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Résumeé :

Building on the endogenous routine dynamic perspsctve aim to understand the
micro-foundations of capability transfer in posgaisition integration. Based on a single,
longitudinal case study of an acquisition in thasidtancy sector, we apply a practice-based
lens to study the intended combination of two @xgstoutines in an acquisition process and
why its implementation turned out to be a failu@ur findings suggest that seemingly
matching capabilities were not compatible in paetas the underlying sequences of action
were incompatible and their embeddedness in ita-ir@nd inter-organizational ecology of
routines was not considered. Our article sheds laghthe role of routines in acquisition
integration and contributes to literature by distng a) the prevailing role of the
interconnectedness of routines in effective capgltitansfer and b) discrepancies between
ostensive and performative aspects of routinesnaediments to the implementation of the
pre-acquisition plan in the post-acquisition phase.

Mots-clés : Post-acquisition integration, synergy creationpatality transfer, routine
dynamics.
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A MATTER OF ROUTINE? CHALLENGES OF
PERFORMATIVITY IN POST-ACQUISITION
INTEGRATION

1. INTRODUCTION

Mergers and acquisitions (hereafter acquisition® a crucial means to obtain
resources and capabilities needed to sustain asfcompetitive advantage in the long run
(Graebner 2004). Yet, creating value from acquisibperations is difficult and recent studies
show that less than 50% of the acquirers achiewe dkpected goals and synergies
(Schoenberg 2006; Zollo and Meier 2008).

One explanation for failure is the untapped syngrgiential which is determined by
similarities and complementarities between the ta@anizations. Spotting potential
complementarities in the pre-acquisition phaseiswered a decisive step for future success
(Gomes, Angwin, Weber, & Yedidia Tarba, 2013). Hoere synergistic benefits are inherent
to managerial capacity to successfully exploit swdmplementarities. Their effective
implementation require interactions to build a fed@@environment for transferring capabilities
and creating knowledge to achieve the acquisitigmspose (Birkinshaw et al. 2000;
Bresman et al. 1999; Haspeslagh and Jemison 1B#ferent authors (Heimeriks et al. 2012;
Mitchell and Shaver 2003; Zollo and Singh 2004)npdbowards the necessity to develop
specific capabilities for acquisition integrati@rguing that learning is not an automatism but
implies human efforts. Other studies emphasizecdities on the structural, cultural and
human levels which make the integration procesddrand impede on exploiting synergistic
benefits (Birkinshaw et al. 2000; Haspeslagh andisien 1991; Jemison and Sitkin 1986;
Larsson and Finkelstein 1999; Shrivastava 1986).

While we know that capabilities need to be transfébetween the acquirer and the
target, more insights need to be gained on howtthisfer actually works. Capabilities have
mainly been approached from a macro perspectiey. ltlave been considered as entities that

can be designed up-front and transferred from agamzation to another (Parmigiani and
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Howard-Grenville 2011). In practice, however, caligitransfers that have been pre-defined
on paper often do not materialize (Mintzberg andtéia1985). Further, current literature
views the pre-and the post-acquisition phasesdependent occurrences leading to a lack of
empirical insights on what happens at its borders.

In order to gain insights on capability transferaomore micro-level and its dynamics
over time, we study the combination of two existiogtines in an acquisition process as it
was planned pre-acquisition and analyze why iethilo be implemented during the post-
acquisition phase. Our paper draws on a singlegitietinal in-depth case study of an
acquisition in the French consultancy sector. Teestigate how different routines are
integrated within this acquisition process, we barifrom the endogenous routine dynamic
perspective (Feldman 2000; Feldman and Pentlan8)20@e conceptualize routines as the
micro-foundations of capabilities (Felin and Fo842). In other words, capabilities consist of
several interdependent routines (Dutta et al. 2008) analysis showed that the combination
of routines did not create the expected benefitmlbige they appeared to be incompatible in
practice. A matter of fact that was revealed wheenl\sng the routines from a performative
definition (Latour 2005). We further argue thaatine approach allows to better understand
the everyday enactment of capability integratioml a0 shed light on how routines are
embedded in an intra- and inter-organizational agypbf routines (Birnholtz 2007).

By adopting a routine dynamic perspective, we ficsintribute to research on
capability transfer in M&A, proposing a micro-orgaational, dynamic and practice-based
analysis of M&A integration process. Second, we eekt M&A literature on the
interconnectedness of pre- and post-acquisitioncgases, showing how the lack of
connection between both can be a liability for gsjuisition performance (Gomes et al,
2013). Third, we contribute to the literature omutine dynamics (Feldman and Pentland
2008). We shed light on the interconnectedness caftires at an intra- and inter-
organizational level. So far, the focus has maibBen on the relationships of intra-
organizational routines (Parmigiani and Howard-Gidn 2011). Finally, our findings
focusing on the ecology of routines provide an esdiee understanding of the integration
process and consequently answer multiple callsdotextualized research in the realm of
M&A and routines (Turner and Rindova 2012).

