieve; greater collaboration with 
Bring logistics AB; new strategy to succeed in the future; gain competitive advantage in its 
industry; new working relationship and top management decision; synergy through innova-
tion and automation of machines. On technological changes, PNL has changed their tech-
nology to have; one central IT system within six Bring families; new IT system called “d-
scan”; new IT system called “check-point” and new “radio phone”; new fork-lift equip 
with information system to facilitate work processes. 

Originality 

The author of this thesis designed two models of his own creation in the following; a mod-
el of organizational learning and a model summarizing theoretical frame of reference. 
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1 INTRODUCTION 

This chapter presents the background of the study, describes the problem statement, theoretical perspective 
of the study, and outlines the research questions and purpose of the study. It also includes, significance of 
the study, delimitation, methodological and practical relevance and finally unveils the dissertation outline. 

1.1 BACKGROUND 

Mergers and acquisitions (M&A’s) originated from the US firms and became a global prac-
tice adopted by other firms in: India, Canada, Sweden and so forth as a strategy for growth. 
The history of mergers and acquisitions started back in 18th century. Many authors have 
noted that M&A’s activities occurred in waves. Weston (1953) and Ramu (1998, p.16) be-
ing one of the authors classified mergers and acquisitions movement in three major pe-
riods: first wave occurred between (1893-1899); Second wave occurred between (1926-
1929), and third wave occurred between (1940-1947). 

Apart from these three major waves, additional two were later discovered based on the 
characteristics of environmental shocks which influenced the restructuring of firms in par-
ticular industry group. During first wave of 1890’s, the rates of mergers activities were high, 
even though the market experienced high monopoly power. According to Weston (1953), 
most firms were motivated towards mergers mainly to expand operations, to achieve econ-
omies of scale and counter competition more effectively.  

The second wave of 1920’s also recorded higher mergers activities achieved through vertical 
integration. During this period, the market experienced high rate of oligopoly which also 
motivated firms to merge for technical gains without depending on other firms for survival. 
Apart from merging to achieve technical gains, most firms also merged to consolidate their 
sales, increase distributions, and also to reduce cost respectively according to (Weston, 
1953, p. 16). In addition to this, third wave of 1940’s also recorded that about 2,500 (two 
thousand, five hundred) firms disappeared during this period in the US. Most firms were 
acquired mostly by conglomerates in the fourth wave of 1960’s.  On the other hand, in the fifth 
wave of 1980’s most firms also experienced hostile takeovers, compared to 1990’s when ma-
jority of firms were driven by strategic synergic factors for the motives of mergers for sur-
vival. 

Apart from US firms, logistics firms in Sweden were not excluded from M&A’s practice. The 
rate of increase in mergers and acquisitions has driven Pan Nordic Logistics AB; (PNL) to 
change their organizational: functional activities, technological activities from their present 
state to a desired state in order to increase their effectiveness. The company was founded 
in 1997 and merged with Bring Logistics AB, during the third quarter of 2009. However, 
the company’s name  PNL was changed to Bring Logistics AB in March 01, 2010.  
More information about mergers and acquisitions process of PNL is discussed in the em-
pirical section.   

Why do mergers occur? Is it because ‘the public markets are unable to understand the true 
value of corporate assets or management was trying to steal the company from underneath 
the noses of its shareholders’ (Trautwein, 1990; Peck & Temple, 2002, p. 317). The motives 
towards M&A’s practice centered on economic growth, other motives depends on the tar-
get firms. Weston (1953) has noted that M&A’s rate of 1980’s and 1990’s were higher than 
other periods between big companies and small companies listed in OMX index of Swe-
dish stock exchange, because of treat coming from globalization, deregulation and increas-
ing takeover bids in Sweden. Sequel to this, most firms were responding to a common set 
of environmental/macro factors by opting for restructuring exercise. In line with this, 
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Gaughan (2002, p. 111) also added that the motive behind restructuring exercise was in an  
attempt to diversify into another line of business that is more profitable than the current 
industry, or the present market is saturated and more competitive. This has led to motive 
towards M&A’s for quest to increase market share and other economic benefits.  

Other motives such as management improvement and tax benefits may serve as possible 
options. Growth is one of the most fundamental motives, Gaughan (2002) maintain that 
Companies seeking to expand were faced with a choice between internal growth and 
growth through M&A’s. Growth through M&A’s may be much more rapid than the for-
mal, although it has its own drawbacks too. Companies can merge because they want to 
grow within their own industry or expand outside industry (diversification). The same au-
thor maintain that, expansion in other geographical region could be another reason for 
growth; it could be that the company’s market is in one part of the country but it wants to 
expand into other parts of country. This study considers growth through M&A’s, the mo-
tive for this has lead to organizational change of the case study. When one company 
merged with another company or acquired by another company, there is chances of con-
flicts arising between the parties involved in M&A’s saga, this insinuation has lead to prob-
lem of discussion in this study. 

1.2 PROBLEM STATEMENT 

M&A’s has led to organizational change of the chosen logistics firm (PNL) AB. These 
changes has also affected the organization in the followings; technological changes (new 
IT), and functional changes (such as: structure, culture and strategy) respectively. When 
two firms merged together, the acquired firm will surrender its independence and adapt to 
another firm’s plans. This will automatically bring a change in the management and leader-
ship skills which will require new power structure to compete in a mature market (where 
cost, efficiency and incremental innovation are key) and to develop new products and ser-
vices together (where radical innovation, speed and flexibility are critical) according to 
(Öberg, Henneberg & Mouzas, 2007; Chase, Burns & Claypool, 1997; Tushman & 
O’Reilly, 1996).  Organizational change due to acquisitions can generate conflicts within the 
organization as a result of layoffs of middle managers and employees. 

M&A’s can also change the structure  of the organization. Chase et al. (1997) draw conclu-
sion that hostile takeovers maybe harmful to organization as a result of lay-off of employees or 
even lost of customers resulting from service impairment. This can affect the workforce of the 
organization as well as customers based. Top executives of an acquired firm are at risky of 
loosing their jobs, positions. As a result of this, they resist any changes that could lead to 
hostile takeover because during acquisition process management turnover is, as expected 
higher, in a target firm. In line with this, Kotter and Schlesinger (2005) identify that all 
people who are affected by change experience some emotional turmoil, even changes that 
appear to be ‘positive’ or ‘rational’ involve loss and uncertainty. The authors stress that in-
dividuals or groups can react very differently to change - from positively resisting it, to ag-
gressively trying to undermine it, to sincerely embracing it. The same authors noted that in-
dividuals or groups can resist change due to; a desire not to lose something of value (pa-
rochial self-interest), a misunderstanding of the change and its implications, a belief that the 
change does not make sense for the organization, and a low tolerance for the change. Not 
only that, Chase et al. (1997), repeated that the acquirer has no appreciation for the unique 
qualities that made the acquired company a success. Employee’s tension is also expected 
higher and could lead to low morale because so many acquisitions result to employee’s 
layoff, plant closings and relocations. The authors noted that change in the structure of or-
ganization due to acquisitions or mergers can also change organizational process. 
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In addition to this, M&A’s can also change organizational process. Acquisition can stampede 
organizational learning process associated with R&D, and innovation through outsourcing 
(Hitt, Harrison & Ireland, 2001, p. 105). The authors further stress that, acquisition can 
create conditions within the organization that can make outsourcing organizational skills 
more attractive rather than building those skills internally. Through outsourcing, organiza-
tion can loose their core competence and resources to other firms because it can be easily 
copied and imitated. Apart from change in organizational process, acquisition can also 
change the culture of an organization. 

Furthermore, acquisition can change the cultural aspect of an organization due to new 
working environment. With regards to this, Hitt et al. (2001) argue that acquisitions or 
mergers can create unfriendly working atmosphere sometimes due to significant differences 
between two cultures of the merging firms which can make working process difficult. The 
authors highlight more that, from the acquired firm perspective, most of what was unders-
tood with regards to administrative process by middle managers has now changed, even 
employees working process has also changed. Both middle managers and employees of ac-
quired firms will undergo a new training exercise in order to cope with a new working envi-
ronment. The can create additional working stress for firms involving in M&A’s sage due 
to radical changes.  

Despite radical changes in organizational levels and activities, studies conducted by Hitt et 
al. (2001) argue that many acquisitions do not produce expected result for the acquiring 
firms. Approximately 60 (sixty) percent of the acquisitions examined failed according to 
(Hitt et al., 2001, p. 5). The authors did not conclude that all mergers and acquisitions pro-
duce negative results. They further stresses that only 23 (twenty three) percent of acquisi-
tions examined were successful. Other studies also shown that high percentage (30-45) of 
acquisitions sold later on did not meet expectations of the acquiring firms even though the 
benefits are so high. 

Sequel to this, Brouthers et al. (1995) and Whipple (2000, p. 27) mention that although the 
potential benefits are so high, still the success rate are so low, why?  They further stress 
that, failure occurs because “most companies adopt a seat of pant style in their approach to 
joint management, and learn lessons the hard way.” The authors noted that, high failure 
rate that occurred in M&A’s saga was due to lack of planning. Kotter and Schlesinger 
(2005) also note that few organizational change efforts did not make sense, but few tend to 
be entirely successful either. According to the authors most efforts encounter problems; 
most often takes longer than expected time and cost a great deal in terms of managerial 
time or emotional upheaval. The same authors stress that more than few organizations 
have not even tried to initiate needed changes because the managers involved were afraid 
that they were simply incapable of successfully implementing them, but they only recognize 
motive for change. 
 
Most firms only identify or recognize motives and driving forces required for M&As, but 
when implemented, these same firms do not fully understand how to manage or maintain it 
(Smith & Barclay, 1997; Whipple, 2000, p. 27). Most studies about impact of M&A’s were 
centered on corporate stakeholders (such as customers, suppliers, local community and so 
forth). Research has been carried out on organizational change due to M&A’s of firms.  
But looking at organizational change of logistic firms, very little or no just research has 
been carried out thus leading to the focus on this area. The above gap in this research has 
motivated the author of this thesis to carry out this research using a single case study of 
Pan Nordic Logistics AB and to make a theoretical contribution in avoiding the shortcom-
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ings arising from organizational change due to mergers. Research from this area is impor-
tant so as to bring up clearly theoretical perspective (demarcation) of this study. The author 
is limiting his studies only on a single case of PNL, without considering on all logistics 
firms in Sweden entirely. Therefore, in this thesis theoretical framework to breach is logistics 
firms because the author of this thesis is not comparing the result of this study with other 
logistics firms in Sweden to make generalization. 

1.3      THEORITICAL  AND EMPIRICAL PESPECTIVE OF THE STUDY 

The essence of this section is to bring up clearly empirical context of the study. The title of 
this thesis is “organizational change evidence of mergers and acquisitions”. Empirical context of this 
study is a case of Pan Nordic Logistics AB.  PNL is a Scandinavian company founded in 1997 
and merged with Bring Logistics AB, in the third quarter of 2009. After merging with Bring 
Logistics, the name of the company ‘PNL’ was changed to ‘Bring parcel logistics’ in March 01, 
2010. More information about mergers and acquisitions process of PNL is discussed in the 
empirical section (chapter 4). Theoretical problem of discussion in this paper is organization-
al change. According to Cases and Jones (2004) organizational change is normally planned, 
to improve effectiveness on different levels of the organization such as: human resources, 
functional resources, technological capabilities and organizational capabilities. Organiza-
tional change is defined metaphorically as a “living organism” undergoing different changes 
according to (Morgan, 1997). The author points that an organization can change from its 
present state to a future state and still adapt to its external environment. More information 
about organizational change is discussed in details in chapter 2 (theoretical frame of refer-
ence in section 2.2, p. 11). 

1.4 PURPOSE AND RESEARCH QUESTIONS 

Based on the background of this study and problem statement mentioned above, the Pur-
pose of this thesis is to study organisational change due to mergers and acquisitions in one 
logistics company, PNL. 

To be able to  fulfill  the purpose of this thesis, several research questions have been stated: 

• do M&A’s change organizational functional activities? 
• how do M&A’s change organizational technological capabilities? 

The above questions asked is answered in the conclusion part in chapter 6 section in order 
to fulfill the study objective. Two representatives of the company (PNL) were interviewed, 
the result of this is discussed in relation to the theoretical frame of reference in order to 
make conclusion. 

 

1.5 SIGNIFICANCE OF STUDY 

One of the significance of this research is to create awareness on the shortcomings arising 
from organizational change due to M&A’s on firms especially PNL. This would help the 
company in understanding the challenges and shortcomings arising from M&A’s saga. As 
mentioned before that about 60 percent of M&A’s have failed to meet up expectations of 
acquiring firms even though the potential benefits are too high. The reason for this failure 
is due to lack of understanding of  M&A’s pitfall(s). A study conducted by Hitt et al. (2001, 
p. 5) has shown that firms who have multiple acquisitions are less innovative because they 
often overemphasize on power structure, with less emphasis on risk aversion. The signific-
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ance of this research is to re-orient these firms not to overemphasize on power structure; 
much focus should be on risk aversion after mergers or acquisitions process.  

Another significance of this study is to re-orient these firms on implications of excessive 
pride or arrogance that may exclude an adequate analysis of the target firms. They should 
avoid learning their lesson in a hard way as pointed out before by (Brouthers et al., 1995).  
The essence of this study is important in re-orienting firms on problem(s) of integrating 
two large and complex firms that often have diverse cultures, structures and operating firm 
as pointed out by (Hitt et al., 2001). 

Worthy to mention that top management of firms involved in M&A’s saga should not un-
derestimate change from a negative point of view like; risk of loosing jobs or positions. 
They should be positive minded, optimistics and believe that change can make sense for 
organization to learn new ways of doing things instead of the other way round. 

1.6 DELIMITATION 

Mergers and Acquisitions are too broad, there is need to consider a specific area of studies 
for better understanding. Therefore, the focus of this research is on organizational change 
due to mergers and acquisitions of Pan Nordic Logistics AB. The author examined the his-
tory of M&A’s on the chosen case and consider only the last stage of  mergers profile that 
took place during 2009 when PNL became part of Bring Logistics for better understanding 
without considering other stages involving in M&A’s process. In addition to this, this study 
is limited to a single case of PNL; therefore the result of this study can’t be adopted by 
other logistics firms in Sweden or be applied in other countries to make generalization. 

Furthermore, the author of this thesis also acknowledge the importance of using multiple 
case studies, but he believes that single case is appropriate when a particular case is critical 
especially when testing an established theory, or create an opportunity to observe and ana-
lyse a phenomenon that few have considered before (Ghauri & Gronhaug, 2005, p. 120; 
Saunders, Lewis & Thornhill, 2007, p. 140). In line with this, a study conducted by Mint-
berg (1979) supported the choice of single case as being scientifically capacitated. Ghauri & 
Gronhaug (2005, p. 119) argue that the choice of single case is enough and stress that the 
research problems and research objectives influences the number and choice of cases to be 
studied.  

1.7 METHODOLOGICAL AND PRACTICAL RELEVANCE 

In this section, the author of this thesis acknowledges that it is imperative and expedite in 
understanding the different theoretical and empirical aspects associated with complexities 
of organizational change. On a practical level, this study can help future practitioners and 
professional teachers in understanding the shortcomings arising from organizational 
change due to mergers and acquisitions of firms. The chosen research approach is induc-
tive since it sets “aside prior theories and attempts to build up an understanding of the 
world from the data” according to (Dew, 2007, p. 435). An induction is built on empirical 
evidence which goes from: 

“observations       findings         theory building” as findings are incorporated back into ex-
isting knowledge (literature/theories) to improve theories (Ghauri & Gronhaug, 2005). In-
duction also moves from the specific to the general, so that particular instances are noted and 
then combined into a larger whole or general statement (Elo & Kynga, 2007). The authors 
also noted that qualitative research is built on inductive approach in gaining better under-
standing.  
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Therefore this research has noted different areas of organization change of Pan Nordic lo-
gistics firms (PNL) due to M&A’s. This change has affected the organization in; technolo-
gical capabilities, and functional activities (such as: culture, process,strategy and structure) 
respectively. 

1.8    DISSERTATION OUTLINE  

 

Chapter 1-   Introduction 

Explains the background of the study, problem state-
ment, theoretical perspective of the study and research 
purpose and research questions. Also includes; signifi-
cant of study, delimitation, methodological and practical 
relevance and disposition of research. 

 

Chapter  2-   Frame of  Reference 

Describes previous studies related to the main topic and 
motives of M&A’s. It also outlines theories; organiza-
tional change (unfreezing, change/movement, refreez-
ing); organizational change and value creation; organiza-
tional learning used in the study and summary of theo-
retical frame of reference. 

 

Chapter  3-   Methodology 

Presents a description of the procedure used in this the-
sis. The research approach, chosen research method and 
the reason for choosing a case study are also explained.  
It also unveils validity and reliability used in the study; 
followed by presentation, analysis of empirical findings 
and the  limitation of the study. 

