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Buying the asset is one thing, but fitting it into your existing 
business is a completely separate and often underestimated 
challenge. What should you integrate, how should you do it, 
and is it the same for every deal, cross-border or domestic? 
Toppan Vite, a leader in financial printing, commissioned 
Mergermarket to explore the issues surrounding post-merger 
integration with six leading industry experts. Highlights from 
the discussion are below. 

Mergermarket (MM): When does the integration 
process begin, and when do you need to have 
an integration plan in place? 

PG: Ideally the transaction’s initial proponent 
will have thought about integration as part of 
its analysis of whether or not to propose the 
transaction. Both companies will then discuss 
the plan’s key elements while negotiating the 
transaction. The companies will refine the plan 
from there so that by closing, they will have  
a mutually agreed upon plan in place as well as  
a process for implementing the plan. Some of  
the plan’s elements are ideally agreed upon before 
signing, such as the composition of the new 
board and the new senior executive management 
team. For the most part, implementation will not 
occur until after closing due to legal and practical 
business constraints, such as antitrust laws and 
the need for each company to preserve and protect 
their respective businesses and operations in the 
event that the transaction doesn’t close.
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DM: Peter is right that integration planning begins 
once the overall deal rationale and strategic goals 
for the acquisition are defined. Ideally, when the 
deal is closed, you should have in place a detailed 
integration plan capable of achieving the strategic, 
operational, organizational and financial synergies 
anticipated by the merger, along with an effective 
day 1 plan for executing on immediate post-close 
actions. Best practice integration plans are focused 
on key value drivers and risks, actionable synergy 
opportunities, accountability for each major decision 
and effective governance practices. In addition, 
many serial acquirers utilize a repeatable integration 
approach that can facilitate and accelerate integration 
planning and implementation processes much more 
quickly than companies who are not as experienced 
in integration — this can be a major competitive 
advantage in M&A. In summary, we always advise 
clients to begin the integration process as early  
as possible.

GN: The initial integration plan, as Dino says, 
should provide the details required to accomplish 
“day one” for transaction close and the first 100 
days post-transaction close, along with anticipated 
milestones for longer-term integration. The longer-
term integration plan should be validated and 
complete within the first 100 days post-transaction 
close when access to target company, people and 
information are readily available. The integration 
process should begin when the deal process begins 
in an effort to identify capabilities in the target 
company and to define an initial integration strategy. 
The integration process should continue during 
the due diligence phase to identify value capture 
components and significant risks to manage during 
integration, and to set the course for integration 
upon deal announcement. Many companies begin 
the integration process upon deal announcement,  
which is too late. Integration plans should be 
milestone-driven and evolve over time.

“ Many companies 
begin the integration 
process upon deal 
announcement,  
which is too late. 
Integration plans  
should be milestone 
driven and evolve  
over time.”

Gregg Nahass
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AK: Companies planning to merge do need to  
think about integration from the get-go. This goes 
for an acquirer and both sides in a merger of equals. 
That process also depends entirely upon the types 
of businesses being combined. For instance, if 
both businesses are very dependent on a specific 
computer platform, it has to be decided which of 
those platforms is better. Companies also have to 
start thinking about how to move clients seamlessly 
from one platform to the other. Unfortunately, the 
smooth integration also depends on whether the 
transition happens over a weekend or a six-week 
period. It also depends on who is brought over the 
wall or who is aware of the transaction before it 
happens. An integration process where key people 
were not brought over the wall before a deal is 
signed should start the second it is.

AV: It is also not unusual for savvy acquirers, 
particularly in the case of a complex transaction,  
to approach due diligence not only with a view toward 
obtaining an understanding of the valuation of and 
the risks presented by the target but also with a view 
toward indentifying early on any potential integration 
issues that are likely to arise post-closing. A complex 
transaction can take on many forms, but a company 
that is comprised of multiple business lines and/or 
that is global in nature by definition is complex and 
definitely suggests that advanced integration planning 
would be prudent.

WP: Our perspective on integration planning always 
depends on whether it involves a strategic buyer  
or financial sponsor. For strategic buyers, integration 
happens quite early since these buyers want to 
have a roadmap as to how the target fits into an 
organization. How well the fit is, is usually one of  
the deciding factors to whether they make a final 
offer. For private equity, the question is whether it  
is a tuck in to one of their portfolio companies and  
if it is strategic, then in that instance, they will act  
no different then a strategic buyer, if it’s a private 

equity buyer with no strategic portfolio angle, 
integration is at the very back end and the deal 
becomes more about getting comfortable with  
the business and ways to grow it.

MM: Does the level of integration vary across 
different transactions?

AV: One of the fundamental questions that will 
dictate the approach the parties take in multiple 
areas of their assessment and negotiation of any 
given transaction is: to what extent will the target 
be incorporated into the acquirer’s existing business 
organization? The answer to that question indicates 
the level of integration that is required, and it really 
affects the acquirer’s approach on issues ranging 
from employee retention and compensation, 
transition services, to capital expenditure budgeting 
— it really runs the gamut.