In what follows, we present our underlying theara@tbackground. We first present an
overview of research from the field of M&A and mone particular post-acquisition

integration to then explain the usefulness to apgrdhe phenomenon that we intend to study
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- combining two routines in an acquisition procef®m a routine dynamic perspective. We
continue with a description of the research settdeja collection and data analysis before
presenting first findings. Finally, we discuss hawese findings contribute to our

understanding of capability transfer in acquisisioand address implications for future

research.
2. THEORETICAL BACKGROUND

2.1. POST-ACQUISITION INTEGRATION
2.1.1. Creating synergies through complementary capabiligs.

Mergers and acquisitions are a crucial means tailbésources and capabilities needed
to sustain a firm's competitive advantage in thagloun (Graebner 2004). In related
acquisitions, superior performance can be achie@iganizational combination leads to
synergies, i.e. if the combined organizations eeabre value than each can achieve alone
(Chatterjee, 1986). Larsson and Finkelstein (19%8posed that the synergy potential of an
acquisition is determined by similarities and coempéntarities between the two partners
involved in the acquisition. Later on, Harrisoraét(2001) argued that synergetic benefits are
more likely to create abnormal results when basedcemplementarities rather than on
similarities. Complementary capabilities are caliads that reside in the merging
organizations that are “not identical and yet stam#ously complementing each other”
(Harrison et al, 2001: 680). Spotting the completagncapabilities in each of the two firms
and evaluating the synergy potential is thus asilexistep in the pre-acquisition phase.
However, extant literature shows that the acquesgoits the actual synergy potential only
over time and as companies start working togetimel engage in resource transfer and
combination (Greenwood et al, 1994). In other wprdsthe pre-deal phase it's difficult to
precisely anticipate what the integration phasé ok like. Another important element to
evaluate in the pre-deal phase is the degree efration required to take full advantage of
the deal (Haspeslgah and Jemison, 1991). Findiegbt@dance between integration and
autonomy of the acquired firm is an essential decithat determines the success of the post-

acquisition phase (Zaheer et al, 2013).
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2.1.2. Transferring strategic capabilities.

The transfer of strategic capabilities is at thearheof the integration process
(Haspeslagh and Jemison, 1991). The integratiortegro consists of interactions that
constitute the environment for transferring capaed and creating knowledge to achieve the
acquisition’s purpose (Birkinshaw et al. 2000; Bnes et al. 1999; Haspeslagh and Jemison
1991). Capabilities transfer relates to operatisaaburce sharing transfer of functional skills
and transfer of general management skills. Ovetiadl, aim of the integration phase is to
create an “atmosphere supportive of capability dfieri (Haspeslagh and Jemison, 1991).
Capability transfer and resource redeployment hesn kextensively analyzed in the M&A
literature (Capron et al, 1998, Capron, 1999; Capend Pistre 2002). “Resource
redeployment” is the extent to which a target ajuaiing firm uses the other firm’s resources
(R&D capabilities, manufacturing know-how, marketiresources, supplier relationships, and
distribution expertise), which may involve physitansfer of resources to new locations or
sharing resources without physical transfer (Capf@®9: 988). This literature shows that
firms involved in acquisition tend to transfer cderpentary capabilities to each other and
that theses transfers ultimately influence the auies of the acquisition. In this stream of
research, capabilities are often approached aso‘lmglding blocks” that can/should be
transferred from one firm to the other to implemexpected synergies and foster the overall
financial performance of the combined organizationother words, the level of analysis
remains rather macro. Existing literature focusesipminantly at the organisational level of
analysis (Angwin and Urs, 2014) subsequently exarmgirssues such as knowledge transfer
(Zollo & Singh, 2004), structural fit (Angwin & Me®ws, 2012; Haspeslagh & Jemison,
1991), leadership alignment (Waldman & Javidan,900ulture (Bauer & Matzler, 2013;
Cartwright & Cooper, 1993; Stahl, Chua, & Pablol2PDand autonomy (Zaheer, Castarier, &
Souder, 2013).

Overall, M&A scholars barely tried to open the lddwox of these “Lego building
blocks” to understand what micro mechanisms fawagabilities transfer and ultimately the
implementation of the planned synergies. More rdgemesearchers have tried to capture
variables that affect capability transfer to pragasmore fine-grained analysis. For instance,
Bjokman, Stahl and Vaara (2007) proposed a modtiekey factors that mediate the effect
of cultural differences between the acquiring amel acquired firms on the extent to which

capability transfer takes place from one to anothewever, there is still a need to adopt a
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micro perspective to unpack capability transfempost-acquisition integration. As Angwin
and Urs (2014: 156) underlined, M&A scholars sholddk more inside organizations to
obtain a more in-depth understanding of how sulaigiational units can affect acquisition

integration performance .
2.1.3. Connecting pre- and post-acquisition phases.

Another limit in the M&A literature is the lack afonnection between pre and post
acquisition phases (Gomes, Angwin, Weber, & Yedidarba, 2013). While calls for
processual approaches are enduring in the literdiaspeslagh & Jemison, 1991; Jemison &
Sitkin, 1986; Meglio & Risberg, 2010; Risberg, 2D0ttue processual M&A studies remain
relatively rare. In other words, studies tend tmae "within" phase (either pre-acquisition or
post-acquisition) rather than analyzing linkage®suighout the whole M&A process. Recent
research has shown that connecting between prepasiemerger stages may yield better
M&A performance in general (Weber, Tarba, & Rozeackar, 2011). Consequently,
analyzing pre and post-acquisition phases as mneexted steps and not as stand alone
phases could favor findings that better reflectréadity of M&A practice.