 

Chapter 4-   Empirical Findings 

presents the background information of Pan Nordic 
Logistics (PNL) AB, its profile of mergers and acquisi-
tions. The author will consider only the last stage of 
merger profile that resulted in 2009 when PNL became 
part of Bring parcel Logistics AB for better understand-
ing without considering other stages involving in M&A’s 
process. 

 

Chapter 5-   Analysis 

 Presents the analysis of empirical findings (functional 
changes and technological changes of PNL after merg-
ing with Bring Logistics AB) in relation to theoretical 
frame of reference in Chapter 2. 

 

Chapter 6-   Conclusion 

This chapter concludes the study by wrapping up the 
whole chapters. Conclusion is drawn from the analysis 
of empirical findings.  

 

Chapter 7-   Further Research 

Based on delimitation and what I have studied in this 
thesis, I feel there is an opportunity for further research 
to look at these problems from another angle. I also en-
courage further research on organizational change due 
to M&A’s with other logistics firms in Sweden to make 
generalization. 
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2  THEORITICAL FRAME OF REFERENCE 

This chapter describes background information and motives of  M&A’s.  It also outlines theories; organi-
zational change (unfreezing, change/movement, refreezing); organizational change and value creation; orga-
nizational learning  used in the study. 

 

2.1 PREVIOUS STUDIES RELATED TO THE MAIN TOPIC 

Mergers and Acquisitions are often used as a pair or even interchangeably, but when sepa-
rated both have different features and meanings. In distinguishing between the two con-
cepts, different authors have said different views, Matsgård and Pernodd (1996) being one 
of the authors has differentiated the two based on relative size. According to these authors, 
merger is defined as the combination of two companies of similar size, whereas acquisition 
is defined as a situation when a large company buys a smaller one. The authors used ‘simi-
lar size’ as a basis to define mergers but points out that in acquisition the bigger firm buys 
the smaller firm. 

On the other hand, Krekel et al. (1967) has defined mergers as a situation where, “all com-
bining firms surrender their independence and co-operate resulting in common corpora-
tion”, while in acquisitions or (takeover) the same authors mention that, “a company unila-
terally surrenders its independence and adapts to another firms plans”, (Krekel et al., 1967). 
Based on this definition, the authors mean that in mergers the two companies are com-
pelled to surrenders their self autonomy and corporate in order to achieve a mutual goal 
while in acquisitions only one firm (that is, acquired firm) is compelled to surrenders its au-
tonomy and adapt to the acquirer (takeover firm). In other to understand the difference be-
tween these two concepts “acquired firm” and “acquirer” my own point of view is that, the ac-
quired firm discussed in this thesis mean a small firm taken over by a larger firm, while the 
acquirer is the bigger firm taken over the small firm. 

From the legal perspective, mergers is defined as, “a complete transfer of assets and liabili-
ties from one company to another where the first company ceases to exist,” (according to 
Swedish Taxation Act, Inkomstskattelag). In addition to this, www.dictionary.com  also de-
fined mergers as, “a statutory combination of two or more co-orporations by the transfer 
of the properties to one surviving corporation or any combination of two or more business 
enterprises into a single enterprise”.  Acquisition is defined as “the act of acquiring or gain-
ing possession or something acquired” (www.dictionary.com).  

After going through previous studies related to mergers and acquisitions, the definition of 
M&A’s has become so broad along the process of making the term understandable to the 
readers. Many authors including academics and practitioners mentioned above has defined 
it in several ways according to their own perspectives. These definitions are all the same 
and applies in different situations, however the author of this thesis has chosen M&A’s de-
finition given by (Swedish Taxation Act, Inkomstskattelag). Reason is that, the author of 
this thesis believes that it is the most applicable for the chosen case study compared to oth-
er definitions. Another reason for this is that the name “PNL” was changed to “Bring par-
cel AB” after merging in 2009, therefore this is in line with the definition of Swedish Taxa-
tion Act, Inkomstskattelag discussed above. 

Furthermore, Öberg et al. (2004) also argue that motives behind mergers could be unders-
tood as being intentional while other authors highlight on the underlying forces. The term 
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‘motives and driving force’ are often used as a pair or even interchangeably in this thesis. In 
attempting to understand the main driving forces behind M&A’s, the following authors; 
Gaughan (2002, p. 111); Walter and Barney (1990); Öberg et al. (2004) identified three ma-
jor motives for M&A’s,  illustrated below. 

Table 2.1 motives for mergers and acquisitions  

 

MOTIVES FOR M&A’S 

 

Synergy 

 

Diversification 

 

Growth 

(Source: Based on Öberg et al., 2004, p. 22). 

 

2.1.1    SYNERGY  

This is the first motive/driving force for M&A’s. Synergy is derived from the Greek word 
‘synergos’ which means working together. According to Hitt et al. (2001, p. 53) synergy re-
fers to, “the ability of two or more units or companies to generate greater value working 
together than they could have done when working apart or alone”.  The following authors; 
Gaughan (2002); Öberg et al. (2004) defined synergy as, “the interaction between two sub-
stances or factors so that their combined effect is greater than the sum of their individual 
effects”. According to Öberg et al. (2004) synergic effect is demonstrated mathematically 
as: 2+2 = 5.  The authors further state that the combined outcome of two variable gives 5 
which is greater than 4 being the sum of the individual variables. In view of this mathemat-
ical expression, Gaughan (2002) points that a corporate combination can be much more 
profitable than the sum of their individual parts. The two definitions of synergy are all cor-
rect; however in this thesis the author consider Hitt et al. (2001) definition because it is 
more simplified than that of Gaughan (2002), reason for this is that the outcome of ‘5’ is 
logical and can’t be understood using mathematical formulae by everyone making it ambi-
guous. 

In addition to this, Gaughan (2002) has distinguished between different types of synergy: 
operational synergy, financial and managerial synergy respectively. According to this au-
thor, operational synergy includes both economics of scale and economics of scope (dis-
economies of scale).  Economics of scale is when an increase in output of a company’s op-
eration brings about decrease in per- unit cost (Gaughan, 2002).  

Öberg et al. (2004) add that economics of scale are created in horizontal acquisitions, for 
example accessing additional production facilities improves production efficiency. In Fig-
ure 2.1.1 below, the authors shown that increase in output leads to decrease in per-unit 
costs; this is called ‘spreading overhead’. The authors further stress that, the result of this is 
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due to increase in specialization of labor, management and more efficient use of capital 
equipment, which might not be possible to achieve at low output levels. Operational syner-
gy can stern from combining operations of hitherto separate unit or from knowledge trans-
fers which may lower the cost of the involved business units or may enable the company to 
offer unique products and services (Peck & Temple, 2002, p. 319-320). Another operating 
synergy is economics of scope (diseconomies of scale) which arise when firm (s) experience 
high costs and other problems associated with co-ordinating a larger scale operation. The 
authors argue that in economics of scope, batch production becomes much cheaper than 
separate production and vice versa. 

 

Figure 2.1.1 Economics of scale & Scope (source: Gaughan, 2002, p. 117). 

In financial synergy, the following authors; Trautwein (1990); Peck & Temple (2002); and 
Gaughan ( 2002) stress that the motive for M&A’s is to lower cost of capital and one way 
to achieve this is by lowering risk of company’s investment portfolio by investing in unre-
lated business. Trautwein (1990) points that, another motive might be to increase the com-
pany’s size (for access to cheaper capital) and also establishing an internal capital market 
(for efficient capital allocation). Larsson and Finkelstein (1999) point that managerial syn-
ergies “highlight that the driving force for M&A’s is based on applying complementary 
competencies or replacing incompetent managers”. According to the authors, by merging 
with or acquiring another company, managerial problems within the company can be dealt 
with, additional and complementary competencies is added. The same authors further 
point that motive for financial synergy can lead to diversification outside a company’s cur-
rent industry category. 
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2.1.2   DIVERSIFICATION    

This is another motives/driving force behind M&A’s. According to Penrose (1995), diver-
sification means areas of specialization. The author argue that areas of diversification varies 
from one firm to another depending on the characteristics of its product category. The au-
thor noted that it is common for firms to specialize in “single-product” or “multi-product 
”. The author points that the extent of diversification is to solve specific problems. Penrose 
(1995, p. 110) highlight that firms can diversify from its existing area of production because 
of the following reasons; desire to enter into new markets with new products using the 
same production base; desire to expand in the same market with new products based in a 
different area of technology; and desire to enter new markets with new products based in a 
different area of technology. 

Related to this, Gaughan (2002, p. 123) has defined diversification as, “means of growing 
outside a company’s current industry category”. According to the author this motive is cru-
cial in the M&A’s that took place in the third merger wave – the conglomerate era as men-
tioned before in the introductory section. The author also narrates that one of the reasons 
firms opt to diversify for external expansion rather than internal expansion is due to its de-
sire to enter industries that are more profitable than the current industry. Another reason 
according to the same author could be that the current industry is saturated (that is, has 
reached the mature stage) or is facing competitive pressures within that industry, which 
preclude the possibility of raising prices to a level where extra normal profits can be en-
joyed.   

On the contrary, apart from external expansion, Öberg et al. (2004) argued that firms can 
also diversify for internal expansion into new fields or product line and creating a portfolio 
of businesses within the current industry for the purpose of reducing risk by having more 
than one business area on which to rely on.  In addition to this, financial aspects are mainly 
the focus of expansion, and synergies could be created by risk diversification and coinsur-
ance (Larsson & Finkelstein 1999). To sum up the whole thing, Penrose (1995) conclude 
that diversification is a general policy for growth. 

2.1.3  GROWTH    

The next motive for M&A’s is growth. The previous section discussed synergy and diversi-
fication as motives for mergers and ascquisitions. Diversification and growth are closely re-
lated to each other. In both, firms target to merge in other to grow within their own indus-
try or expand outside their business category for growth.  Sequel to this, Öberg et al. (2004, 
p.27) noted that, one of the objectives for growth is to create a stronger position in the 
present market. By striving towards stronger position, firms can gain monopoly, and mar-
ket power, price mechanisms can be set aside, this would be advantageous in raising the 
prices of market products (Trautwein, 1990).  The author highlights that, through monopo-
ly, firm can cross-subsidize products, limit competition in more than one market and deter 
potential entrants from its markets. This is called collusive synergies . 

Other motives/driving force include: raider, process, empire and hubris, they are also es-
sential for M&A’s (Öberg et al., 2004; Trautwein, 1990).  Concerning the drive for ‘hubris’, 
a company can focus on ‘overpaying’ or ‘lobbying’ in other to win M&A’s, while in 
‘process’ the driving force for M&A’s is focus more on business strategy. In the case of 
raider, the motive focus on transferring wealth from shareholders of the target companies 
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to the acquiring firms (Öberg et al., p.29). In summary, this study has noted that; synergy, 
diversification and growth were the main motives for M&A’s according to the views of the 
following authors; Öberg et al. (2004), Gaughan (2002) and Trautwein (1990).  Öberg et al. 
(2004) point that the motive for M&A’s is basically for change, impact of this can cause 
different changes in an organization. 

2.2 ORGANISATIONAL CHANGE  

Due to the motives mentioned above, organizations can change from one form to another 
based on reasons. Buke et al. (2009, p. 24) has identified two main reasons for organiza-
tional change in the following; knowledge explosions and organizational revitalization. Ac-
cording to the authors, knowledge explosions involve shift in values and outlooks, between 
the people who make history and those who make knowledge. Quest for knowledge explo-
sions leads to organizational revitalization (is a complex social process that involves a deli-
berate and self-conscious examination of organization behavior and a collaborative rela-
tionship between managers and scientists to improve performance). Therefore, organiza-
tions are more likely to change in strategic re-orientations that demand significantly differ-
ent patterns of operations according to (Burke, 2008). This pattern of organizational 
change processes are often separated into states or stages, each phase targets something 
different (Garvin, 1998; Ford & Greer, 2006). Organizational change processes are sepa-
rated into three stages/states in the following; future state (where the leadership wants the 
organization to get to); the present state (where the organization currently is); and the tran-
sition state (is the set of conditions and activities that the organization must go through to 
move from the present to the future) according to (Beckhard & Harris, 1987, p. 687). Fig-
ure 2.2 below illustrates organizational change processes from present state to future state. 

 

Figure 2.2: Source(Beckhard & Harris, 1987, p. 687). 

Related to this, Cases and Jones (2004, p. 301) defined organizational Change as the 

‘‘process by which organizations move from their present stage to some desired future stage to increase their 
effectiveness’’.   

The authors repeat that the goal of planned organizational change is to find new or im-
proved ways of doing things using resources and capabilities in order to increase an organi-
zation’s ability to create value and improve returns to its stakeholders. An example of a suc-
cessful organizational change is a case of “British Airways” (BA) and a “pharmaceutical-
chemical company” in UK. BA has been a government-supported organization faced with 
poor customer services, therefore the organization changed itself (i.e culture) radically in 
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order to become successful, while in the case of pharmaceutical chemical the company ex-
perienced problem of late delivery of customer order according to (Burke, 2008, p. 65; 
Tushman & O’Reilly, 1996, p. 21).  An organization can change from one stage to another 
in order to create value, changing gradually by adapting continuously and changing rapidly 
in search of a niche in its environment says (Morgan, 1997). This author has described or-
ganizational change metaphorically as a ‘living organism’ undergoing different changes. A ma-
jor strength of this metaphor is the emphasis on the interactions between an organization 
and its external environment according to the same author..   

Studies conducted by Cases and Jones (2004, p. 310) noted that organization can face two 
types of changes: evolutionary and revolutionary changes. The authors further stress that; 
evolutionary change is gradual, incremental and specifically focused. The authors point that, 
evolutionary change requires an attempt to improve, adapt, and adjust strategy and struc-
ture incrementally to accommodate changes taking place in the environment. According to 
the authors’ organisation is required to make major changes quickly and decisively rather 
than wasting time to set up programs that foster evolutionary change or wait for perfor-
mance results that such programs can bring about thereby requiring revolutionary change. 
A case of “pharmaceutical company” in UK (mentioned above) represent an example of 
evolutionary change. Burke (2008) has emphasized that this type of change in a case of UK 
pharmaceutical company is ‘‘Darwinian’ since it is characterize by slow and incremental 
step to fix a problem. 

On the contrary, Cases and Jones (2004) emphasize that revolutionary change is rapid, dramat-
ic and broadly focused. According to the authors revolutionary change requires a bold at-
tempt to quickly find new ways to be effective, likely to result in a radical shift in ways of 
doing things ranging from, new goals, and new structure.  Burke (2008) also emphasize that 
a case of BA represent a revolutionary change hence it is characterize by a radical change. 

Related to this, Tushman and O’Reilly (1996, p. 11) also point that organizations can 
evolve through two patterns of changes: periods of incremental/continuous change punc-
tuated by revolutionary/discontinuous change. According to the authors, long-term success 
is marked by increasing alignment among strategy, structure, people, and culture. Tushman 
and O’Reilly (1996) further stress that, these discontinuous changes are always driven either 
by organizational performance problems or by major shifts in the organization’s environ-
ment, such as technology or competitive shifts. Related to this, Bruch, Gerber and Mailer 
(2005) also noted that top executives must systematically make two decisions when dealing 
with both evolutionary and revolutionary changes; first they need to decide the right 
change required for their company and second, they need to decide how to implement the 
change correctly or decisively. According to the authors both evolutionary and revolutio-
nary changes can be influence by two invisible forces such as resistance force (negative 
force) and change forces (driving force or positive force).  Lewin (1958) argues that driving 
force push an organization towards new behavior (example higher productivity) while resis-
tance force inhibit organization’s new behavior. The key in understanding lewin’s force 
field explanation is a matter of perception, especially the way organization perceives these 
forces interms of changing their norms towards change. Organization can embrace change 
by changing their norms by increasing the force of change. 
 
Related to this, studies by Cases and Jones (2004) has noted that Lewinian’s planned ap-
proach to organizational change is grounded in a general system of ideas termed ‘field 
theory’.  The authors also noted that organizations are constantly influenced by these two 
sets of field forces; resistance force (negative force-forces for stability) and change force 
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(positive force). These two sets of forces are always in opposition in an organization. The 
authors highlight that equilibrium is a normal state of an organization and when the forces 
are evenly balanced the organization is in a state of inertia and does not change, to achieve 
change an organization would need to increase the change force and reduce resistance 
force simultaneously (Cases and Jones, 2004, p. 308 & Graetz et al. 2002, p. 99).  See Fig-
ure 2.2.3 below for illustration of Lewin’s force-field theory. According to Cases and Jones 
(2004) an organization at performance level P1 is balance, that is forces for change is equal 
to resistance force. To get to performance level P2, managers must increase the forces for 
change (the increase is represented by the lengthening of the upward arrows) and reduce 
resistance to change (the reduction is represented by shortening of the downward arrows).  

 

Figure 2.2.3: Lewin’s Force- Field Theory of Change model (Source:Cases and Jones, 2004, p. 308). 

In line with force-field theory, Graetz et al. (2002, p. 99-100) identifies three changes capa-
ble of affecting an organization; unfreezing, change (moving) and refreezing. An overview 
of these processes is provided in the following. 