Angwin and Vaara (2005) underlined the importandeconnectivity in M&A
processes. Connectivity can be understood as aafihet that highlights the complexities,
interconnected processes and synchronized ac$ivitieorganizations and their contexts”
(Angwin and Vaara, 2005: 1449). As the authorssstré1&A are highly contextual events
where the organizations to be combined have tdbeght of as independent entities which
have a history of operating in a particular envim@mt, with particular processes, norms, etc.
In the course of acquisition integration, interdegencies have to emerge, as well as on the
organizational level as the one of individual iatgions. It is this emergent connectivity that
has to be addressed on a multi-level and from anrepassing comprehensive point of view.

To sum up, the constantly growing literature on M&As generated a vast fan of
contribution geared toward a better understandinth® integration process. However the
extant research has focused on certain perspectwek failed to interrogate others
subsequently leaving some gaps in the literature. fovdind three major gaps that we will
address in this article: (1) lack of micro-levekgective in the study of M&A, (2) lack of

connection between pre and post-acquisition phédelack of contextualization in the
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analysis of the integration process. Drawing onrthgine dynamic research, we intend to
address these gaps from a practice perspective aslhoutline below.

2.2. A ‘ROUTINE DYNAMIC ' PERSPECTIVE ON POST-ACQUISITION INTEGRATION

Based on a practice perspective (Parmigiani andaddwirenville 2011), we define routines
as “repetitive patterns of interdependent orgammat actions carried out by multiple
participants” (Feldman 2003). We consider them mpoitant for core organizational
phenomena such as change, learning, and knowlealgefdr (Pentland and Feldman 2005)
that are required in post-acquisition integratiBoutines can be taken apart to examine the
mutually constitutive interaction of ostensive gmelformative aspects (Salvato and Rerup
2011). While the ostensive aspects can be descabede overall pattern or current structure
of a routine, the performative aspects constithi outine in practice and its particular
sequences of action. Based on this perspectivélaRdrand Feldman (2008) criticize the idea
that routines might be designed up-front because unclear what “patterns of action” will

eventually emerge. They therefore argue that restare a product of ongoing human action.

“While there is a significant body of research iritee nature of routines, much of this
research has focused upon a routine in isolat@ther than its amalgamation with another
routine to form new routines or bundles of routin€se research has also tended to focus
upon a routine of a single organisation rather tegamining the fusion of routines across
different organisations. The discussion of routihas also tended to downplay the role of
other contexts, such as the macro context, in Yodutton of routines” (Angwin and Urs,
2014: 155).

In order to understand what happens in practicenwtoaitines are intendedly brought
together, we borrow from the endogenous routineadyos perspective (Feldman &
Pentland, 2002). By shifting the focus from consittgroutines as entities to routines as parts
(Parmigiani & Howard-Grenville 2011) conceptualgiroutines as the mutual constitution of
ostensive and performative aspects has proveriuirtit understand in the actual enactment
of routines. While the ostensive stands for the @irdal patterns that we are able to discern,
the performative stands for the situative enactroétite different steps as routine is made up
of. Thereby, the practice perspective allows usdosider capabilities and their underlying

7
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routines not as largely stable entities that catrdesferred from one context to another but as
emerging and developing through their continuousop@ance. In that sense, it rejects the
idea that routines can be designed up front (Pahtia Feldman 2008). An idea that is

supported by Mintzberg’'s notion of intended and eyest strategies. In our case this means

to open up the black box and focus on individual$ their actions.

In the literature, several scholars have appliedime perspective to the analysis of the micro-
foundations of integration performance. For inséarféaruchuri and Eisenman (2012) focus
on investor networks to analyze how the activitieglerlying firm's R&D change in the
aftermath of a merger. They propose that inventoight be affected by the disruption of
their day-to-day routines in the integration pracdepending on their centrality in the intra-
firm network. They thus try to analyze how changeterms of individual-level processes
comes about in response to change at organizaterell They found that in the post-merger
context characterized by anxiety and uncertairitg, knowledge generated by more central
inventors becomes more important to the firm's R&DXivities but that the knowledge
generated by inventors spanning larger structucdéésh becomes less so (Paruchuri and
Eisenman, 2012: 1527).

Heimeriks, Schijven and Gates (2012), study theetgithg mechanisms of deliberate
learning in the context of post-acquisition intégma. They build on Zollo & Winter's work
(2002) on learning codification and on dynamic daigges literature (Teece, Pisano, &
Shuen, 1997). Using mixed-methods, they show thatessful active acquirers develop
higher-order routines—as manifested in complemgntets of concrete organizational
practices—that foster ad hoc problem solving whenahe specific acquisition at hand
deviates sufficiently from the norm, thus counté@rar the inertial forces brought forth by
(zero-order) codified integration routines (HeirksriSchijven and Gates, 2012: 719). They
consequently contribute to a finer grained analgtisarning in post-acquisition integration.
The two articles mentioned above focus on the pogtssition phase. On the contrary, the
following article aims at better understanding timks between synergy expectations and
acquisition performance outcome. Indeed, Angwin dnsl (2014) examine ordinary routine
amalgamation and their impact upon meta-routinecaue during the post-acquisition
integration process. Using a qualitative appro#ody study routine combination and routine

superimposition. They show how functions are bréugigether during the integration
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process, they show how routines become unstabletrargdresult in negative performance
outcomes (Angwin and Urs, 2014: 175).