2.2.1 Unfreezing 

This requires change in an existing organizational culture and method of operation (Graetz 
et al., 2002). In line with this, Hatch (1997, p. 353) highlights that unfreezing unbalances 
the equilibrium that sustains organizational stability. According to this author, unfreezing 
can occur by either producing additional forces for change or by reducing resistance force 
for change. From the above diagram (in Figure 2.2.3) unfreezing occur at a point when an 
increase is represented by the lengthening of the upward arrows from p1 to p2 (indicating 
force of change) and when the reduction is represented by shortening of the downward ar-
rows from p1 to p2 (indicating resistance for change).  
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On the other hand, Schein (1987) points that unfreezing can create motivation and readi-
ness for change. There are three ways of unfreezing an organization according to (Schein, 
1987). First, is disconfirmation or lack of confirmation. The author emphasize that there 
should be radical change in any level that threatens organizational survival. Second, is in-
duction of guilt or anxiety. The author point that this requires making change to close the 
gaps or taking necessary actions required to make things better. Third, is creation of psy-
chological safety. The author stress that, motivations for change does not cause any feel-
ings of embarrassment, humiliation, or loss of face or self-esteem. The author highlight 
that organizational members need to feel worthy and psychological safe, that is, have no 
fear of retribution or punishment for embracing change. According to the same author 
these three measures mentioned can lead to change. 

2.2.2 Change or Movement 

This involves the creation of cognitive recognition in the workforce of the need for change, 
and the establishment of new norms of behavior around a particular set of new structures 
and processes (Graetz et al., 2002). Organizational behavior is transformed in the direction 
of greater collaboration and mutual responsibility; managers and workers should break out 
of their functional activities and create new roles which could blur the lines of authority 
and decision making (Zuboff, 1984, p. 5-7). Organizational behavior should change to gain 
acceptance of new norms and values.  

Related to this, Hatch (1997) points that ‘change’ influences the direction of movement in an 
unbalanced way (see Figure 2.2.3. above for change, between p1 and p2). Strategies for in-
fluencing the direction of change include training new behavioral patterns, altering relation-
ships and reward systems, and introducing different styles of management (example, re-
placing an authoritarian with a participative management style). The same author further 
stress that change continues until a new balance between driving and restraining forces is 
achieved.  

On the other hand, Schein (1987) points that change should involve cognitive restructur-
ing. What this author mean is that organizational members need to see things differently 
from how they saw them before and as a result of this suggest that, managers and em-
ployess need to think and act differently in order to bring change in the organization. The 
author suggests that two processes are necessary to accomplish change. First, is identifica-
tion with a new model, mentor, leader, or even a consultant to see things from another or 
different perspective. Second, is scanning the environment for new, relevant information. 
The author suggests that this can be done by learning from others’ experience such as, 
sending delegates from the organization to attend conferences in order to gain new infor-
mation required for the organization. 

2.2.3  Refreezing 

According to Hatch (1997) refreezing occurs when new behavioral pattern stabilize or be-
come institutionalized. The author highlights that refreezing requires new recruiting poli-
cies to assure that new recruits share the organizational culture to enable them work well 
within the new structure and reward systems. In addition to this, Graetz et al. (2002) stress 
that in refreezing, new norms are established which leads to new ways of doing things. The 
author also noted that this process reinforces the structures and values of continuous im-
provement. The refreezing step establishes ways to make the new level of behavior “rela-
tively secure against change” (Lewin, 1947, p. 344). This step could include installing a new 
reward system to reinforce the new, desired behavior or restructuring certain aspects of the 
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organization so that new accountability arrangements and new ways of measuring perfor-
mance are put in place (Lawler, 1977). 

In summary, Lewin’s force field theory of change initiative (freezing, change and un-
freezng) is a strong tool in causing or affecting an organization to change. Through organi-
zational change, value can be created effectively. 

2.3    ORGANISATIONAL CHANGE AND VALUE CREATION 

According to Cases and Jones (2004) organizational change is normally planned, to im-
prove effectiveness on different levels of the organization such as: human resources, func-
tional resources, technological capabilities and organizational capabilities. Cases and Jones 
(2004) further stress that, human resources are organization’s asset and their strength lies in 
the skills and abilities possess by its employees. Lines, Stensaker, and Langley (2006, p. 350) 
add that human resources lies on attributes an individual possesses such as education and ex-
perience, these attributes represent an asset both at individual and organizational level.  Mar-
lene and Marjorie (1985; p. 804) argue that organization does not have brains instead they 
develop memories through human resources which preserve certain behaviors, mental maps, 
norms, that can add values to the organization. Therefore organization can gain competi-
tive advantage by having resources and capabilities that are rare, valuable, inimitable, superior 
and non substitution, well access to cheaper or innovative factor markets, access to net-
work, market segmentation, market power, economics of scale and scope as suggested by 
RBV stated by (Hoopes, Madsen & Walker , 2003; Barney , 2000 ; Løwendahl & Revang, 
2004, p. 51 ; Sudarsanam, 2003, p. 50-52;  Johnson et al., 2003, p. 6-7).  

Barney (2000) explains further that a firm’s resources must be valuable, in the sense that it 
must exploits opportunities and/or neutralizes threat in a firm’s environment or implement 
strategies that can improve its efficiency and effectiveness. The author also points that 
firms can improve their performance only when their strategies exploit opportunities or 
neutralizes threat in its environment. The author highlights that a firm’s resources must be 
rare in both current and potential competitions in order to create competitive advantage. By 
this, Barney (2000) mean that a firm enjoys competitive advantage when it is implementing 
a value creating strategy not simultaneously implemented by large numbers of other firms.  
The same author argues that a firm’s resources must be imperfectly imitable and can be 
thought as empirical indicator for generating sustained competitive advantages. Studies by 
Lippman and  Rumelt (1982) also point that when a firm with competitive advantage does 
not understand the source of its competitive advantage better than other firms, that com-
petitive advantage may be sustained because it is not subjected to imitation. The same au-
thors observe that combination of valuable, rare and imperfectly imitable resources can 
create new investment to the organization.  

Sequel to this, Cases and Jones (2004) point that organization can target change through 
M&A’s to create new investment necessary to provide human resources with new skills and 
abilities. In addition to this, the authors further stress that, organization need to change the 
attitude of their employees towards learning new routines on which organizational perfor-
mance depends and improve organizational learning and decision making at top manage-
ment level. Related to this, Holman and Devane (1999) add that organization can turn their 
attention to resources (such as data, people as asset, knowledge and power) to implement 
change. The authors point that objectives, values, visions can move the organization to-
wards change. According to Duck (1996, p. 56) change is intensely personal, and noted that 
for change to occur in any organization, each individual must think, feel, or do something 
different. The author observes that, everyone needs to develop more skills and capabilities 
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together as required to create value required in the organization. The author also stress 
that, change through new investment in human resources can create value at functional 
level.  

Functional resources such as structure and culture are another source of organizational 
change, through M&A’s value can be created according to (Cases & Jones, 2004). Organi-
zation need to target change at functional levels  in order to build internal and external syner-
gies required, and managers need to encourage spirit of innovation, experimentation and 
entrepreneurship through the creation of strong, appropriate organizational cultures (Col-
lins, 1998 ; Kanter, 1983). On the other hand, Holman and Devane (1999) note that inno-
vative organization should change strategies to improve their productivity. The same authors 
stress that new strategy or ultimate goals (objectives, values and visions) can move the or-
ganization toward greater adaptability.  

According to Cases and Jones (2004) changes must take place at all levels of the organiza-
tion and must include changing the routines an individual use to greet customers, changing 
work group relationships and top management decisions. The same authors reveal that changes 
from a functional to a product team structure may speed the new product development 
process and may provide a setting in which people are motivated to perform. Changes 
from traditional mass production to a manufacturing operation based on self managed 
work teams, often allows companies to increase product quality if employees can share in 
the gains from the new work system. In line with this, studies of Tushman and O’ Reilly 
(1996, p. 15) also reveal that firms need to periodically re-orient themselves in order to suc-
ceed over the long haul, by adopting new strategies and structures that are necessary to accom-
modate changing environmental conditions in order to add value in an organization. The 
authors further state that, organization need to be ambidextrous in implementing both in-
cremental and revolutionary changes in its functional activities in order to maximize tech-
nological opportunities which can create value to the organization. 

Information technology (IT) can also drive an organizational for change. Value is created 
through innovations in both production process and product development activities.  Information 
technology can improve the production process and also enhance the flexibility of the actual 
product or service delivered (Castells, 1996). According to Castells (1996, p. 241) informa-
tion technology ‘‘increases dramatically the importance of human brain input into the work 
process’’ and also stimulates automated work process a ‘‘greater need for an autonomous 
educated worker, able and willing to program and decide entire sequence of work’’. In line 
with this, Kolodny, Michael and Bengt (1996) add that information technology can provide a 
means to better manage the unforeseeable uncertainties by providing workers with the neces-
sary information to construct knowledge-based methods for handling a variety of contin-
gencies. The dilemma of trade-offs that faces most organizational choices (such as; high 
quality or lower costs, differentiation or integration) can be better managed, balanced, and 
anticipated with the application of information technologies that allow simulations, feed-
back, and advanced forecasting according to (Aram, 1976).  On the other hand, Lines et al. 
(2006, p. 372) point that introduction of new technology creates opportunities and challenges 
for organizations by triggering changes in strategies and practices. In line with this, studies 
conducted by Ahuja and Katila (2001) point that organization need to target changes in in-
novation, technology or better stakeholder-related practices which may have emerged in 
possibly smaller, less bureaucratic and more innovative target firms. According to Zuboff 
(1984) technology becomes a rich resource that permits innovation methods of informa-
tion sharing, exchange, and collaboration; the wide and open access to information allows a 
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climate of collective responsibility and team problem solving. According to the author 
technological and organizational capabilities are important for organizational change in or-
der to create value. 

 
Cases and Jones (2004) point that technological capabilities can give organizations an enormous 
capacity to change itself in order to exploit market opportunities.  Organizations need to 
provide the context that allows them translate their technological competences into value 
creation for their stakeholders. The ability of an organization to develop a constant stream 
of new products or to modify existing products so that they continue to attract customers is an or-
ganizational core capability – “capabilities which differentiate a company strategically, fostering benefi-
cial behaviors not observed in competitive firms” (Leonard-Barton, 1992; Cases & Jones, 2004).  
On the other hand, Tyre and Orlikowski (1993) also point that technology can facilitate com-
munication within the organization.  The authors further stress that technology can facilitate 
the creation of more efficient work practices within the organization. 
 
On the other hand, Priem and Butler (2001) point that through technological and organiza-
tional capabilities, value can be created. In line with this, Sudersanam (2003) highlights that 
in the resource-base view (RBV) of mergers, the merging firms can share their resources 
and capabilities to create value which could lead to cost reduction and sales revenue en-
hancement or real option-type growth opportunities. Value of resources depends not on its 
existence but also on its utilization, therefore through M&A’s firms with complementary 
resources and capabilities can utilized their resources jointly and fill the gap where their 
current endowments, and the desired profile to accomplish competitive goals is wide  (Su-
darsanam, 2003). The author stress that when two value chains of two firms are combined 
together, the sum of the value margin must increase to create value for shareholders. The 
author draws conclusion that the outcome of their value chain margin after merging would 
be greater that the outcome before merging. The motive for M&A’s depend on the size of 
the organization (for example, whether horizontal, vertical and conglomerate merger). Here 
is a brief definition of M&A’s types and their characteristics. Table 2.3 below illustrates 
types and characteristics of mergers. 

Table 2.3: Types and Characteristics of mergers:  

 

Type  of merger 

 

Characteristics 

Horizontal Occurs when two competitors combine 

Vertical Combination of buyer-seller relationship 

Conglomerate Not either horizontal or vertical 

(Source based on Gaughan, 2002, p. 7-8). 

Vertical merger is more concern in this thesis because it deals with a case study of PNL 
merging with Bring Logistics in the third quarter of 2009. In vertical merger, Sudarsanam 
(2003, p. 50-52) noted that there will be much wider overlap among the value chain ele-
ments than in a conglomerate merger. The author further stress that factors such as; func-
tional resources, human resources, technological capabilities and organizational capabilities 
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may dictate for M&A’s. Different merger types differ in the ways the value chain elements 
of the merging firms are related. Sudarsanam (2003) conclude that organizational change 
can lead to new ways of doing things (learning).  

2.4    ORGANIZATIONAL LEARNING 

The final continuing organizational change is the learning organization, continuing to fuel 
models of organization based on the processing of knowledge and information.  

“Organizing and learning are essentially antithetical processes, which means that the phrase organizational 
learning is an oxymoron; to learn is to disorganize and increase variety; to organize is to forget and reduce 
variety; in the rush to embrace learning, organizational theorists often overlook this tension” according to 
(Weick and Westley, 1996, p. 440). 

Organizational learning is defined as the “process of improving actions through better 
knowledge and understanding” (Marlene & Marjorie, p. 803).  In addition to this, Hitt et al. 
(2001) emphasize that creating a new knowledge can be a source of organizational renewal 
and sustainable competitive advantage (CA). Studies conducted by Graetz, Rimmer and 
Smith (2002, p. 104) noted that new knowledge creation is an important resource that de-
termines organizational effectiveness. The authors stress that new knowledge can be gained 
through trial and error process which requires goal-setting and feedback as the crucial va-
riables. The authors have noted three types of organizational learning such as; haphazard, 
single-loop (goal-based) and double loop learning. 

In haphazard learning, Graetz et al.(2002) highlight that the objective of learning is ambigous 
or unclear, there is no process to reinforce positive lessons. The authors mean that in ha-
phazard learning there is no feedback mechanism pointing out what need to be change as a 
result of past mistake. The second type of learning is single-looping or goal based. The same au-
thors point that learning is achieved through feedback mechanism which is opposite of ha-
phazard learning. Graetz et al. (2002) draw conclusion that single-looping responses to a 
problem that is carried out in the context of the existing assumptions and structures. The 
authors repeated that, there is a single feedback steps in single-looping. The third type of 
learning is double-looping. Double-looping involves two feedback steps; the first step involves 
learning from the pursuit of established goals and the second step involves learning by 
questioning established goals (Graetz et al., 2002). The authors add that double-looping 
connects the problem to the very structures and assumptions that guide organization.  
Double-looping evaluates the assumption and a greater likelihood for a structural solution 
which is not applicable in single looping. Organizational learning (whether; haphazard, sin-
gle-looping or double-looping) can be acquired through different processes. 

Research conducted by Hitt et al. (2001) has revealed four ways of organizational learning 
processes. This include; knowledge acquisition, information interpretation, information dis-
tribution and organizational memory. An overview of this is represented using a model be-
low in Figure 2.4. 
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Figure: 2.4 (A model of  organizational learning designed by author’s own creation). 

Description of these processes is provided in the following. 

2.4.1   KNOWLEDGE ACQUISITION  

According to Huber (1991, p. 90) knowledge acquisition is the ‘‘process by which know-
ledge is obtained’’. The author noted that, knowledge can be obtained through formal or-
ganizational activities inform of: customer survey, R&D, performance reviews and compet-
itor’s analysis.  

Research conducted by Polanyi (1966) shows that knowledge can be acquired or created 
through different modes such as; socialization, combination, internalization and externali-
zation. According to the author explicit or codified knowledge refers to “knowledge that is 
transmittable in formal and systematic language”. According to the author, tacit knowledge 
can not be transmitted in formal and systematic language instead it resides on individual.  
The same author further stress that, tacit knowledge is deeply rooted in action, commit-
ment, and involve in a specific context. Hitt et al. (2001) point that tacit knowledge is learn-
ing by doing, and it can help organizations to learn quicker if many acquisitions or mergers 
are pursued, but stress that the most essential thing to note is ability to learn quicker re-
gardless of the number of acquisitions or mergers. According to the authors, companies ac-
tively using an acquisition strategy should also learn from the experience of competitors and 
other companies pursuing similar types of deals, this can reduce the need to learn from mis-
takes and therefore decrease learning time. Organizations can move rapidly along the learn-
ing curve in which unnecessary cost (such as monetary and non-monetary cost) of acquisi-
tions are reduced as quickly as possible. Therefore through knowledge acquisition organiza-
tion can create new knowledge. 

On the other hand, Huber (1991, p. 96) highlight that through acquisition strategy, organi-
zations can learn new strategies, administrative practices and technologies from other organization.  
Nonaka (1994, p. 19) point that apart from new processes organization can also create 
knowledge through different modes such as; socialization, externalization, internalization 
and combination as mentioned before by (Polanyi, 1966). Socialization is the first mode of 
knowledge creation. In socialization, the author noted that, an individual can acquire tacit 
knowledge without language, the key to acquiring it is through shared experience otherwise 
it becomes difficult for people to share different thinking processes. Through shared expe-
rience and interaction, knowledge is created from tacit knowledge to tacit knowledge.  The 
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author called this process Socialization.  The diagram below shows different modes of know-
ledge creation.   

                                   Table 2.4.1:  Showing  different modes of knowledge creation  

     

                                     (Source : Nonaka, 1994, page 19). 

Nonaka (1994) highlights that the second mode of knowledge creation involves the use of 
social processes to combine different bodies of explicit knowledge held by individuals. This 
can be achieved through individual interaction and combine knowledge through exchange 
mechanisms such as meetings and telephone conversations thereby creating new know-
ledge. The process of creating ‘‘explicit knowledge’’ from ‘‘explicit knowledge’’ is called combina-
tion.  

According to the same author, the third and fourth modes of knowledge creation involve 
both tacit and explicit knowledge. Both tacit and explicit knowledge are complementary 
and can expand over time through a process of mutual interaction. With regards to this, the 
author noted that the process of creating ‘‘tacit knowledge’’ from ‘‘explicit knowledge’’ is called 
externalization. While the process of creating ‘‘explicit knowledge’’ from ‘‘tacit knowledge’’ is 
called Internalization. Nonaka (1994) further stress that socialization, combination and in-
ternalization has partial analogs with respect of organization theory than other modes of 
knowledge creation. The author also notes that socialization is connected with theories of 
organizational culture, while combination is rooted in information processing, and interna-
tionalization has association with organizational learning.  

In summary, Hitt et.al. (2001, p. 111) also emphasize that, the key to knowledge creation 
lies on the ability of managers to make conscious effort in learning from experiences with 
acquisitions and large-scale organizational changes. Much of the effort that is expended to 
create knowledge within the firm is helpful in information interpretation.  

2.4.2   INFORMATION INTERPRETATION  

Information interpretation is defined as a process through which information is given 
meaning (Hitt et al., 2001, p. 111). According to the authors, information interpretation is 
facilitated by the encouragement and sharing of multiple perspectives. The authors stress 
that organization need to share multiple perspectives by being open minded to issues that 
would help organization. Multiple perspectives would enlighten an organization in inter-
preting and disseminating information. Daft and Weick (1984) conclude that more learning 
would occur when more organizational units understand the nature of the various interpre-
tations held by other units. This simply means various ways or methods of interpretation of 
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information by different unit of department. According to the authors more complete un-
derstanding of information can lead to change in the range of cognitive potential behaviors 
of organizational learning.  

Related to this the extent of shared interpretation of new information can be affected by 
processes such as; uniformity of cognitive map, uniformity of framing, media richness, in-
formation overload, and unlearning (Bartunek, 1984; Milliken, 1990). 

Individual cognitive maps (that is, mental reasoning or frame of reference) can affect or in-
fluence interpretation of information, which varies across organizational units with differ-
ent responsibilities (Hitt et al., 1987 & Huber, 1991). On the other hand, the way informa-
tion is framed affects its interpretation as noted by (Dutton & Jackson, 1987). Uniformity 
of cognitive map and framing of information across individual can change organization’s 
potential towards learning. If information is not uniformly framed well when distributed to 
different units, uniform interpretations are less likely to be achieved. Sims and Gioia (1986) 
point that the important feature of interpretation is the way it is socially constructed which 
can be communicated effectively through the media. 

Media richness can increase the way information is interpreted and given meaning. On the 
contrary, if media is not rich information interpretation will be poor. Therefore media rich-
ness is a determinant of the extent to which information is given common meaning by the 
sender and receiver of a message. Media richness is defined as a “communication medium 
capacity to change mental representations within a specific time interval” (Huber, 1991). 
Another study conducted by Daft et al. (1987) also indicate that managers who consider 
media richness when choosing a communication medium are more effective in learning. The 
authors argue further that media richness can result to information overload. 

Information overload is when information to be interpreted exceeds the unit capacity to 
process it (Huber, 1991). Organization should have a well management information system 
(MIS) design to identify information that is most relevant, and to reduce information overload 
that is, an obstacle to organizational learning (Huber, 1991; Hitt et al., 2001).  According to 
Huber (1991) information overload can lead to unlearning and it has effect on learning. Un-
learning is a process through which learners discards knowledge. The same author mean 
that unlearning is an intentional approach applied at functional level to discard obsolete and 
misleading knowledge. Hitt et al. (2001, p. 113) add that unlearning opens a new way for 
learning to take place, new knowledge is only valuable to the extent that it is distributed in 
an organization as part of its learning. 

2.4.3    INFORMATION DISTRIBUTION 

Information distribution is another process of organizational learning. Organizational sys-
tem perform routine functions by storing and distributing information across organization-
al sub-units so that it can be access for learning (Huber, 1991). The author further stress 
that when information is combine from different sub-units, it leads to new information and 
understanding. Researchers in organizational behavior and organizational communications 
have learned a lot through information distribution in organizations, and reviews are so 
great (Guetzkow, 1965). Information distributed across sub-units can be stored in organi-
zational memory. 

2.4.4    ORGANIZATIONAL MEMORY  

Organization can learn through the way its members store and retrieve vital information. A 
great deal of organizational knowledge about how to do things is stored in the mind of its 
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members according to (Hitt et al., 2001; Huber, 1991).  Huber (1991) points that organiza-
tion can learn by storing its core competence (intellectual skills and expertise) in a retrieva-
ble system, accessible by other organizational members. If this information is not stored 
organizational members might not be aware of its existence or know how to access it. Ac-
cording to the author, top management should assign a key employee to manage organiza-
tional learning in a retrievable and accessible fashion.  

With regards to this, Yates (1990) considers organizational memory as a significant parame-
ter for learning. The author noted two points; firstly that learning must be stored in memo-
ry, and usability of learning depends on the effectiveness of organization memory. Second-
ly, that information acquisition which is directed from previous learning should also be re-
tained in memory 

2.5  SUMMARY OF THEORITICAL  FRAME OF REFERENCE 

In this section, the theory was chosen in such a way that the research questions is ans-
wered. Organization change processes are separated into three stages; present state, transi-
tion state and future state. Figure 2.5.1 below summarizes the parameters affecting or caus-
ing organizational change. To achieve change, an organization would need to increase the 
change force and reduce resistance force simultaneously (Cases and Jones, 2004, p. 308 ; 
Graetz et al. 2002, p. 99). In this thesis, three changes affecting or causing organizational 
change were discussed in the following; unfreezing, change and refreezing according to the 
views of Graetz et al. (2002). These changes are capable of adding value to the organiza-
tion. A changing organization is also capable of learning through processes such as; know-
ledge acquisition, information interpretation, information distribution, and organizational 
memory. Combination of these parameters serves as a basic for  this empirical study. 

 

 

 

 

 

 

 

 

 

 

 

Figure 2.5.1 A model summarizing theoretical frame of reference designed by author’s own creation 
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3   METHODOLOGY 

This chapter presents a description of the procedure used in this thesis. The research approach, chosen re-
search method and the reason for choosing a case study are also explained. It also unveils validity and relia-
bility used in the study; followed by presentation and analysis of empirical findings.  

According to Saunders, Lewis and Thornhill (2007, p. 602), research methodology is a 
theory of how research should be undertaken, including the theoretical and philosophical 
assumptions upon which research is based and the implications of these for the method or 
methods adopted. In line with this, Ghauri and Gronhaug (2005) mention that research 
methodology can be expressed as a “system of rules and procedures”. The authors stress 
that such rules and procedures are essential in research for several reasons in the following; 
it can be expressed as rules for reasoning, in other words a specific logic to acquire insight; 
it reports in details how researcher has obtained his or her findings and a means for evalua-
tion by others; finally it can be measured as the rule for communication. By reporting on 
the rules and procedures used, it enables others to try to replicate them, or criticize the ap-
proach chosen and the findings reported. 

3.1    RESEARCH APPROACH 

The extent to which you are clear about the theory at the beginning of your research raises 
an important question concerning research approach. There are two types of research ap-
proach; (deductive and inductive) to conduct an investigation which are determined by the 
purpose of each study according to (Saunders et al., 2007, p. 117; Ghauri & Gronhaug 
2005, p.15 ). 

According to Saunders et al. (2007) in deductive approach, you develop a theory and hypothe-
sis (or hypotheses) and design a research strategy to test the hypothesis. The authors mean 
that in deduction, theory is tested to make an ‘observation/finding’. In line with, Ghauri 
and Gronhaug (2005, p. 15) also emphasize that deduction draws conclusions through logi-
cal reasoning. In this case, it needs not be true in reality, but it is logical. The authors mean 
that hypothesis is built/deduced from the existing knowledge (literature), which can be 
subject to empirical scrutiny (testing) and thus can be accepted or rejected. Related to this, 
Bryman and Bell (2003, p. 12) also noted that in deduction, observations/findings is the 
outcome. To put it clearly, deduction entails a process in which: 

theory                observations/findings 

Studies conducted by Robson (2002) noted five sequential stages through which deductive 
research will progress in the following; 

• deducing a hypothesis (a testable proposition about the relationship between two or 
more concepts or variables) from theory, 

• expressing the hypothesis in operational terms (that is, indicating exactly how the 
concepts or variables are to be measured), which propose a relationship between 
two specific concepts or variables, 

• testing this operational hypothesis, 

• examining the specific outcome of the inquiry (it will either tend to confirm the 
theory or indicate the need for its modification), 
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•  modifying the theory in the light of the findings. 

In induction approach, Saunders et al. (2007) further stress that theory is developed or built 
as a result of data analysis. The authors mean that induction begins with data analy-
sis/observation and ends with theory. In contrast, the authors noted that induction is the 
opposite of deduction. In induction approach, theory is the outcome (Bryman & Bell, 
2003).  In line with studies of Bryman and Bell (2003); Ghauri and Gronhaug (2005, p. 15) 
also emphasize that through induction conclusion is drawn from empirical observations. 
According to the authors, the process goes from; 

observations/findings               theory 

Saunders et al.(2007, p. 120) summarized major differences between deductive and induc-
tive research approach using a table for better understanding of the subject of discussion.   

3.1.1  DEDUCTIVE APPROACH  VERSUS   INDUCTIVE APPROACH 

TABLE 3.1.1: Depicts difference between deductive and inductive approach 

 DEDUCTION INDUCTION  

scientific principles gaining an understanding of the meanings 
of humans attach to events 

moving from theory to data a close understanding of the research con-
text 

the need to explain causal relationships be-
tween variables 

 

the collection  of qualitative data 

the collection of quantitative data a more flexible structure to permit changes 
of research emphasis as the research 
progresses 

the application of controls to ensure validity 
of data 

a realization that the researcher is part of 
the research progress 

the operationalisation of concepts to ensure 
clarity of definition 

 

less concern with the need to generalize 

a highly structured approach  

researcher independence of what is being re-
searched 

 

the necessity to select samples of sufficient 
size in order to generalize conclusions 

 

Source: (Deduction versus Induction according to Saunders et al., 2007, p. 120). 
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3.1.2  CHOSEN METHOD- INDUCTIVE APPROACH 

In this thesis, the ‘research approach’ chosen is induction because conclusion is drawn from 
empirical observations using a case study of Pan Nordic logistics company, (PNL). This is 
in line with studies of  Ghauri and Gronhaug (2005, p. 15) which says that ‘‘through induc-
tion conclusion is drawn from empirical observations’’. Using a case study of PNL gives 
this study an opportunity to have personal interactions with interviewees (that is respon-
dents from the company) as illustrated in Figure 3.7.1 below (a typology of interviews). Al-
so, the use of inductive approach through qualitative analysis helps the author of this thesis 
to diagnose theoretical problem (organizational change) of PNL as a result of mergers and 
acquisitions. The author feels less concerned with the need to generalize the result of this 
study with regards to other industries in the same category or in other countries, instead 
tends to develop deeper understanding of the chosen case and the research method in or-
der to generate answers to research questions and fulfill research objective. This is sup-
ported by studies of Morris and Wood (1991) which says that “case study approach is use-
ful to gain a rich understanding of the context of the research and processes being enacted 
in order to generate answers to research questions and objective(s)”. 

3.2    RESEARCH METHOD/ DATA COLLECTION 

Research methods refers to “systematic, focused and orderly collection of data for the purpose 
of obtaining information, to solve/answer a particular research problem or question” 
(Ghauri and Gronhaug, 2005). Method or techniques are sometimes used by researchers 
synonymously. The authors argue that ‘methods’ are different from ‘techniques’. The for-
mer (method) involves data collection through historical review and analysis, surveys, field 
experiments and cases studies while the later (techniques) involves a step-by-step procedure 
of data gathering and analysis for finding the answers to research questions. Therefore 
combination of both research methods/techniques can be used to collect and analyze data either 
through quantitative and/or qualitative method.  Most practitioners and researchers have identi-
fied and classified research method into two categories; quantitative and qualitative method 
respectively according to (Saunders et al., 2007, p. 145; Ghauri & Gronhaug, 2005, p. 109). 

“Methods are techniques and procedures used to obtain and analyze research data, including for example 
questionnaires, observation, interviews, and statistical and non- statistical techniques” according to (Saund-
ers et al., 2007, p. 602). 

3.2.1  QUANTITATIVE RESEARCH  

It is a method of data collection technique which deals with questionnaire or data analysis 
procedure (such as graphs or statistics) or uses numerical data (Saunders et al., 2007, p. 145). 
In conjunction to this, studies by Amaratunga et al. (2002) state that “quantitave” approach 
grows out of a strong academic tradition that places considerable trust in numbers that 
represent opinions or concepts. Studies carried out by Calder (1977, p. 355) points that qu-
alitative research can be referred as the scientific approach. The degree to which the obser-
vations can be quantified (translated in numbers) is often a good index of the maturity of a 
science (Mussen, Conger, & Kagan, 1977, p. 13). Quantitative research focus on social 
structures according to (Ghauri & Gronhaug, 2005, p. 110). 

3.2.2   QUALITATIVE RESEARCH    

In contrast to quantitative analysis, Saunders et al. (2007, p. 145) maintain that qualitative 
research is a method of data collection technique which deals with an interview or data anal-
ysis procedure (such as categorizing data) or use non-numerical data.  The authors express 
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further that qualitative research make reference using pictures and video or audio clips 
when referring to data other than words. According to Ghauri and Gronhaug (2005, p. 110) 
qualitative research is a mixture of the rational, explorative and intuitive, where skills and 
experience of the researcher play an important role in the analysis of data. The authors fur-
ther add that qualitative research most often focused on social process. Related to this, stu-
dies by Amaratunga et al. (2002) state that qualitative research concentrates on words and ob-
servations to express reality and attempts to describe people in natural situation.  

3.2.3   QUALITATIVE VERSUS QUANTITATIVE RESEARCH 

Ghauri and Gronhaug (2005, p. 109) state that, the main difference between qualitative and 
quantitative research is not of ‘quality’ but of procedure. The authors stress that in qualitative 
research, findings are not arrived at by statistical methods or other procedures of quantification. 
The basic difference between qualitative and quantitative research is considered to be that 
qualitative research do not employ measurement, while quantitative research employs mea-
surement (Layder, 1993; Bryman & Bell, 2003; Ghauri & Gronhaug, 2005, p. 109).  Ac-
cording to Bryman and Bell (2003) the difference between qualitative and quantitative re-
search is not just a question of quantification but also a reflection of different perspectives on 
knowledge and research objectives. To sum up, the authors use (Table 3.2.3 below) to show a 
clear  difference between qualitative and quantitative research methods. 

TABLE 3.2.3: Depicts the difference between qualitative  and quantitative research.  

 

 QUALITATIVE  RESEARCH  

  

QUANTITATIVE RESEARCH 

Emphasize on understanding. Emphasis on testing and verification. 

Focus on understanding from respon-
dent’s/informant’s point of view. 

Focus on facts and / or reasons for social 
events. 

Interpretation and rational approach. Logical and critical approach. 

Observations and measurements in natural 
settings. 

Controlled measurement. 

Subjective ‘insider view’ and closeness to 
data. 

 Objective ‘outsider view’ distant from da-
ta. 

Explorative orientation. Hypothetical-deductive; focus on hypothe-
sis testing. 

Process oriented. Result oriented. 

Holistic perspective. Particularistic and analytical. 

Generalization by comparison of properties 
and contexts of individual organism. 

Generalization by population membership. 

Source: (Reichardt & Cook, 1979). 
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3.2.4   Chosen method-Qualitative Research Method 

The author of this thesis has chosen qualitative research method because this approach re-
quires interview and is recorded using clip (such as audio tape) when collecting data from 
the company. This is in line with studies of  Saunders et al. (2007) which says that 

“qualitative research make reference using pictures and video or audio clips when referring to data”.  

Another reason the author of this thesis decide to adopt qualitative research is based on re-
search purpose and research problem(s). The author has gained more than three years wo-
practical experience from the chosen company (Pan Nordic Logistics AB) and has also ex-
perienced major impacts of the theoretical problems (organizational change as a result of 
mergers and acquisitions), this is the major reason for this research. Having gained practical 
experience from this company during M&A’s stages, he feels that it is imperative and expe-
dite to learn more theories of organization change and M&A’s in order to broaden his ho-
rizon. Therefore by chosen qualitative research method, the author would explore this situ-
ation intuitively, gain deeper knowledge and contribute to this research, this is in line with 
studies of Ghauri & Gronhaug (2005) which says that; 

“qualitative research is a mixture of the rational, explorative and intuitive, where skills and experience of 
the researcher play an important role in the analysis of data”. 