In our article, we intend to build on this theocati perspective and analyze the following
research question throughout an in-depth single sagly: “How does interconnectedness of

routines influence synergies implementation in faxsjuisition integration?”
3. METHOD

3.1. RESEARCH SETTING

The case study reports on a horizontal acquisiiionthe French recruitment
consultancy sector. Both firms acquirer and acguivad been present in the market for about
10 years prior to the acquisition. Both are SMi& acquirer having a workforce of 31
people, the acquired firm counting 22 members. dtguisition occurred after the acquired
company had entered into insolvency proceedingsthAsprocedure foresaw, employees of
the acquired firm were consulted on their prefeesnior one of the three potential acquirers
and voted unanimously for the final acquirer. Tloguarer is located in Paris, whereas the
acquired firm has offices in Paris and three othajor French cities.

Both entities remained separate after the acqumsitmaintaining their brands and
offices, but were supposed to develop strong opetinterdependencies that allowed for
synergies to be created and exploited in the mdiollmving the takeover. This acquisition
can, therefore, be characterized as symbiotic (eiagh & Jemison, 1991) - an integration
approach that combines the preservation of botmsfirautonomy, while building high
interdependencies between them.

While both the acquirer and the target are speedlin recruitment services, they
showed several differences between them as illestren Table 1. These include types of
clients, methods and techniques used to identify @ntact potential job candidates, the
hierarchical level of jobs to promote and the in&rorganization of work processes. The
acquirer's main clients were rather large groupskmg for hiring personnel for managerial
positions at high hierarchical levels. Acquirer soltants used headhunting as the focal
method to identify rare talents that would fit floé& requirements. Headhunting implies that

the consultant contacts a person who is alreadyiagmg and does not seek necessarily for
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changing position, trying to convince him to coroah interview for a job that the candidate

gets no information on at that time. The acquiien’§ client base was mainly composed of

SMEs seeking to hire middle-managers or, more pfalespersons. The dominant technique
used by consultants to identify job candidates thagublication of job ads, attracting a large

pool of applications.

Table 1: Overview of the Companies

Criteria Acquirer Target

Number of employees 31 22

Average age 38 36

Average tenure 4.5 8

Type of offer Recruiting consultancy Recruiting, alation and

training consultancy

Sector competences Finance, IT, Purchasihigalth, Marketing, Retail
Supply chain, Legal

Modes of working Teams Individual

Search approach Headhunting Job ads

These differences were seen by the acquiring partas beneficial and the high
complementarity of methods, processes, and madtigns were the main rationale behind
the acquisition. The projected value creation celitably on the integration of services
provided by both firms into a new combined offehisTrequired the integration of the two

recruiting routines, as they existed at the acqaingl the target.
3.2. DATA COLLECTION

Longitudinal qualitative data were collected ovegresiod of xx months, tracing in real
time the acquisition as such as well as the pagthaition integration process. To avoid

potential bias from a single data source or infortr{&isenhardt 1989, Yin 1994), a range of

field methods were used.
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3.2.1. Interviews.

As summarized in Table 2, 40 interviews were cdraet with twenty-six respondents
from the target and the acquirer at two differamies: at the time of the acquisition (period 1)
and one year later (period 2). The interviews weel with individuals from different ranks
and functions of the companies, including junionsdtants, senior consultants, assistants
and managers. Interviews were semi-structured gpidatily an hour long and transcribed
verbatim yielding almost xx pages of transcripts.

Table 2: Overview of Interviews

1% interview | 2" interview series Total Total
series (in parenthesis respondents| interviews
number of
respondents
interviewed in the
first wave)
Acquirer 10 12(9) 13 22
Partnerg 2 4(4)[*] 4 6
Consultants 5 6(3) 6 11
Assistants 2 1(2) 2 3
Admin. 1 1(2) 1 2
Personne
Acquired firm 9 9(5) 13 18
Partners 1 1(0) 2 2
Consultants 5 7(4) 8 12
Assistants 2 1(2) 2 3
Admin. 1 0 1 1
personne
26 40

[*] Atthe acquirer, two consultants, who were intewwéd during both interview waves, were promotednesas

in the meanwhile. They are thus counted as comgslta the first wave and as partners in the seemnc.
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At period 1, no interactions between consultantd ket taken place. Interviews
concerned mainly current work processes and methadsk relations inside the pre-
acquisition units and individual expectations amihmns regarding the acquisition project
and the projected synergies. These topics werecalswal during the interviews in period 2.
In addition, consultants were also asked about wetktions, formal or informal, that
developed with consultants of the other firm durthg past year or, on the contrary, why
relations that may have been expected to develbpati do so. Interviewees were also asked

to describe how work processes and relations vallleagues evolved in their focal company.
3.2.2. Observation and Documents.