3.3   ETHICAL ISSUES IN DATA COLLECTION 

Creswell (2009) emphasize that researchers need to consider ethical issues during data col-
lection by respecting the participants and considering risk of; physical, psychological, social, 
economic, or legal harm of the participants. Sieber (1998) points that researcher needs to 
consider the special needs of vulnerable populations such as minors (under the age of 19), 
need to sign consent form before engaging in the research. Sarantakos (2005) points that 
participants’ rights should be protected during data collection and further stress that ele-
ments of consent form must include the following ; 

• Identification of the researcher 

• Identification of the sponsoring institution 

• Indication of how the participants were selected 

• Identification of the purpose of the research 

• Identification of the benefits for participating 

• Identification of the level and type of participant involvement 

• Notation of risks to the participant 

• Guarantee of confidentiality to the participant 

• Assurance that the participant can withdraw at any time 

• Provision of names of persons to contact if questions arise  

Other ethical procedures during data collection involve the need to consider the possibility 
of harmful, intimate information being disclosed during the data collection process (Patton, 
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2002). The author argue that researchers should protect the privacy of the participants in-
volved in the study. 

In this study, the author has applied ethical conduct in data collection by sticking or adher-
ing to interview guidelines assuring the participants that the interview is design only for aca-
demic purpose and a basic requirement for the completion of degree in business adminis-
tration, master’s program conducted at Jonkoping international business school (JIBS). The 
essence of interview guideline is to testify that the participant information is treated with 
respect which is in line with studies of (Sarantakos, 2005) which says that “participants’ 
rights will be protected during data collection”. The voice of participants (that is, voice 
stored in the audio-tape recorder) is deleted after the interview and data analysis to ensure 
that the participants retain the ownership of their voice vis-à-vis.  

3.4  RESEARCH STRATEGY  

According to Saunders et al.(2007, p. 610) research strategy is a general plan of how the re-
search is conducted inorder to answer the research question(s) and fulfill study objective. 
The authors add that research strategy is guided by the following factors; objectives, the ex-
tent of existing knowledge, the amount of time and other resources you have available, as 
well as your own philosophical underpinnings. Related to this, a study conducted by Yin 
(2003) states that research strategy can be used for exploratory, descriptive and explanatory 
research. The author further stress that these strategies belong to deductive and inductive 
approach, and no strategy is inherently superior or inferior to one another. Apart from us-
ing research strategy for exploratory, descriptive research and so forth, Saunders et al. 
(2007) also present that research strategy is relevant in conducting; experiment, survey, case 
study, action research, grounded theory, ethnography and archival research. Despite the 
differences in research strategies mentioned by both Yin (2003) and Saunders et al. (2007), 
research strategy employ in this study is case study. 

3.5  CASE STUDY 

A case study is a “strategy for doing research which involves an empirical investigation of a 
particular contemporary phenomenon within its real life context using multiple sources of 
evidence” (Robson, 2002, p. 178). Yin (2003) highlights that within a case study, the boun-
daries between the phenomenon being studied and the context within which it is being 
studied are not clearly evident. Related to this, Bryman and Bell (2003, p. 32) argue that 
case study is very often referred to as a method. According to the authors a case study en-
tails the detailed exploration of a specific case, which could be a community, organization, 
or person. When an organization is selected as a case study, a research method or research 
methods are needed to collect data upon an intensive examination. Morris and Wood 
(1991) note that when using a case study, a considerable answers can be generated when 
asking the following questions, ‘why?’; ‘what?’; and ‘how?’ respectively. For this reason the 
case study strategy is most often used in explanatory and exploratory research for example 
in; interviews, observation, documentary analysis and questionnaires.  

A study conducted by Bryman and Bell (2003, p. 55) noted that when the predominant re-
search strategy is qualitative, a case study tends to take an inductive approach to the rela-
tionship between theory and research; if a predominantly quantitative is taken, it tends to 
be deductive. Bryman and Bell (2003) also stress that case study design often favor qualita-
tive methods, such as participant observation and unstructured interviewing because these 
methods are important in the generation of an intensive, detailed examination of a case ap-
proach. It is important to mention that a case study can be analyzed in the following; 
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• a  single case versus multiple case 

• holistic case versus embedded case (Yin 2003). 

A single case is often used where it represents a ‘critical case or unique case’ or ‘revelatory 
case’ (Yin 1984; Yin, 2003;  Ghauri & Gronhaug 2005, p. 120).  According to Ghauri and 
Gronhaug (2005) a single case may be selected because it provides an opportunity to ob-
serve and analyze a phenomenon that few have considered before; or used when a particu-
lar case is critical; or when testing an established theory. Multiple case examines more than 
one case focusing on the need to generalize from the result of the research. According to 
Ghauri and Gronhaug (2005, p. 120) multiple case study is considered more appropriate for 
studies not involving rare, critical or revelatory case. Holistic case refers to “a unit of analysis 
where you consider a single organization where you have been employed”. Embedded case 
examines a “number of  logical sub-units within the organization” (Yin, 2003). 

3.5.1    Chosen method – Single case study 

A Single case study is chosen in this study because it provides an opportunity to observe 
and analyze a phenomenon that few people have considered before. In this study the au-
thor of this thesis used a single case study of Pan Nordic Logistics because he is currently 
working in this company and has experienced the impact of organizational change of this 
company due to mergers and acquisitions. Having gained practical experience about mer-
gers and acquisitions, he decides to learn more about theoretical knowledge of this pheno-
menon thus leading to the choice of this case. Therefore, chosen a ‘single case’ helps the 
author of this thesis to make observation/finding as well as providing an opportunity to 
observe and analyze a phenomenon that few have considered before, representing a useful 
tool to achieve research questions and research objectives. This support the views of the 
following authors; (Yin 1984a; Yin, 2003b; & Mintzberg, 1979). 

3.6.  RESEARCH MATERIAL  

This research is conducted empirically which implies that data was collected using primary 
and secondary sources to answer research questions or fulfill study purpose. Therefore the 
research materials used in this thesis is based on primary and secondary sources.  There are 
two types of data, primary and secondary according to (Blaikie, 2003, p.18-19; & Saunders 
et al., 2007, p. 244-272).  

“Primary data is a new data generated by a researcher who is responsible for the design of the study and the 
collection, analysis and reporting of the data” (Blaikie, 2003).  

According to this author, these “new” data are generated from primary sources through 
questionaires, interviews or observations used to answer specific research questions. The research-
er can describe ‘why’ and ‘how’ they were collected. In this study, primary data has been 
collected through telephone conversatison, emails correspondence and personal interviews. 

“Secondary data are the raw data that have already been collected by someone else, either for some general 
information purpose (such as a government census) or another official purpose, or for a specific research 
project”(Blaikie, 2003).  

In line with this, Saunders et al. (2007, p. 246) noted that secondary data include both raw 
data and published summaries such as; payroll details, copies of letters, minutes of meet-
ings and account of sales of goods or services. On the other hand, Stewart and Kamis 
(1984) add that secondary data or information consists of sources of data and other infor-
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mation collected by others and achieved in some form. These sources include government re-
ports, industry studies, archieved data sets, and syndicated information services as well as traditional books 
and journals found in libraries. The authors stress that secondary data offers relatively quick 
and inexpensive answers to many questions and is almost always the point of departure for 
primary research.   

In this study, the literature review was carried out using; books, internet (Goggles scholar), 
articles (journals) retrieved from Jonkoping University library databases(ABI/inform, aca-
demic search elite, business premier) and Jonkoping University publications (Diva thesis, 
Diva research publications). 

3.7   INTERVIEW 

Interview provides a great opportunity for the researcher and participants to interact. It is 
often considered as the best data collection method according to (Ghauri & Gronhaug 
2005, p. 132). An interview is also a purposeful discussion between two or more people ac-
cording to (Saunders et al., 2007, p. 310). The authors mean that an interview can help the 
researcher to gather valid and reliable data relevant to research questions and objectives. 
Related to this, study conducted by Kvale (1996) points that interview can create know-
ledge through human interaction in the conversation between the researcher and partici-
pants.  Ghauri and Gronhaug (2005) further stress that interview can be done via mail, tel-
ephone or in person as depicted in figure 3.7.1 below. 

 

Figure 3.7.1 A typology of interviews (source: Ghauri & Gronhaug, 2005, p. 132). 

Other typologies of interviews are classified as; structured, semi-structured and unstruc-
tured or in-depth interviews (Saunders et al., 2007; Ghauri & Gronhaug 2005).  Structured in-
terviews used standard format of interview to emphasize on fixed response categories and 
systematic sampling and loading procedures. It also combines quantitative measures and 
statistical methods (Ghauri & Gronhaug 2005, p. 132). According to Saunders et al. (2007), 
structured interview use questionnaires based on predetermined and identical set of ques-
tions to work through. The authors stress that structured interview are used to collect 
quantifiable data, they are also called quantitative research interviews. 

Unstructured interview deals with a situation when the respondent is given almost full liberty 
to discuss reactions, events, opinions and behavior and so fort on a particular issue. The in-
terviewer is just there to give lead questions and to record the responses in order, later to 
understand ‘how’ and ‘why’ (Ghauri & Gronhaug 2005, p. 132). In line with this, Saunders 
et al. (2007) mention that unstructured interview are informal and explore in depth a general 
area in which the researcher is interested. The authors also repeat that it does not have pre-
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determined set of questions to work through. Saunders et al. (2007) maintain that unstruc-
tured interview  and non-directive are often used interchangeably 

Semi-structured interview deals with a situation where the topics and issues to be covered, 
sample sizes, people to be interviewed and questions to be asked have been determined be-
forehand (Ghauri & Gronhaug 2005, p. 132). According to the authors semi-structured in-
terviews differ from both structured and unstructured interview. Saunders et al. (2007) add 
that in semi-structured interviews, the researcher has a list of themes to explore research 
questions and objectives. This depends on the nature of the research questions and the en-
suing discussion is recorded by audio or perhaps note taking. 

This study employs semi-structured interview done by; mail, telephone and person. Figure 
3.7.2 below provides detailed information about the interview process. The first interview 
session with the (‘respondent A’ and ‘respondent B’ ) helped to get detailed information about 
the company, its core business activity, customers, suppliers, competitors, acquisitions pro-
file, merger profile, organizational change in terms of functional changes, technology 
changes, and so forth. Appendix 2 provides more information about interview questions 
and guidelines. After each interview session, the audio-tape was replayed over and over to 
get detailed information and further questions arisen were followed up by phone to close 
the gaps .  

TABLE 3.7.2: INTERVIEW SCHEDULE 

 

Type of interviews 

 

Description of interviews 

Interview by mail  

First email Interview questions were sent by email on 
wednesday 24/02/2010 by 14.03 pm to ‘res-
pondent A’ and ‘respondent B’ of the chosen 
case study (Pan Nordic Logistics, PNL) 11 
days before the interview date on thurday 
11/03/2010. The aim is to enable the res-
pondents prepare for the questions before 
hand so that they can get acquainted with 
the questions and also to improve the quali-
ty of the study.   

Second email Interview questions were sent by email on 
sunday 14/03/2010 by 10.06 am to ‘respon-
dent A’ and ‘respondent B’ of PNL 9 days be-
fore the interview date on tuesday 
23/03/2010. The aim is to enable the res-
pondents prepare for the questions before 
hand so that they can get acquainted with 
the questions and also to improve the quali-
ty of the study.   

Interview by person 

First interview 

During the first interview, ‘respondent A’ 
(Terminal operational manager of PNL) 
and ‘respondent B’ (operational night chief) 
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were interviewed on thurday 11/03/2010. 
The interview started by 19.00 pm and 
ended by 19.49 pm. The interview lasted for 
40minutes, 05seconds and is audio-taped. 

Second interview During the second interview, ‘respondent A’ 
(Terminal operational manager of PNL) 
and ‘respondent B’ (operational night chief) 
were interviewed on tuesday 23/03/2010. 
The interview started by 19.39 pm and 
ended by 19.59 pm. The interview lasted for 
20 minutes and is audio-taped. 

Interview by phone  

First  and second phone review   ‘respondent A’ and ‘respondent B’  were inter-
viewed again on 17/04/2010 and 
20/04/2010 by phone on a basis of follow 
up questions, to clarify certain areas that 
need attension thereby closing the gap. 

Source : (Interview schedules designed by the author of his own creation). 

3.8    PRESENTATION AND ANALYSIS OF EMPIRICAL CASE 

As mention before, this study employs qualitative research method using inductive ap-
proach. Studies conducted by Saunders et al.(2007, p.479) present that qualitative data anal-
ysis involves the following activities;  

• data categorisation,  

• ‘unitising’ data,  

• recognizing relationships and developing the categories and lastly 

•  developing and testing theories to reach conclusions. 

Data categorisation refers to classification of data derived from theoretical framework or em-
pirical sources into meaningful categories in order to create a fit or a well structured and 
analytical framework to pursue analysis. Saunders et al. (2005) repeat that the choice of cat-
egories are derived from research questions and objectives. ‘Unitizing’ data refers to attach-
ing relevant ‘bits’ or ‘chunks’ of data to the appropriate categories developed. Recognizing re-
lationships and developing categories refers to designing a suitable matrix and assigning data with-
in its cell (Miles & Huberman, 1994; Yin, 2003). The authors note that there is need to 
identify or recognize key themes and patterns between categories. Developing and testing theo-
ries refers to testing of apparent relationship or connections between theories. By testing 
propositions identified, the researcher would formulate valid conclusions (Miles & Huber-
man, 1994).  

This study presents and analyze data by the process of categorization. The author create an 
organized data obtained from empirical source (interview) into categories These categories 
are derived from theoretical framework and empirical sources guided by research questions and 
objectives. An analysis is drawn at a point where the organize information from the inter-
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view is compared with the information from the theoretical frame of reference to find 
where the two synchronize (that is, converge or diverge).  

3.8.1   ETHICAL ISSUES IN DATA ANALYSIS AND INTERPRETATION 

When the researcher analyzes and interprets qualitative data, issues emerge that call for 
good ethical decisions. Studies conducted by Creswell (2009, p. 91) identifies four ethical issues 
to consider in data analysis and interpretation in the following; first researchers need to protect the 
identity of respondents during data analysis and interpretation in qualitative research; second 
data once analyze need to be kept for a reasonable period of time (5-10 years recommend-
ed) by Sieber (1998) and Berg (2001) so that it does not fall into the hands of other re-
searchers who might misappropriate it; third the use of personal agreements to designate 
ownership of research data after data analysis and interpretation to avoid conflicts between 
the research teams and lastly; researchers need to provide accurate account of information 
in the interpretation of data according to (Creswell, 2009).  

This study adhere or stick to ethical issues in data analysis and interpretation. Firstly, the 
author of this thesis ensure to protect the participants’ information by using the acrimony 
‘respondent A’ and ‘respondent B’ in the empirical findings and analysis. Appendix 1 
provides profile of the respondents. Secondly, after data analysis and interpretation the au-
thor also ensure that the audio-tape was kept secrete such that it did not fall into the hands 
of other researchers who might misappropriate the information, this support views of the 
following authors; (Sieber, 1998; Berg, 2001) respectively. 

 

3.9    Validity  and Reliability 

Validity and reliability are two important component to guarantee the quality of the study. 
It refers to ‘the extent to which the researcher gains access to their participants’ knowledge 
and experience, and is able to infer a meaning that the participant intended from the lan-
guage that was used by this person’ (Sykes, 1991). Related to this, validity refers to ‘the ex-
tent to which data collection method or methods accurately measure what they were in-
tended to measure’ according to (Saunders et al., 2007; Ghauri & Gronhaug, 2005, p. 80).    

Validity in qualitative research is classified into three categories; construct validity, internal 
validity and external validity (Ghauri & Gronhaug, 2005). Construct validity is crucial and 
can be defined as ‘the extent to which an operationalisation measures the concept which it 
purports to measure’ (Zaltman et al., 1977). The authors mean that if the study lacks con-
struct validity the findings are meaningless, destroying also the internal and external validi-
ty. Internal validity refers to the extent to which theory is in agreement or tally with the 
empirical information. External validity relates to the extent where findings can be genera-
lized to particular settings, persons and times.  

Reliability refers to the extent to which data collection technique(s) yield consistent find-
ings, similar observations would be made or conclusions reached by other researchers ac-
cording to (Saunders et al., 2007, p.609; Easterby-Smith et al., 2002, p. 53). Related to this, 
Ghauri and Gronhaug (2005, p. 81) also note that reliability is the stability of the measure. 
The authors argue that valid measure is reliable but a reliable measure does not need to be 
valid.  

Data collected through interview must be trustworthy in order to be valid and reliable. In 
other to have a good quality of study, the author of this thesis was objective in countering 
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the threat of interviewers error/bias that would occur due to instrumentality of the device 
used in recording of the conversation. The author achieved this by testing the audio-tape 
recorder few days before the scheduled interview date to ensure that the device was in per-
fect condition necessary to accommodate the interview. Interviewee’ error /bias were also 
encountered by fixing/designing the interview schedule in such a way  that is convienient 
or appropriate to the interviewees to avoid bias/error coming from their side especially 
when they are not comfortable or prepared for interview. The most convient time for the 
participants are during the time when they are available for night work. The people inter-
viewed are full-time workers. Apart from countering interviwee’s error/bias, interview 
questions were also sent to these respondents (A and B) via email to ensure that they 
(both) have access to the information needed to answer the questions accurately.  

Given this condition, both respondent (A and B) would have different views or diverse 
opinion about the study question which would help to have a good quality of result and 
streamline an aspect of objectivity in its own, this is in line with studies conducted by Lin-
coln and Guba (1985). Furthermore, to have a valid and reliable result the author of this 
thesis also considered the design of interview questions to make sure that it is short and 
easy to understand by the respondents. This is also in line with studies of Bickman and Rog 
(1998, p. 344) which say ‘that questions needs to be consistently understood and adminis-
tered to respondents’. When questions have good characteristics or features as described 
above, it is likely that the answers are consistent and trustworthy. Therefore I ensure that 
the questions (see appendix 2) were framed and presented to the respondents (A and B) 
according to the characteristics mentioned  by (Bickman & Rog, 1998). 

3.9.1   Limitation of study 

One important aspect of validity that is excluded from the above discussion of good quality 
of result is external validity. This is a problem this study is missing because external validity 
or generalization is difficult to achieve in this study. Since the study is using a single case to 
represent a unique case of Pan Nordic logistics AB, it does not offer good opportunity to 
make generalization compared to when multiple cases are chosen. Related to this, Yin 
(2003) argue that ‘multiple case studies are preferable to single case when making generali-
zation and highlight that where you choose a single case study you need to have a strong 
justification for this choice’. Although, many researchers argue that they are interested in 
the detail of single case, they do claim a degree of theoretical generalizability on the basis of 
it (Kanter, 1977). According to Kanter (1977) single case is relevant in generating concepts 
and giving meaning to abstract propositions. 

Finally the author of this thesis admit whole-heartedly that language and communication is 
a problem during the interview process. The author also acknowledge that one of the res-
pondent is good in English while the other one speaks English language little which means 
that more information concerning the research questions and objective would be provided 
if both respondents were to speak fluently in English language or if the interviewer (re-
searcher) were to speak Swedish language fluently just the same way the two respondents 
do. If all things being possible (‘cetaris paribus’)  there would be no room for language and 
communication problem. Related to this, the author also experience a problem of poor 
sound device during phone review which serves as follow up questions to get more clarifi-
cation in certain areas that need attension in order to fill the gap.  
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4     PRESENTATION OF RESULT 

 This chapter presents the empirical findings obtained from interviews with representative of the firm. It also 
displays background information of Pan Nordic Logistics (PNL) AB, its profile of mergers and acquisi-
tions. The study considers only the last stage of merger profile that resulted in 2009 when PNL became 
part of bring Logistics for better understanding without considering other stages involving in M&A’s 
process. To identify the respondents involved in the interview, Appendix 1 provides their profile information. 

4.1  BACKGROUND OF THE CASE STUDY: PAN NORDIC LOGISTICS (PNL) AB 

The company used in this study is Pan Nordic Logistics firm, a Scandinavian firm. The  
name ‘PNL’ was called in 1997 but it started doing business until 1998 with three compa-
nies; the Swedish post, Norwegian post and Danish Post (Respondent A, personal com-
munication, 2010-03-11). The company also corporate closely with other postal companies 
in Estonia, Denmark, Finland, Faeroe Islands, Greenland, Iceland, Poland and Sweden re-
spectively according to (Company Press Release, 2009). As a logistics company, it has all 
connected areas as; customer support, line haul planning, sorting of goods says (respondent 
A, personal communication, 2010-03-11). The company has carved out a niche market for 
themselves by focusing on what they do best, delivering parcels and pallets to, from and 
within the Nordic region as well as between the countries, by means of an integrated logis-
tics network. Growth of parcel market is characterized by new investment in larger termin-
als; this has given them an edge to become a big player in the international market within 
the Nordic region and in providing customers with efficient cross-border logistics solutions 
over other postal companies in competition (Company Press Release, 2009).  

PNL’s core business activity is transportation. It transports business to business (B2B) par-
cels and pallets up to 35kg to, from and within the Nordic region. “we are the leader in 
business to business in the Nordic market” according to (Respondent B, personal commu-
nication, 2010-03-11). Apart from offering transportation services to firms and private in-
dividuals in need, it has also established a comprehensive network and international part-
nerships which helped them reach companies and private individuals with transport need in 
191 countries across the world. The company is the largest transport and logistics company 
with operations throughout Europe. PNL has around 27,000 (twenty-seven thousand) em-
ployees with an estimated annual turnover worth approximately 27.4 billion NOK (Norwe-
gian kroner) or approximately $4.5 billion (United State Dollars) according to (Company 
Press Release, 2009).   

The company also provides online services which makes it much easier for their customers 
to trace and track parcels from one point to another. For tracking and tracing services, cus-
tomers need to insert shipment or package identity in the tracking box under online ser-
vices. Apart from online services, the company also return shipments to their customers 
which results in ten trucks per day. One of their customers is electronics company (such as 
Ingram micro inc. which suppliers electronic wares to big companies like Ciba and Dell). 
PNL distributes more than one million parcels per year to Ingram Micro Inc. in the Nordic 
region. They also have textile-bestseller as their customers (such as villa clothes, with about 
13,000 shipments a year). Acebis Computer and Gudrun Sjödén Design AB are also PNL’s 
customers. It distributes about 100000 shipments per year to Actebis Computer (a distribu-
tor of IT and consumer electronic in Denmark, Norway and Sweden) and also 100000 
shipments per year to Gudrun Sjödén Design AB (a manufacturer of colorful clothes in 
natural materials which sells its products through own retail stores and mail-order/internet 
in Sweden, the rest of the Nordic region and the central Europe) according to (Company-
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Press Release, 2009). Apart from their customers, they also have major competitors; Nor-
dic post, DHL, UPS, Schenker and so on and so forth. They also have suppliers.  

“We use different suppliers in different cities depending on who has the best service in that area; in Jonkop-
ing Sweden we use Bring express AB” according to (Respondent A, personal communication, 2010-03-
11).  

4.2   MERGERS AND ACQUISITIONS (M&A’S) PROFILE OF THE COMPANY 

As mentioned before, the name ‘PNL’ was called in 1997 but it started doing business until 
1998 with the Swedish Post, Norwegian Post and Danish Post according to (Respondent 
A, personal communication, 2010-03-11). In 2002, Swedish Post was acquired by Post 
Norway and Post Denmark. This acquisition meant that Swedish Post would concentrate 
on the similar company “DPD Fraktarna”.  Following the acquisition, Norwegian and Dan-
ish Post possessing 50% share of the company continues their logistics operation in the 
name of Pan Nordic Logistics with the aim of entering into an international alliance.  In the 
same year May, 2002 PNL jointly owned by post Norway and post Denmark acquires 
‘Express goods’ to enable them create solution division where customers can return their 
products via manufacturer according to (Respondent A, personal communication, 2010-03-
11).  

“This can allow all our receivers in Denmark, Norway and Sweden to return their carryon business-parcels 
to the sender without charge; ‘ring, we will return your parcels” (Company Press Release, 2002).   

In 2006, Pan Nordic Logistics AB sold their ‘solutions division and its product’ to Box De-
livery AB to enable them concentrate on their core business activities-parcels and pallets 
respectively. Solutions were created purposely for reverse logistics, that is where all cus-
tomers of PNL can exchange or return their goods to the manufacturer via solutions (a 
business unit that specializes in specific products). Solutions’ products appeal primarily to 
companies that supply to private individuals, and the majority of deals involve service 
agreements and exchange services.  

“All employees of PNL  and solutions division were transferred to Box Delivery; this deal will come into 
effect on November 01, 2006” says (Respondent A, personal communication, 2010-03-11). 

PNL’s focus and competence lies within the parcel market, and so the company wants to 
concentrate more on their core business activity and to dispose solutions business unit, 
which did not fit into company’s future strategy (Annual Report, 2006). After selling the 
Solution division, the company collaborates with Post Finland to gain better coverage on 
the Finnish market, together with the opportunity to develop transport services in Russia 
and the Baltic States. This helps the company establish Nordic Key Accounts and develop 
the right skills to manage customers who are both complex and strategically important for 
the company. It also helps them create a dedicated security group which prevents security 
incidence from occurring as well as a safe and secure means of sending parcels and pallets 
to the customers. By doing this, customers would have confidence that any incidence oc-
curred in the warehouse or on transit is thoroughly investigated (Annual Report, 2006). 

In 2008, 50% of Danish Post was acquired by Post Norway because they merged with the 
Swedish post to form Post Norden leaving Post Norway as the sole owner of PNL (Respon-
dent A, personal communication, 2010-03-11).  

“This acquisition forms an important part of our plan of being one of the leading companies in the Scandi-
navian logistics market; we are in a strong position within internet purchasing, and this acquisition provides 
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us with an excellent platform for intensifying our efforts in Scandinavia,” says (Dag Mejdell, CEO, Posten 
Norge).  

This acquisition meant that Post Norway was given the resources to develop its IT systems, 
capacity, access to more information and simpler administration for their customers ac-
cording to (Annual Report, 2008). In the same year 2008, “Post Norway established a 
brand name called Bring which they collect all of their smaller companies under the name 
Bring ” says (Respondent A, personal communication, 2010-03-11). Related to this, this was the 
time PNL became part of Bring logistics during the third quater of 2009. 

“We merge with Bring in 2009 and change name to Bring Parcel Logistics in March 01, 2010; Bring 
consists of six Nordic specialists such as; Bring Logistics, Bring Express, Bring City mail, Bring Mail, 
Bring Frigoscandia and Bring Dialogue which are leaders within their respective areas says ( Respondent A 
, personal communication, 2010-03-11; & Respondent B, personal communication, 2010-03-11).  
 
Due to limited time required to complete this study, this thesis deals with 2009 merger be-
tween PNL and Bring Logistics during the third quarter of 2009 that resulted in organiza-
tional change of PNL after merging with Bring Logistics AB for better understanding 
without considering other stages involving in M&A’s process. PNL has changed their func-
tions and technology after merging with Bring logistics. 
 
4.3  ORGANIZATIONAL CHANGE OF PNL AFTER MERGING WITH BRING  
LOGISTICS DURING THE THIRD QUARTER OF 2009. 
The organizational changes will be discussed in functional and technological changes. 

4.3.1  FUNCTIONAL CHANGES  
This section highlights functional Changes in PNL after merging with Bring logistics. Ac-
cording to Respondent A, personal communication, (2010-03-11) PNL has changed their func-
tional activities after merging with Bring Logistics to enable them work more closely and 
collaborates with other staffs within six families of Bring Logistics in order to increase their 
customer base and productivity in administration. This would allow all the members of 
sales people within six families of  Bring Logistics to come together and make suggestions 
in choosing customers of their choice. Respondent B, Personal communication, (2010-03-11) add 
that in the past, the company were not working in collaboration with six families of Bring 
logistics concerning administrative work.  The same respondent further stresses that this is to-
tally different before merging with Bring Logistics. 

Respondent B, personal communication, (2010-03-11) says also that PNL has changed their strat-
egy when it comes to the way its performs its loading and unloading of trucks after merging 
with Bring. The same respondent maintains that presently the drivers are doing about 80% of 
loading and unloading of trucks themselves which is quite different/unusual before they 
merged.  PNL has also change their strategy by re-branding their cages, pallets to improve 
productivity says (Respondent A, personal communication, 2010-03-11). According to the same re-
spondent, this is totally different because the company were using their old cages, pallets be-
fore merging with Bring Logistics.   
 
The company has also change their strategy by re-inventing their corporate identity by 
choosing a green colour for their working uniform and fleet of cars to make them look 
more visible/unique over their competitors (for example corporate identity of ; DHL is yellow col-
our; while that of UPS is brown colour) says (Respondent B, personal communication, 2010-03-11). Re-
spondent A, personal communication, (2010-03-11) add that the green colour automatically con-
nects with good environment indicating that they are ecological when dealing with the en-
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vironment which is a good bonus for them. According to the same respondent, before merg-
ing with Bring logistics the company’s corporate identity was black which signifies nothing 
to them both to the environment and their competitors at large. 
 
After merging with Bring logistics, the company’s top management decision making proc-
ess and working relationship has changed as well (Respondent A,  personal communication, 2010-
03-11). The same respondent stress that presently Bring logistics influence their working rela-
tionship with their clients for example; coming up with suggestions  and recommendations 
on which recruiting agent to work with, indirectly influencing their management decisions 
says (Respondent A, personal communication, 2010-03-11). Before merging with Bring Logistics 
AB, the same respondent points out that this is totally different because PNL’s top manage-
ment team were deciding for themselves concerning whom or which agent they want to 
work with and so forth.  
 
Finally, PNL has learn new functional ways of doing things after merging with Bring Logis-
tics. Followed by the introduction of new sorting machine, two employees of the com-
pany’s representative were sent to the manufacturer in Holland to acquire new knowledge 
about how to operate and maintain the machine (Respondent B, personal communication, 2010-
03-23). The same respondent highlights that every employees of PNL were taught about the 
use and operation of the new machine. According to the same respondent, before this was 
totally different because they were using their previous knowledge with regards to the type 
of facility they have.  
 
4.3.2  TECHNOLOGICAL CHANGES   
This section highlights technological changes in PNL after merging with Bring logistics. 
There is change in information systems (IS) of PNL after merging with Bring logistics AB, 
this would allow all six members of Bring family to integrate their information system in 
order to work more efficiently says (Respondent A,  personal communication, 2010-03-23 & Re-
spondent B,  personal communication, 2010-03-23). 

After merging with Bring Logistics the company introduced a new IT system called “d-scan” 
in the parcel handling. This helps the company to shift radically from their old production 
system to a new production system by sorting parcels automatically according to different 
directions says (Respondent A,  personal communication, 2010-03-23). The same respondent maintain 
that the new machine is helping the company to improve the efficiency of their work proc-
ess as well as reducing parcel handling hours from seven (7) to five (5) hours thereby saving 
two hours/day and also reducing cost/package from 10 swedish kroner to 5 Swedish 
kroner. Therefore, five Swedish kroner is saved per package for each production working 
hours says (Respondent B,  personal communication, 2010-03-23). According to the same respon-
dent, before merging with Bring Logistics this is totally different, because the company 
were using manual method for scanning of parcels by putting ‘post codes’ according to dif-
ferent destinations which takes about seven (7) hours to complete parcel handling per day. 
With this new sorting machine, 90% of the work is achieved says (Respondent A,  personal 
communication, 2010-03-23). 
 
In addition, the company has also introduced a new technology called “check-point” after 
merging with Bring logistics. This technology helps the company to identify the arrival of a 
new truck, as well as communicating with the information house to directs the truck driv-
ers on a particular gate to load and unload of their trucks says (Respondent B, personal commu-
nication, 2010-03-23). The same respondent maintains that before merging with Bring, this was 
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totally different because the gates were too close for the truck drivers to find their entrance 
and exit gate to load/unload their trucks.  
 
Finally, Respondent A, personal communication, (2010-03-23) also points out that PNL has up-
graded or integrated their forklift with new information system after merging with Bring 
logistics AB.  According to the same respondent, the forklift is built with new information sys-
tem to help the forklift drivers scan or register pallets directly without going to the station-
ary computers. Before merging with Bring this was totally different; the forklift drivers 
were depending on the stationary computers to register or scan the parcels. This shows a 
major change and shift of technology for the company. 
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5   ANALYSIS OF EMPIRICAL FINDINGS 
 
This chapter presents the analysis of the empirical findings obtained from the interview with the representa-
tives of PNL and discussed in relation to the theoretical frame of reference. Analysis is discussed into two 
parts in relation to (functional changes and technological changes of PNL after merging with Bring Logistics 
AB during the third quarter of 2009) for better understanding. 

As mentioned before in Chapter 1 that the purpose of this thesis is to study the organiza-
tional change due to mergers and acquisitions in one logistics company, Pan Nordic Logis-
tics (PNL). In this section, the author of this thesis considered the research questions in 
analyzing the result of the empirical findings. To be able to fulfill the purpose of this thesis, 
several research questions have been stated: 

• Do mergers and acquisitions (M&A’s) change organizational functional activities?  
• How do mergers and acquisitions (M&A’s) change organizational technology? 