As secondary data sources and to triangulate jpemtits’ reflection, we relied on
observations and collected all sorts of availaldeuthent. More in particular, we assisted at
internal workshops, seminars and events and we walglee to access internally elaborated

documents from working groups involved in acquisitintegration planning.
3.3. DATA ANALYSIS

To make sense of the data, our analysis progresdea stages. First, the author who
collected the data wrote descriptions of the twatines that the acquirer intended to integrate
in a combined offer. Based on these descriptiomsidentified the sequences of actions of the
two routines and of the combined routines. Secaovel,coded all interviews in again two
steps. First, we coded the interviews at the tirh@aguisition to be able to describe the
recruitment routines in terms of its embodied patgostensive aspects) in each of the two
companies and to understand the ex-ante reasomwsifiging the two routines together. In a
second step, we coded the interviews that tookeplawwe year after the acquisition to
understand how the two routines were combined almak were the ex-post reasons for the

dysfunctionality.
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4. WHEN ROUTINES DO NOT MATCH

In what follows we will first describe the two eligy recruitment routines at each
firm (Routine 1 and 2) as well as the intended newtine as it was conceived pre-acquisition
(Routine 3a). We then will explain the actual impéntation of this new routine (Routine 3b)
and why its implementation turned out to be a failuln a last step we will interpret this

failure to how the interconnectedness of routinagga central role in synergy creation.
4.1. PrRE-ACQUISITION PHASE

4.1.1. Routine 1.

At the acquirer, it is always a team of two coreutis (supported by two assistants)
who treat job search assignments. Working in paims at mentoring less experienced
consultants or to regroup consultants with diffeeas of expertise. The collaborative work
process is seen by management as one main digfirecimpetitive trait and is fundamentally
rooted in the firm’s culture.

Consultants are specialized and organized in pbedéing with a particular market or
job domain such as finance, IT, or supply chainsHpecialization aims at being capable to
better assess clients’ needs and candidates’ ggpfind to develop a large network of clients
and potential candidates in a given area. The iteveat routine at the acquirer is composed

of several steps summarized in Table 3.

Table 3: Pre-Acquisition Routines at the Acquirer

Steps Empirical examples

(1) A senior consultant A
meets with a client who“Initially, it's about is defining the need with ehclient, set
needs to recruit a person fothe missions assigned to the person sought, ddfiee
a given job position position, set the profile, define the content o thission,
(description of job position,and define how the person will interact with thaestpoles
needs and required profilef the structure” (consultant).

and competencies)

(2) Consultant A  subr
contracts the assignment tg ‘&or example, | work with someone from the finance
second consultant B.department, | define the mission and that persdh just
Consultant A remains ta‘emanage their account and keep in touch with thentli(...)

clients agent but is natin this case, | do a 100 % of the job because lesrdbknow
involved in the assignmentanything about computers, so | let him know wheganl in

13
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workload, e.g., the actu
recruitment process, which
carried out entirely by
consultant B. Assignmer
fees are split between bo
consultant with consultant
receiving 30% ang
consultant B receiving 709
Depending on whether th

job position concerns the*There is always a consultant who keeps the cororeetith

specialty of consultant A’
sector / industry pool, th
assignment is sub-contract
to a junior consultant withi
the same pool, or if

concerns a different sect
to a consultant of a differe
pool (for instance, |
consultant A of the financ

recruit an
consultant A sub-contracts
a consultant of the IT pool).

almy mission, he reads the reports and | ask hinestart the
ilient when there are short lists of candidates.Share the
work like this. Anyway | do 100 % of the productiand he
itkeeps the contact with the customer to find ouengtthey
tlare in the process etc In terms of remuneratioe, third
Awill be for [consultant X] as holder of the accowmtd two
Ithirds will be for me as a producer of the missi
b.(consultant).

e

sthe client. It's the person who won the mission vWeps
the connection with the client”. (consultant)

d

“I'll take 33 % because | brought the mission, thenwill
manage everything : he will do the recruitment,kidor
rcandidates, meet them and prepare the short lkgep the
tconnection with the client in the recruitment prge
(consultant)

(0]

DN

(3) Consultant B, together

with a research assist
(interns who stay for ¢
months and work for twg
consultants at the san
time), searches for potenti
job candidates (in th
internal candidates databa
social network websites
personal candidate portfoli
etc.)

ntWe contact directly the targets. It's a lot of pleocalls and
b convocations to job talks when the persons cordaeate
binterested by the offer”. (consultant)

ne

atWhen we have a new mission, we seek the suppo
eresearch assistant in our staff to find come catdgl We
seplit the tasks. Some will look for lawyers ‘prefd, other
5,will look for legal expert. We divide the work bwe always
pwork in team”(consultant).

Being a research assistant, | work with one ord¢aasultant
on each mission. The consultant provides me infoang
about the needs and the job profile. Then the dtargy
provides me information about the target companre
which we could find potential candidates. The cihtast
also provides me a methodology” (research ass)stant

't of

A

\"2)

(4) Consultant B and th
research assistant conta
potential candidates b
phone and select those w
correspond to the defing
profile and who are availab
(.,e. those who considg

e‘We then run an evaluation to determine whether
actandidate is adapted to the job profile. We evalimith the
ymotivation and the technical skills of the candade
h¢consultant).

d

€'l work with the research assistants. We splittémgets ang

the

2rwe look for candidates in a parallel way. So | darkva lot

1
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changing jobs). At that time,on candidate seeking on job boards and social mksssuch
no information about theas Viadeo, Linkedin, etc. Then | select the cardglal
client (i.e. the potential contact them and | meet them for a job talk” (cdtamt).

employer) is revealed.
“We do headhunting in team with the research as#is{]
We try to identify candidates from target compahi
(consultant).

“Both the research assistant and | do headhuntidgtry to
find candidates”(consultant).

The research assistant search for candidates, ganines
and attends the job talk to see the fruits of hisrkiv
(consultant).