Before commencing with the analysis, the author of this thesis has reviewed the motives or 
driving forces for M&A’s. Several authors have talked about the motives or driving forces 
for M&A’s, Öberg et al. (2004) and Gaughan (2002) have noted that; synergy, diversification 
and growth were the main motives for M&A’s. According to Gaughan (2002) when two 
companies merge together the outcome or combined effect is greater than the sum of indi-
vidual effect. The author simplifies further that the outcome or combined effect of two 
corporations can be much more profitable than the outcome of individual firm. The  same 
author has distinguished different types of synergy; operational, financial and managerial 
synergy. Gaughan (2002) points that operational synergy is gained through economies of 
scale and economies of scope. Gain from economies of scale bring about increase in out-
put of the company’s operations. Related to this, Öberg et al. (2004) add that economies of 
scale can help firms to improve their production efficiency. The authors noted that ‘spread-
ing overhead’ can occur when increase in output  leads to decrease in per-unit cost as a result 
of production efficiency. Concerning financial synergy, Trautwein (1990) and Gaughan 
(2002) point that the main motive for M&A’s is to lower or reduce cost of capital. Traut-
wein (1990) highlight that one way to achieve this is by lowering risk of company’s invest-
ment portfolio through investment in unrelated business. According to the author, this 
helps in improving the profitability of the firms. In the case of managerial synergy, Larsson 
and Finkelstein (1999) also point that motives for M&A’s is to address or solve managerial 
problems by applying complementary competencies or replacing incompetent managers. 

Concerning diversification, Gaughan (2002) highlights that firms can diversify for external 
expansion by entering industries that are more profitable than the current industry. The au-
thor also point that another reason for this motive could be that the current industry which 
the company operates is saturated or has reached the mature stage or is facing competitive 
pressures which make it difficult to break even. Öberg et al. (2004) add that apart from ex-
ternal expansion, firms can also expand internally into new fields or product related line to 
create portfolio of businesses within the current industry for the purpose of reducing risk 
by having more than one business area. Concerning growth through M&A’s, Öberg et al. 
(2004) and Trautwein (1990) elaborate that one of the objectives is to create stronger mar-
ket position, market power (monopoly), price mechanisms and so forth. According to 
Trautwein (1990) through monopoly firms can cross-subsidize products, limit competition 
in more than one market and checkmate or restrict potential entrants from its market. Re-
lated to this, Chaterjee (1986) called this behavior, “collusive synergy”. Other motives for 
M&A’s are; raider, process, empire and hubris according to (Öberg et al., 2004; Trautwein, 
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1990). Öberg et al. (2004) and Gaughan (2002) concludes that organization can change due 
to the motives of M&A’s through; synergy, diversification and growth as mentioned be-
fore, in order to exploit the benefits of these motives.  

To achieve change an organization needs to increase the change force and reduce resis-
tance force simultaneously (Cases and Jones, 2004, p. 308 & Graetz et al. 2002, p. 99). In 
this thesis, the author discussed three changes affecting or causing organizational change. 
These changes are; unfreezing, change and refreezing. These changes are capable of adding 
value to the organization. A changing organization is also capable of learning through 
processes such as; knowledge acquisition, information distribution, and organizational 
memory. Combination of these parameters serves as a basis for empirical study.   

Based on this, analysis of this section is discussed into two parts according to functional 
changes and technological changes of Pan Nordic Logistics (PNL) after merging with Bring 
Logistics AB during the third quarter of 2009 for better understanding. 

5.1 ORGANIZATIONAL CHANGE OF PNL AFTER MERGING WITH BRING  
LOGISTICS DURING THE THIRD QUARTER OF 2009 

The organizational changes will be discussed in functional and technological changes. 

5.1.1 FUNCTIONAL CHANGES  

This section outlines functional changes of Pan Nordic Logistics company after merging 
with Bring Logistics during the third quarter of 2009. According to Burke (2008) organiza-
tions are more likely to change in strategic ways of operations. The planned goal of an or-
ganization is to change in finding new or improved ways of doing things using resources 
and capabilities bestowed in an organization in order to increase an organization’s ability in 
creating value and improving returns to its stakeholders (Cases and Jones, 2004). Related to 
this, Burke (2008) highlights that organization is required to make major changes quickly 
and decisively rather than wasting time setting up programs that foster evolutionary 
changes. In addition to this, Graetz et al. (2002) conclude that organization is required to 
establish new norms of behavior around a particular set of new structures and processes 
that leads to new ways of doing things. Organizational behavior is transformed in the direc-
tion of greater collaboration and mutual responsibility; managers and workers is required to 
break out of their functional activities and create new roles which blur the lines of authority 
and decision making (Zuboff, 1984, p. 5-7). 

In the case of Pan Nordic Logistics (PNL) AB, it is discovered that the company has changed their func-
tional activities after merging with Bring Logistics during the third quarter of 2009 to enable them work 
more closely and collaborates with other staffs of six Bring families in order to increase their customer base 
and productivity in administration according to (Respondent A, personal communication, 2010-03-11). 
This would allow all the members of sales people within Bring Logistics families to come 
together and find new ways of doing things using resources and capabilities bestowed in an 
organization for example making suggestions in improving ways of getting new customers. 
Respondent B, Personal communication, (2010-03-11) add that this is totally different before 
merging with Bring Logistics, the company were not working in collaboration with six 
families of Bring logistics concerning administrative work. The information provided by 
Respondent A, personal communication, (2010-03-11) about functional change in order to col-
laborate with other staffs within six families of Bring AB supports the views of Zuboff 
(1984) which says “organizational behavior is transformed in the direction of greater collaboration and 
mutual responsibility; managers and workers are required to break out of their functional activities and 
create new roles which blur the lines of authority and decision making”. With regards to this, the in-
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formation provided by Respondent B, personal communication (2010-03-11) about functional 
changes in activities of PNL after merging with Bring Logistics AB is supported by views of 
the following authors; Cases and Jones (2004); Burke (2008) and Graetz et al. (2002) re-
spectively. Based on this, there is a strong indication that information given by the theoreti-
cal frame of reference agrees with the empirical findings (case study). 

Holman and Devane (1999) point that innovative organization should change strategies to 
improve their productivity. According to the authors new strategy can move the organiza-
tion towards greater success. Tushman and O’ Reilly (1996, p. 15) highlight that, firms need 
to periodically re-orient themselves by adopting new strategies and structures that are necessary 
to accommodate changing environmental conditions in order to succeed over the long haul 
period of success. The authors point that, organization need to be ambidextrous in imple-
menting both incremental and revolutionary changes in its functional resources resulting in 
the shift from the old ways of doing things to a new way of doing things.  

In the case of the company, Respondent B, personal communication, (2010-03-11) says that the company 
has changed the way it used to perform loading and unloading of trucks after merging with Bring Logistics 
AB. The same respondent maintains that presently the drivers were doing about 80% of 
loading and unloading of trucks themselves which is quite different/unusual before the 
company merge. Respondent A, personal communication, (2010-03-11) add that PNL has 
also change their strategy by re-branding their cages, pallets to improve productivity. Ac-
cording to the same respondent, this is totally different because the company were using their 
old cages, pallets before merging with Bring Logistics. Reflecting on the views of Holman 
and Devane (1999), their argument concerning organizational change of strategy to im-
prove productivity agrees with the information provided by Respondent B, personal communica-
tion, (2010-03-11) with respect to change of the company’s strategy in their operations such 
as loading and unloading of trucks after merging with Bring Logistics AB. The views of  
Tushman and O’ Reilly (1996) which says that organization need to be ambidextrous in 
implementing both incremental and revolutionary changes in its functional resources also 
agree with the information provided by Respondent A, personal communication, (2010-03-11) 
which says that PNL has changes their strategy by re-branding their cages, pallets to im-
prove productivity. The company has made incremental and revolutionary changes by re-
branding their cages and pallets therefore there is an indication that information given by 
the theoretical frame of reference agrees with the empirical findings (case study). 

On functional changes, studies conducted by Hoopes et al. (2003); Løwendahl and Revang 
(2004, p.51); Sudarsanam (2003, p. 50-52); and Johnson et al. (2003, p. 6-7) point that or-
ganization can change by gaining competitive advantage through resources and capabilities that 
are rare, valuable, inimitable, superior and non substitution, as suggested by resource based view 
(RBV). Barney (2000) explains further that a firm’s resources must be valuable, in the sense 
that it can exploits opportunities and/or neutralizes threat in its environment or implement 
strategies that can improve efficiency and effectiveness. The same author highlights that a 
firm’s resources must be rare in both current and potential competitions in order to create 
competitive advantage. By this, Barney (2000) mean that a firm enjoys competitive advan-
tage when it is implementing a value creating strategy not simultaneously implemented by 
large numbers of other firms. The same author argues that a firm’s resources must be imper-
fectly imitable, and can be considered as an empirical indicator for generating sustained com-
petitive advantage. 

Related to the case, the company has changed by re-inventing their corporate identity in choosing a green col-
our for their working uniform and fleet of cars to make them look more visible/unique over their competi-
tors (for example corporate identity of ; DHL is yellow colour; while that of UPS is brown colour) says 
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(Respondent B, personal communication, 2010-03-11). Respondent A, personal communication, 
(2010-03-11) add that the green colour automatically connects with good environment in-
dicating that they are ecological when dealing with the environment. The green color stands for 
the ecology (which) signifies that the company is taken adequate measures towards corporate 
social responsibility or greening of the environment this automatically gives them bonus 
over their competitors, this is considered as an empirical indicator for generating sustained 
competitive advantage. According to the same respondent, before merging with Bring lo-
gistics the company’s corporate identity was black which signifies nothing to them both to 
the environment and their competitors at large. The information provided by Respondent A 
and B, personal communication, (2010-03-11) are supported by views of the following authors; 
Hoopes et al.(2003); Løwendahl and Revang (2004, p. 51); Barney (2000); Sudarsanam 
(2003, p. 50-52); and Johnson et al. (2003, p. 6-7). Based on this, there is an indication that 
information given by the theoretical frame of reference agrees with the empirical findings 
(case study). 

Cases and Jones (2004) argue that changes must take place at all levels of the organization 
and must include the following; change in the routines of work, changing work group relationships 
and top management decisions. Reflecting on the case of  PNL, the company’s top management 
decision making process and working relationship has changed after merging with Bring 
logistics according to (Respondent A, personal communication, 2010-03-11). Presently 
Bring logistics AB is influencing the company’s working relationship with their clients for 
example; coming up with suggestions and recommendations on which recruiting agent to 
work with, indirectly influencing the company’s management decisions says (Respondent 
A, personal communication, 2010-03-11). Before merging with Bring Logistics AB, the 
same respondent points that this is totally different because PNL’s top management team were 
deciding for themselves concerning whom they want to work with and so forth. Compar-
ing this with the theoretical frame of reference, the information provided by Respondent 
A, personal communication, (2010-03-11) is/are supported by views of Cases and Jones 
(2004). Therefore there is an evidence that theory agrees with the findings (case study). 

In addition, organizations need to target change at functional levels  in order to build internal 
and external synergies required, and managers need to encourage spirit of innovation at 
work place according to (Collins, 1998; Kanter, 1983). In line with this, Cases and Jones 
(2004) point that organization need to create new investment necessary to provide human re-
sources with new skills and abilities. Duck (1996, p. 56) also add that every employee need 
to develop more skills and capabilities to match with the changing organization. Tushman 
and O’ Reilly (1996, p. 15) conclude that organization need to change its functional re-
sources in order to take advantages of technological opportunities required to increase 
productivity and  value creation.  
 
Related to the case, PNL has changed their functional activities by shifting from old ways 
of doing things to a new way by the introduction of “new sorting machine” after merging with 
Bring Logistics says (Respondent B, personal communication, 2010-03-23). The same respondent high-
light that after introduction of new machine, two employees of the company’s representa-
tive were sent to the manufacturer in Holland to acquire new knowledge about how to op-
erate and maintain the machine. Every employee of PNL were taught about the operation 
and maintenance of the new machine. According to the same respondent this is totally differ-
ent because before the company were using their previous knowledge with regards to the 
type of facility they have. Comparing this information with the theoretical frame of refer-
ence, the information provided by Respondent B, personal communication, (2010-03-23) is/are 
supported by views of the following authors (Collins, 1998; Kanter, 1983; Cases and Jones, 
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2004; Duck, 1996, p. 56; Tushman and O’ Reilly, 1996, p. 15). Therefore PNL has added 
new functions to what they have before by introduction of new machine and learning how 
to maintain and operate this new machine thus creating new knowledge to the company. 
Based on this, there is an evidence that theory agrees with the findings (case study). 

5.1.2  TECHNOLOGICAL CHANGES   

This section highlights technological changes of Pan Nordic Logistics(PNL) company after 
merging with Bring Logistics AB. According to Kolodny et al. (1996) information technol-
ogy (IT) can provide a better means to manage unforeseeable uncertainties by providing 
workers with the necessary information to construct knowledge-based methods for han-
dling a variety of contingencies. Related to this, Lines et al. (2006, p. 372) add that intro-
duction of new technology can trigger changes in strategy and practice.  

With regards to the case study, there is change in information systems (IS) of PNL after merging with 
Bring logistics AB, this would allow all six members of Bring family to integrate their information system 
in order to work more closely and efficiently says (Respondent A, personal communication, 2010-03-23 & 
Respondent B, personal communication, 2010-03-23). Comparing this information with the theo-
retical frame of reference, it shows that PNL changed their technology to have only one 
central information system within six Bring families which can help the company manage 
all IT related problems in an efficient and effective way. Therefore information provided 
by the company’s representative, Respondent A, personal communication, (2010-03-23) and Re-
spondent B, personal communication, (2010-03-23) is supported by views of  the following au-
thors; Kolodny et al. (1996) and Lines et al. (2006 p. 372) respectively. Therefore there is 
indication that theory agrees with the findings (case) . 

In addition, Castells (1996) points that information technology can improve production 
process and enhance flexibility of work processes. Aram (1976) also add that application of 
IT can improve organization efficiency as well as reducing cost. The author points that 
value can be created through cost reduction. Regarding the case of PNL, the company intro-
duce new IT system called “d-scan” in parcel handling after merging with Bring Logistics in 
the third quarter of 2009 says (Respondent A,  personal communication, 2010-03-23). The respon-
dent maintains that the company has changed radically by shifting from their old production 
system to a new production system by sorting parcels automatically based on different di-
rections or locations. According to the same respondent the new machine is helping the company 
to improve the efficiency of parcel handling as well as reducing working hours from seven 
(7) to five (5) hours thus saving two hours/day and also reducing cost/package from 10 Swedish 
kroner to 5 Swedish kroner. Therefore, five Swedish Kroner is saved per package for each 
hours/day says (Respondent B, personal communication, 2010-03-23). According to the 
same respondent, before merging with Bring logistics this is totally different because the 
company were using manual method for scanning of parcels by putting ‘post codes’ ac-
cording to different destinations which takes about seven (7) hours to complete parcel 
handling per day. With this new sorting machine about 90% of the work is achieved says 
(Respondent A, personal communication, 2010-03-23). Therefore PNL has reduced parcel 
handling hours from seven to five hours/day and save five Swedish Kroner per package 
with the help of new IT system called “d-scan”. Therefore information provided by the 
company’s representative, Respondent A, personal communication, 2010-03-23 and Re-
spondent A, personal communication, (2010-03-23) is supported by views of  the following 
authors; Castells (1996) and Aram (1976).  Based on this, there is an evidence that theory 
agrees with the findings (case). 
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According to Zuboff (1984)“technology becomes a rich resource that permits innovation methods of informa-
tion sharing, exchange, and collaboration; the wide and open access to information allows a climate of collec-
tive responsibility and team problem solving”. Related to this, Tyre and Orlikowski (1993) point 
that technology can facilitate communication within the organization. The author stress 
that technology can facilitate creation of more efficient work practice within the organiza-
tion. Related to this, Aram (1976) states that application of information technology facili-
tate simulation and advanced forecasting in the organization.  

In the case study of PNL, the company has introduced new technology called “check-point” 
after merging with Bring logistics AB. This technology (check-point) helps to forecast the 
arrival of trucks says (Respondent B, personal communication, 2010-03-23). “We have intro-
duce new radio phones to enable us communicate directly to the information house so that they can direct 
truck drivers on a particular gate to load and unload of their trucks” says (Respondent A, personal com-
munication, 2010-03-23). The same respondent maintains that before merging with Bring, 
this is totally different because it is very difficult to forecast arrival of trucks, thereby creat-
ing lots of uncertainties in parcel handling. According to this respondent, the company 
were also not operating with radio phones especially to communicate with the truck drivers 
because the gates were too close for them to find entrance and exit gate to load/unload 
trucks. With the introduction of new technology, “check-point and radio phones” the 
company has achieved operational synergy by increasing its efficiency in parcel handling 
through methods of information sharing, exchange, and collaboration between the com-
pany and customers (truck driver); therefore information provided by the company’s repre-
sentative Respondent A, personal communication, (2010-03-23) and Respondent B, personal communi-
cation, (2010-03-23) support the views of the following authors; Zuboff (1984); Tyre and Or-
likowski (1993); and Aram (1976). Based on this, there is evidence that theory agrees with 
the findings (case). 