“Together with the consultant, we try to find theod
profiles, to contact the potential candidates andrganize &
meeting” (Research assistant).

es

|

(5) Consultant B, sometimesWe meet the candidates and then we present a k$totd
joined by consultant A, the client” (Consultant).

meets potential candidates
for an individual interview| During a job talk, the first consultant meet thedidate for
Now the identity of the a while and then the second consultant comes tm#eting
potential employer i$ for the last 10-15 minutes to clarify whether ttendidate
revealed. has understood the job profile, to see how he setacthe
job offer. Being two consultants during the intewihelps
us to confront our ideas about the candidate. After
meeting, the consultant who won the mission kedyes
connection with the client, not the other consuitg
(Consultant).

(6) Consultant B may then
ask the candidate to fill out{dTo make sure that we are as objective as possi@ehave

19

short guestionnairedecided to wuse a behavioral assessment, called
processed with an“Performance”, well-known by companies and conaglii
assessment tool that providefirms. It's rather simple, the candidate has towarsto 70
information on the questions online. Both the candidate and us recties
candidate’s behavior in |aresults of this assessment with a personality lgroft's a
professional settingbase for discussion with the candidate, it's notoal of
(sociability, decisiont selection but a base for discussion. It enriches |ou

making, leadership abilities,understanding of the candidate’s profile and peabtyfi
etc.). The tool is computef{Consultant).

based and demands

approximately 20 minutes to

be filled in and analyzed.

The assessment tool is not

used as a selection tool hut

1
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provides an additional source

of information on 3

candidate’s profile in case of
uncertainty or doubt.
Consultants generally

believe that the assessmeént

of candidates should bhe

rather based on their
competency as consultant,
ie. their expertise,

experience, and intuition.

(7) Consultant B selects ugWe meet the candidates and then we present a ktoid
to three suitable candidateghe client” (Consultant).

As the
positions

respective  jo
require  mainl

D
y“We use a direct approach on highly specific pesfil

particular and rare profiles(Consultant).

(high  seniority / top
management,

strong

expertise) and as candidates

are headhunted (so n
necessarily available), it

not rare that only one or two

potential candidates a

selected.

ot
S

€

(8) In a final step, consultat
B presents the selectg

nt'Once we have shortlisted 2 to 3 candidates, wef lbinem
»éind we follow them until the closure of the missibat is to

candidates to his client. Thesay until a person is eventually selected” (Comsut)t

client meets the candidat
and eventually
whom to make an offer.

decidas

eS

(9) The consultant follow:
the candidate and the clig

-~

D

ntWe follow the candidate until his/her integratiom the

for a period of six to twelveécompany and until the end of the probation peridée

months, monitoring if the
candidates’ integration goe
well and if the
corresponds to th
candidates’ expectations.

> usually have phone call with the person and memthHer
2gor a lunch two months after his/her integration thme

jobl company”(Consultant).

i

4.1.2. Routine 2.

At the target, consultants do not work in teams dmet alone in charge of a given

assignment. Similar to the acquirer's routine, otiaets are supported by an assistant.

Consultants are not specialized, but explicitlyspre themselves as generalists, capable of

finding personnel for any position in any sectartks to their experience and particular work

16
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process. The recruitment routine (Routine 2) atténget is again composed of several steps

summarized in Table 4.

Table 4: Pre-Acquisition Routines at the Target

Steps

Empirical examples

(1) A consultant meets wit
a client who needs to recr
a person for a given jo
position (description of jok
position, needs and requiré
profile and competencies).

h“The client contacts us to schedule an appointmé/s
imeet and he presents us the situation. That'sntieeeisting
bpart for the consultant : the advice that we cavidle about
bthe logic of the client demand, whether it makessewith
2the market situation. Once we have decided togethet is
the most suitable profile, we start the search’n€dtant).

(2) The consultant spends|
day at the client's compan

dWhen it's a new client] we take time to understamho’s
ythe company. We spend a day in the company theeat

to gain insights on theworks, what is the working atmosphere, what is dbkure
client's needs, the jobof the company, etc. We also meet the persons who| w
requirements and thework with the future recruited candidate” (Conauat).
working environment (visit

of work place, discussion

with future managet,

colleagues).

3) The consultant “Once the contract with the client is signed, wartstvriting
composes an advertisemerthe job add. We send the job add to the client Heck
for the job position. An whether he wants to propose some changes. Therli¢iné
assistant publishes this adonfirms his agreement” (Consultant).

using various channels

(corporate website, onlinegThe search can be organized in several ways. Ejthe

job search websites, press

.through job ads, through sourcing or headhunting. &
less headhunting, we use more ads and sourcingry\le

find candidates thanks to databases such as Moposter

APEC” (Consultant)

(4) Job candidates send th
application to the
consultancy firm, which ar
first processed by th
assistant (selection based
CV). The consultan
validates this first selectio
and repeats, if necessary, t
selection process.

eiilOnce we have received some applications thankkegob
ad, the sourcing or the headhunting, we do a destsen
ethanks to objective criteria: is the candidate lyebdoking

efor a job, is the candidate still in a company, sldke

ocandidate has the required skills? Once we havidatad
t these criteria, we organize a job talk” (Consultant

>

he

(5) The selected candidat
are invited to the
consultancy firm for ar
interview. The client ig
invited to assist to this firs
meeting with the jok
candidate, but often th
consultant does this firs

e4-or the job talk, we invite the client. To be hghet's less
» and less the case that the client comes. The sheamt us tg
1 lead the job talk and the first selection” (Conant).

t“The client meets the candidates during 45 minuféen,
we meet the candidate during 45 minutes. Whiledient
emeets the second candidate, we meet the first ndeviae
stversa. At the end of the day, we get together twsalh and

selection alone. He selectg

decide with which candidate we want to continuepieeess

1
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certain number of and go to the next step, the assessment” (Congultan
candidates, variable
between one and five.. “Once we have met the candidate and the clientditsowe

decide together which candidate to select to castithe
process. We can keep five persons, or three pexsoose
or two persons.The next step is the assessmentis(tant)

(6) The selected candidates

are invited to the “We invite the candidate to the assessment. lttech that
consultancy firm for anallows us to get an understanding of the candiddtehavior,
assessment. During two @t work for instance in terms of relationships witte
three hours, they are askedolleagues and also a tool to evaluate the caredgat
to complete a questionnairenotivation. The assessment lasts between 2.5 anouBs
(on  paper) addressincand it is followed by an interview of an hour withe
personality, psycho-socialconsultant who did the first interview of the sd¢iec
and motivational elementsprocess. So we exchange with the candidate begfore
The consultant analyzes theommunicating the results of the assessment todimgpany.
guestionnaire afterwardsThis interview is a way to better understand theults, to
during about half an houf.get clarifications or examples to support the nssof the
He then meets again withassessment. From that moment, the consultant \ae h
the candidate for anotheenough information to recommend one candidate othan
hour to discuss the results |ofo the company” (Consultant) .

the assessment.
“The candidates do our assessment test that IHsh loay.
After the test, we meet them to give them a feekibatich
is not the case of all consulting firms. For uss ithe
minimum to do so. We validate together the 34-3dtdrof
personality that emerged from the test. We aslexamples
and illustrations to provide a detailed feedback the
compant” (Consultant).

(7) The consultant transmits
to the client hig “From that step, we have a file with the results tbé
recommendations, orallyassessment and some recommendations that| we
and in a written report. communicate to the client. We organize a meetin wie
clientto detail our recommendations about the candidéty
(Consultant).

“Once we have the results for the assessmentsyovedp a
feedback to the client about all the candidates e |W
recommend which candidates are the more relevadt| an
suited. Sometimes the client bypasses and takesdidate
that we did not recommend, but that's the way it.llg
(Consultant)

(8) The client meets
candidates selected based|dA that stage, if the client wants to continue,rthes one last
the consultants interview, or two interviews depending on the compao
recommendation. The clientmeet again the candidate and finalise the recruitme
makes the final decision, buprocess” (Consultant).
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the consultant supports |n
the decision process hyThen, the client meets the candidates with whonwhats
giving advice and guidance.to continue the process. This interview is decisive
(Consultant).

(9) The consultant follows
the candidate and the clienEinally, there is the follow-up. To be frank , inrccompany
for a period of six to twelveit's formalized, we're supposed to follow the persiiring 6
months, monitoring if the months or a year. We call the person and/or hisfrarager
candidates’ integration goe$rom time to time. Each consultant adapt this faHap
well and if the jobl according to the relationship he has with the tli#is more
corresponds to theor less formalized. But we try to closely folloy-uhe
candidates’ expectations. | candidate. Nowadays, it's important for consultfivghs to
closely follow-up the candidates because we havedpect
guarantee clauses. If something goes wrong with| the
candidate, we have to replace him/her. The cloBeweup
also allows us to keep the connection with thentland to
advise him/her.So, overall, the follow up is importan
(Consultant).

4.1.3. Routine 3a (intended).

The acquisition project foresaw a systematic iraBgn of the target firm’s
assessment tool into the acquirer’'s recruitmentgs®. This would strengthen the services
offered to clients and would therefore allow to rggahigher service fees. The joint offer
would combine the recruitment process of the aequiith the evaluation of final candidates
using the assessment tool of the target as ilkestran Figure 1. A consultant from the
acquirer would carry out the recruitment processusisal and present the final selected
candidates to the client . The target firm wouldlasate these finalists with their assessment
tool and give an additional feedback to the cliabbut the candidates’ suitability for the
defined job . The client would pay a supplemenfagy for these evaluations (about € 1500
for each evaluation). The acquirer’s consultant awceive 20% of this fee, the target

firm’s consultant 80%.
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Figure 1: Combining Two Routines

Routine 1

Step R Step R Step R Step R Step R Step R Step R Step R Step
1 2 3 4 5 6 7 8 9

A
A
A
A
A
A
A
A

Routine 2

Step| |Step| |Step| |Step| |Step| |Step| |Step| |Step| | Step
1 2 3 4 5 6 7 8 9

A
A
A
A
A
A
A
A

Routine 3a

Step R Step R Step R Step R Step R Step R Step R Step R Step
1 2 3 4 5 7 6 8 9

A
A
A
A
A
A
A
A

4.2. POST-ACQUISITION PHASE

4.2.1. Routine 3b (implemented).

While the combined offer and its underlying workogess had been seen as
promising by consultants of both firms at the motr@frthe acquisition, the picture changed
after a few months. A first problem encounteredosoned the commercialization of this new
offer. In order to sell the extended offer to cteeand convince them of its added value (and
extra fees), the consultants on both sites neeunldx table to describe properly the service
provided by their counterpart. However, consultaatsthe acquirer did not sufficiently
understand the assessment method and were therefalde to present it convincingly to
clients. Consultants at the target, on the othedhaaw little value in selling a headhunting
recruitment process to their clients when they @ald the assignment by simply relying on