Finally, organizations need to change their technology in order to learn “new forms of 
skills, knowledge are generated through new technology; workers  can exercise greater criti-
cal judgment in applying technology to task; and new forms of mastery, meaning, and op-
portunity pervade organization” according to (Zuboff, 1984). Cases and Jones (2004) high-
light that organizations need to change their technology in order to create internal and ex-
ternal synergies required, managers need to encourage spirit of innovation in the organiza-
tion for value creation. Castells (1996) points that value is created when production proc-
esses are innovated. 

In comparison with the case of PNL, Respondent A, personal communication, (2010-03-
23) points that, “we have re-configured our forklift with new information system after 
merging with Bring logistics AB”. The same respondent points that the new forklift has in-
built information system that helps the company (forklift drivers) scan or register pallets di-
rectly without going through the stationary computers. Before merging with Bring Logistics 
AB, the same respondent argue that this is totally different because the forklift drivers were 
depending on the stationary computers to register or scan the parcels. This shows a major 
change and shift in technology for the company. Therefore information provided by the 
company’s representative Respondent A, personal communication, (2010-03-23) is sup-
ported by views of the following authors; (Zuboff, 1984); Castells (1996); Cases and Jones 
(2004) because with this new forklift re-configured with information system, workers (fork-
lift drives) can apply this technology to task. Based on this, there is evidence that theory 
agrees with the findings (case). 
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5.2  SUMMARY OF EMPIRICAL ANALYSIS 

This section reflects on the theory and findings in relation to what has changed in the 
company (PNL). 

Table 5.3 is a snapshot /summary of empirical analysis 

Functional Changes Authors Company’s respresentative 

To achieve greater collabo-
ration and mutual  respon-
sibility. 

Burke (2008); Cases and Jones 
(2004);Graetz et al. (2002); 
Zuboff (1984). 

Respondent A, personal communication, 
(2010-03-11) and Respondent B, per-
sonal communication, (2010-03-11). 

New strategy to succeed in 
the future. 

Holman and Devane (1999); 
Tushman and O’Reilly (1996). 

Respondent A, personal communication, 
(2010-03-11) and Respondent B, per-
sonal communication, (2010-03-11). 

Gaining competitive advan-
tage in its industry 

Hoopes et al. (2003); Lowen-
dahl and Revang (2004); Sudar-
sanam (2003); Johnson et al. 
(2003); Barney (2000). 

Respondent A, personal communication, 
(2010-03-11) and Respondent B, per-
sonal communication, (2010-03-11). 

Change in work group rela-
tionship and top manage-
ment decisions. 

Cases and Jones (2004). Respondent A, personal communication, 
(2010-03-11). 

To achieve operational syn-
ergy through innovation of 
machines. 

Collins(1998); Kanter (1983); 
Cases and Jones (2004); Duck 
(1996); Tushman and O’Reilly 
(1996). 

Respondent A, personal communication, 
(2010-03-11) and Respondent B, per-
sonal communication, (2010-03-11). 

Technological Changes   

To have one central IT sys-
tem within six Bring fami-
lies to manage IT related 
problems in an efficient and 
effective way. 

Kolodny et al. (1996); Lines et 
al. (2006). 

Respondent A, personal communication, 
(2010-03-11) and Respondent B, per-
sonal communication, (2010-03-11). 

New IT system called d-
scan; check-point; new ra-
dio phones; new fork-lift. 

Catells(1996);Aram(1976);Zubo
ff (1984);Tyre and Orlikowski 
(1993); Cases and Jones (2004). 

Respondent A, personal communication, 
(2010-03-11) and Respondent B, per-
sonal communication, (2010-03-11). 

Source: (designed by the author’s own creation) 
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6   CONCLUSIONS 

This chapter concludes the study by wrapping up the whole chapters. Conclusion is drawn from the analysis 
of empirical findings.  

This paper tries to study organizational change due to mergers and acquisitions (M&A’s) in 
one logistics company, Pan Nordic Logistics (PNL). An important point of departure is 
logistics firms because this study only deals with a single case of  PNL, therefore the re-
sult of this study can not be adopted by other logistics firms in Sweden or applied in other 
countries to make generalization.  

This paper revealed that; synergy, diversification and growth were the main motives for 
M&A’s according to the views of the following authors; Öberg et al. (2004), Gaughan 
(2002) and Trautwein (1990). Öberg et al. (2004) point that the motive for M&A’s is basi-
cally for change. According to Beckhard and Harris (1987) organization are more likely to 
change from one stage to another. The author identified three major stages of change; 
present state, transition state and future state (Table 2.2 in theoretical frame of reference explains 
the diagram for stages of organizational change). Studies conducted by cases and Jones 
(2004) noted that organizations are constantly influenced by two set of forces and these 
forces are always in opposition to an organization. The forces are; resistance force (negative 
force) and force for change (positive force). The authors point that to achieve change or-
ganization needs to increase the force for change and reduce resistance force (Figure 2.2.2 
in the theoretical frame of reference explains the diagram for change model). This paper al-
so indentify that; unfreezing, change (movement) and refreezing are three changes capable 
of affecting or causing an organization to change. 

To be able to fulfill the purpose of this thesis, several research questions have been asked 
in the introduction section of chapter one. Due to limited time given to complete this 
study, the author considers only the last stage of merger profile that resulted in organiza-
tional change of PNL after merging with Bring Logistics during the third quarter of 2009. 
In other to answer the research questions as mentioned before, the author conducted qua-
litative analysis by interviewing two representatives of PNL (respondent A and respondent 
B). Appendix 1 provides background information of the two Respondents. The interview 
was constructed to match with the research questions and purpose. According to informa-
tion provided by the company’s representative in chapter 4 of the empirical findings, func-
tional changes and technological changes were the main changes that took place in PNL af-
ter merging with Bring Logistics AB during the time this study was carried out. Although 
one of the participants (respondent A) highlights that the company merged in 2009 and the 
company’s name was change from PNL to Bring Logistics AB in March 01, 2010. The res-
pondent also points that more changes may likely to occur in the future, but she did not 
specify verbatim the area the changes will likely take place. 

Based on the analysis of empirical findings discussed above, PNL has changed their func-
tional activities in the following to achieve; greater collaboration and mutual responsibility 
with Bring logistics AB; new strategy to succeed in the future; gain competitive advantage 
in its industry; new working relationship and top management decision; to build operation-
al synergy through innovation and automation of machines. These information concerning 
functional changes were empirical findings provided by the company’s representives; Re-
spondent A, personal communication, (2010-03-11) and Respondent B, personal communication, (2010-
03-11). These findings support the views of the following authors; Cases and Jones (2004); 
Burke (2008); Graetz et al. (2002); Zuboff (1984); Holman and Devane (1999) and other 
authors. Based on this, there is an indication that information provided in the theoretical 
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frame of reference agrees with the case study (findings). Related to technological changes, 
PNL has also changed their technology in the following; to have one central IT system 
within six Bring families aimed to manage IT related problems in an efficient and effective 
way; new IT system called “d-scan” to increase production; new IT system called “check-
point” and introduction of “radio phone” to share information within the company; new 
fork-lift upgraded or activated with information system to facilitate parcel handling. These 
information concerning technological changes were empirical findings provided by the 
company’s representatives; Respondent A, personal communication, (2010-03-23) and Respon-
dent B,  personal communication, (2010-03-23). These findings support the views of the follow-
ing authors; Kolodny et al. (1996); Lines et al. (2006 p.372); Castells (1996); Zuboff (1984); 
Tyre and Orlikowski (1993); Aram (1976) and Cases and Jones (2004). With regards to this, 
there is an evidence that theory agrees with the findings (case). Based on this, the author of 
this thesis conclude that PNL has made changes in function and in technology after merg-
ing with Bring Logistics during the third quarter of 2009. Therefore this study has achieved 
the purpose and research questions stated in the introduction section of chapter 1 men-
tioed above.  

Reflecting on the outcome of the analysis, the author has his own contribution to this re-
search. On a practical level, this study has found that two companies can merge together 
without experiencing conflict of change and its implications. For example, top management 
and other employees in the case of Pan Nordic Logistics (PNL) AB, did not loose their 
jobs and positions after merging with Bring Logistics AB. In practical life experience, most 
people would always think on the other way round. The author of this thesis points that 
the result of all mergers can not be treated or viewed the same, as this could vary from one 
firm to another depending on the way management of the merging firm (s) handles the sit-
uation with its counterparts. Based on this, this study does not generalizing its findings with 
other industries in this category or in other countries. This study can help future practitioners 
in the field of logistics and supply chain management and other professional teachers in under-
standing that organization can merge without experiencing problems of change and its im-
plications.  

On managerial implications, motives for mergers should be considered based on the gener-
al interest of the company not on opportunistic behavior of individual’s benefit. Managers 
should feel worthy and psychological safe as pointed by (Schein, 1987) when embracing 
and implementing change. They should also be optimistic without thinking of loosing posi-
tion/job or control when making decision; If managers can make this decision at the right 
time, the outcome of mergers will become successful. 

In conclusion, the author of this thesis recommends that managers should be re-oriented 
with education and symposium on the importance of mergers and acquisitions. With edu-
cation and symposium, managers can be empowered in understanding mergers and acquisi-
tions pitfalls and gain enough synergy (operational, financial and managerial) from joint 
management which helps in countering failure resulting from poor management style as 
pointed by Brouthers et al. (2005) which says that, “although the potential benefits are so high still the 
success rate are so low” .  
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CHAPTER 7 RECOMMENDATION FOR FUTURE/FURTHER RESEARCH 

This chapter points out area of future or further research based on delimitation and what I have learned in 
this study. 

In order to strengthen the result and conclusion of this study, further research is recom-
mended.  

• Based on delimitations and what I have learned in this thesis, I feel there is an op-
portunity for other researchers within this field of study to continue from where I 
stop. Further or future studies should look at these problems from another pers-
pective. This can be achieve by conducting another qualitative study using an in-
ductive method to explore more changes about the case study because this organi-
zation merged in 2009 and the name of the company was changed from PNL to 
Bring Parcel Logistics in march 01, 2010. During the interview session, one of the 
company’s representative points that in the future there might be more changes in 
the organization, although the respondent did not indicate the area the change will 
likely take place. Therefore, this study recommends this for further studies. 

• An important point of departure in this study is logistics firms. The author recom-
mend this for further research using multiple case study of logistics firms in Swe-
den or other countries in order to achieve generalization.  

• In addition, this study consider that an organization can change because they want 
to learn new ways of doing things in order to create value. This study also recom-
mend further research on importance of value creation due to mergers and acquisi-
tions. Other researchers should evaluate the value chain of two merging firms and see if 
there is an increase in value chain margin necessary to generate value due to learning 
process through mergers and acquisitions. 

• Finally, this study did not examine or consider negative outcome of mergers and 
acquisitions because it is not the basis of this study. Other researchers should con-
duct another study on this using interview to look at this perspective critically in-
order to come up with a concrete conclusion. 
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Appendix 

Appendix 1 Profile of Respondents 

The respondents were selected because of their experience in the company Pan Nordic Lo-
gistics (PNL) AB. The profiles of the respondents show why they were selected. 

RESPONDENT A  

‘Respondent A’  is a terminal operational manager of PNL with many years of working ex-
perience. The participant is a representative of the company at managerial level as at the 
time this study was conducted vis-a-vis. Through this, it is revealed that the author of this 
thesis fulfills the quality well thought-out when choosing this participant.  The answers 
from this participants were received on ; 

• first email on tuesday 09/03/2010 by 2.05 am  

• second email on thurday 18/03/2010 by 21.00 pm 

• first interview on thurday 11/03/2010 from 19.00 pm-19.49 pm 

• second interview on tuesday 23/03/2010 from  19.39 pm-19.59 pm 

RESPONDENT B 

‘Respondent B’  is an operational night chief of PNL with many years of working experience.  
The participant is a representative of the company at operational level as at the time this 
study was conducted vis-a-vis. Through this, it is revealed that the author of this thesis ful-
fills the quality well thought-out when choosing this participant.  The anwers from this par-
ticipants were received on ; 

• first email on tuesday 09/03/2010 by 2.05 am  

• second email on  thursday 18/03/2010 by 21.00 pm 

• first interview on thurday 11/03/2010 from 19.00 pm-19.49 pm 

• second interview on tuesday 23/03/2010 from 19.39 pm- 19.59 pm 

 

Appendix 2: Interview Guidelines 

 
To whom it may concern 
 

Sir /Madam, 
 
Thank you for your participation in this research.  This interview is design only for academ-
ic purpose and a basic requirement for the completion of master’s degree in Business Ad-
ministration Program conducted at Jonkoping International Business School (JIBS), Jon-
koping University Sweden.   It is my goal to study organizational change due to mergers 
and acquisitions of Pan Nordic Logistics Company.  
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Ugwu Kelechi Enyinna 

Part A 

Proposed  1st interview questions for Pan Nordic Logistics (PNL) firm scheduled on 
11th march, 2010 ( 19.09 pm - 19.49 pm) 
 
Qestions proposed to understand company information 
 
1.Tell me about your name, position and function in the company?  
2. Tell me about the company in terms of: 
a. Functions 
b. Customers 
c. Suppliers 
d. Competitors. 
3. What is your core-business activity? 
4. How does your customers value your services? 
 
Questions propose to know about Pan Nordic Logistics acquisition profile 
 
5. Tells me about the history of your company’s acquisitions profile since its creation till 
date; 
a. names of the companies involved 
b. year the acquisition took place 
c.  reasons for the acquisition 
 
Questions propose to know about the merger profile 
 

6. Tell me about the history of your company’s mergers profile since its creation till date 
a. names of the companies involved 
b. year the acquisition took place 
c.  reasons for the acquisition 
 
 

Questions proposed to know about organizational change of PNL before and after 
merging with Bring Logistics 
Culture 
7.  Tell me your organizational culture before merging with Bring Logistics AB in terms  of; 
a. work routines 
b. employees working relationship 
c.  top management team 
 
8. Tell me about your organizational culture after merging with Bring logistics in terms of; 
a. work routines 
b. employees working relationship 
c.  top management team 
 
Other questions proposed to know about organizational change of PNL before and af-
ter merging with Bring Logistics 
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 9. How many employees do you have before merging with Bring Logistics? 
10. How many employees remain after merging with Bring logistics? 
11. Where is the location of your company before merging with Bring logistics? 
12. Where is the location of your company after merging with Bring logistics? 
13. How many customers do you have before merging with Bring logistics? 
14. How many customers remain after merging with Bring logistics? 
15. How does your company organizational chart look like before merging with Bring lo-
gistics? 
16. How does your company organizational chart change after merging with Bring logis-
tics? 
17. After merging with Bring, does your company’s management position and decision 
making process change?  
18. Does your company information system change after merging with Bring?  
19. After merging with Bring logistics, does your strategy in changing fleet of vehicles to 
green means sustaining environmental friendliess?  
20. What does the green color of your company communicates to the outside world maybe 
to customers, or communities on the whole? 
21. Do you think you have learned news ways of doing things together with Bring logistics? 
21. Tell me what you know or feel has changed in your organizational functions after merg-
ing with Bring logistics? 
 
Part B 

Proposed  2nd interview questions for Pan Nordic Logistics (PNL) firm scheduled on 
23rd  march, 2010 ( 19. pm - 19. pm) 
 
Question proposed to know about organizational changes of PNL after merging with 
Bring Logistics in 2009 

1. You said in the last interview on Thursday being march 11, 2010  that you changed 
your production working hours by introducing an automatic new sorting machine that 
maintain a steady hours uninterruptedly from 7hours to 5hours doing the same thing. 
Can we say that this is a new technology which does not exist before?   Yes or no?  

2. Tell me  in what areas this new sorting machine is helping you to improve the quality of 
your work compared to when you do not have it? 

3. How many production working hours did you save from introducing this new sorting 
machine? 

4. What is the average number of packages you sort presently with the help of this new 
sorting machine (for example how many thousand packages do you sort per night now 
and how many packages do you sort before introducing this new sorting machine)? 

5. After introducing this new sorting machine, did you train your employees to know how 
to use this new sorting machine? Yes or no. 

6. Apart from this new sorting machine, is there any other machine you introduce pre-
sently (like automatic scanning machine)? Yes or no 

7. If yes, how is this automatic scanning machine helping you to improve the quality of 
your work compare to when you do not have it before? 

8. Did you introduce new communication gadgets also (like radio phone)? Yes or no 
9. How is this new radio phone helping you to communicate presently compared to when 

you do not have it? Write down what you know or feel? 
10. Tell me more about other new innovations that you have introduced now that you are 

answering Bring which does not exist before (for instance developing you products 
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like; new cages, new pallets, new hubs, new IT software that is helping you to improve 
the way you work presently).  

11. Did you employee new workers (or employees) who have better knowledge of doing a 
particular thing (for example educating others in a particular job area) Yes or no. 

12. If yes, tell us what experience in a particular area does this person or persons have in 
doing things? 

13.  Is there any recent changes that you have made in your financial resources since the in-
troduction of this new sorting; scanning machine and other gadgets which are helping 
you to reduce cost (either operational or managerial cost).  

14. Is it appropriate to say that, you have save more money from using this machine? yes 
or no 

15. Is it possible to have a copy of balance sheet to see this? 
 

 
 
 