their usual process and perceive the totality e§fe
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The second problem concerned the actual implementatf the newly designed
routine during two concrete assignments. As foreseensultants at the acquirer selected in a
first step three potential job candidates through usual headhunting process and presented
these to the client. Afterwards, the finalists wenealuated with the assessment tool by
consultants at the target. In both cases, candidassessment showed incompatibilities with
the psycho-sociological profile defined for the egvjob position, so that all candidates
selected by the acquirer's consultant were rejebtetheir counterparts at the target. These
conflicting outcomes were perceived all the morstrdssing in light of the rarity of the
headhunted profiles, for which consultants at tequaer had a hard time to find any
candidate. In addition, as candidates had already Ipresented to clients as suitable, their
disqualification by the assessment tool jeopardiedacquirer's consultants’ work quality
and credibility.

‘The use of a combined recruitment process hasdaconflicts. It turned out to
be actually very complicated. Candidates were s$ete¢hrough our regular
recruitment process and presented to the clienenTh [acquired firm] evaluated
the candidates and said ‘no, they do not fit’. Ivatt case, we had worked for
nothing and we had to find new candidates all oagain. As it became
complicated, we chose to work without their assessmrocess. | will not make
use of it, since | run the risk of having to rette selection process or having to
propose twice the number of candidates in the hbatkit will work out.” (Senior
consultant, acquirer)

‘It is very irritating for the client relationshipvhen candidates | recommended
are afterwards rejected by the assessment proddasg @cquired firm. It strongly

weakens my credibility towards my client.” (Ser@onsultant, acquirer)

Consultants at the acquirer also raised doubts tatheuefficiency of the acquired
firm’s assessment tool . They perceived no reakdddhlue in using it in comparison with
relying on their more intuition-based evaluatiomgaess and the computer-based assessment
tool they already had at their disposition. Thegkied at the acquired assessment tool as a
highly time-consuming and complicated tool whoski®@avas hard to sell to clients. As this
senior consultant put it, they perceived their @pproach as being overly ‘more profitable: it

is less time-consuming, more effective.’
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These doubts and apprehensions only appeared lencew routine had already been
implemented, i.e. based on concrete experiencere¢liatled incompatibilities of routines in
terms of actual sequences of action. The discrepanbat appeared between the routine’s
design and its actual implementation had as comseguthat consultants at the acquirer
developed strong apprehensions about the integraifothe assessment tool into their

recruitment process and rejected any new tentafiu@plementing the routine in the future.

5. DISCUSSION AND CONCLUSION

Our study shows how the intended combination of éxisting routines failed due to
their incompatibility in practice. By adopting tlemdogenous routine dynamic perspective,
we contribute to the understanding of the microaftation of capability transfer in
acquisitions. By opening up the black box and foa®n the ostensive and the performative
aspects of routines we are able to show that segynmatching capabilities might not be
compatible as the sequences of action cannot biéy eamnbined (Feldman 2003). By
definition, during the due diligence process, itdifficult for the acquirer to grasp the
sequence of action of each routine or capabiliy th intended to be exploited in the future.
In fact, the definition of a combined routine diokead to the expected value creation.

These findings contribute to the extensive liter@ton post-acquisition integration by
unpacking the role of routines (Birkinshaw et a0l0@; Haspeslagh and Jemison 1991,
Larsson and Finkelstein 1999).

Further, by focusing on the compatibility of roswe can address the lack of
connection between pre and post merger phases @etred. 2013). The routine dynamic
view with its processual characterization of orgatibpnal phenomena helps to develop a
truly longitudinal design in which the researchéerserve the routines development over
time and thus across pre- and post-phase.

By rejecting the idea that capability transfernsumproblematic process, we shed light
on the importance of anticipating the potentialiéssin combining routines early on in the
pre-acquisition phase. This contributes to therditre on compatibility / fit (strategic,
organizational and cultural) as it adds a microragph. The routine dynamics view allows us
to see differences on the level of situated perémmoes which cannot be identified if routines
are considered as entities.
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Our study also contributes to the literature orssamaking and political issues in post-
acquisition integration by underlining the imporanof agency and human actors in
acquisition processes (Monin et al. 2013; Vaara.€2005).

From a routine perspective, our findings can adthéounderstanding of how routines
influence strategic organizational processes ancbowes.

From a managerial point of view, adopting a pra&cperspective on organizational
routines, we argue that in addition to synergiefind®n in the pre-deal phase, firms
engaging in an acquisition process should pay tdtento the actual compatibility of
organizational routines in their decision-makinggass. Indeed, an acquisition can be very
attractive on the paper, but synergies can onlydadized if organizational routines are
compatible once put into action. One might everumgsthat in practice designing synergies
in the pre-deal phase is a myth.

This research is not without limitations. It is bdson a single case study of a
symbiotic integration. Future studies should exsnwhether our findings about the routine
match and routine ecology are replicable in otlypes$ of integration processes such as
preservation or absorption where routines comlonatnay be less important from a strategy

standpoint.
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