WP: Anthony’s point about business lines is  
correct. My industrials team has nine different  
silos giving us the benefit of seeing the integration 
across the board. There are significant opportunities 
and differences between the various subsectors.  
In chemicals, for instance, there are not that many 
chemical companies so these firms tend to look at 
synergy. This is so much different from an industrials 
services business. Each one has a unique set of 
integration opportunities and they always go into 
different buckets including operational efficiencies, 
manufacturing abilities, material savings or back 
office savings.

DM: And since no two deals are alike, integration 
should not always be performed in the same way. 
Using a cookie-cutter approach might work for 
basic integrations, however, to truly maximize the 
deal’s value, the integration process should be 
custom tailored to the specific deal rationale and the 
acquiring company’s PMI capabilities and resources. 
Some of the key factors to consider are deal 
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size, scope of integration, degree of overlapping 
operations, the types of anticipated synergies, 
cross-border and cultural considerations and 
whether or not the acquiring company has the  
time and resources to integrate extensively.

GN: Every deal is different, as Dino says, so each 
integration plan should be developed based on 
the specific deal objectives and the circumstances 
of the companies involved. Planning the degree 
of integration over functions and geographies is a 
critical first step in setting an effective course for the 
integration. It is important to define what is in and 
what is out of the integration, the “non-negotiable” 
requirements for integration and the timelines for 
each area to be integrated over the long-term.

PG: The degree to which the companies are 
competitors or have overlapping business lines  
and the extent to which there are redundant physical 
plants or employee functions will determine the level 
of integration as well.

AK: The level of integration also varies depending 
on whether the seller will continue to be involved 
by providing transition services to the entity 
that got sold, whether it is a subsidiary, which 
presents a whole bunch of other issues that deal 
with how, on what basis and how long do those 
transition services get provided. Will employees at 
the selling company continue to be involved. Are 
they employees of the seller or of the entity that is 
dissolved? There is a whole host of issues that come 
about if it is not the whole company being sold.

MM: Who should lead the post merger 
integration efforts? What’s the importance  
of separating the integration process from  
the company’s day-to-day operations?

PG: It would be hard to separate the integration 
process completely because there will be key people 
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who can’t be completely divorced from their normal 
duties running the company. But the process has 
to be organized so that key personnel can at least 
be partially freed up so that the integration plan 
can be pursued expeditiously. Typically someone 
from senior management should be appointed to 
lead a company’s integration team. A successful 
process usually requires an executive with broad 
knowledge of the relevant operations and the plan’s 
financial objectives. The executive should have the 
authority and stature within the company to oversee 
and coordinate the efforts of the personnel who 
form part of the process, making sure everyone 
works cooperatively with each other and their 
counterparts at the other company and holding 
everyone accountable for completing their  
assigned tasks on time. 

AK: I agree that it is hard to make integration  
a distinct process. However, generally, there should  
be someone spearheading the effort to make sure 
that the integration occurs correctly even if that 
person has another position in the company.  
This leader should have a good feel for the  
company and has to be there to address the 
operational questions that come up over time.  
The person should also have an understanding  
of all of the target’s various facets. 

GN: Selecting an effective integration leader is key 
to integration. Integration leaders should be well 
respected and have a proven track record of getting 
things done. They should understand the deal 
rationale and know how to mobilize and motivate 
people into action. The integration leader is essentially 
an ambassador between the acquirer and target 
companies, who should have the ability to identify  
and address concerns and build common bonds.

DM: I agree with Gregg that finding an effective 
integration leader is key.  Integration leaders set 
the overall structure and pace of the integration 

and help gather and motivate a team of A-players 
who can drive value. In addition, they manage 
the integration management office (IMO), deliver 
timely progress updates for key stakeholders and 
coordinate all the work streams involved in the 
integration. Increasingly, these leaders play a multi-
dimensional role as project manager, quarterback, 
facilitator, score keeper, problem solver, cheerleader, 
stakeholder advocate and integration process expert. 
In fact, many leading acquirers such as GE, IBM or 
Cisco utilize integration leadership roles as a proving 
ground for top talent.

WP: The people that do it well do it early and  
they get the entire organization involved. Whether 
it be manufacturing, purchasing, IT, accounting, 
administration, HR, it is necessary to bring all 
those different discipline sets led by a quarterback 
from the M&A department who makes sure the 
integration all comes together. Early planning 
also helps with the due diligence side. The other 
way to do it is to have one person figuring the 
integration out organizationally, which tend to be 
less successful. Acquirers that have a significant 
integration plan also have to play their cards 
carefully to make sure the target companies are not 
alienated by talking too much about full integration.

AV: The varied answers so far point to the fact that 
there is no single correct way to structure post-
merger integration efforts. However, successful 
post-merger integration requires a degree of 
self-awareness by the acquirer. This is critical 
in identifying a team comprising employees and 
external advisors that have the appropriate financial, 
legal, and relevant operational expertise. The 
integration team also has to have the bandwidth to 
effectively manage the integration process through 
completion, which invariably takes longer than first 
anticipated, so the size and level of complexity and 
global nature of the target’s business will dictate the 
integration team’s composition.
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MM: How important is a communication plan 
during the integration process?

PG: It’s critical. Typically, implementation ultimately 
will involve a large number of people from each 
company whose efforts need to be coordinated  
both internally and with their counterparts at the 
other company. 

AV: Peter is right. As in any major undertaking, 
clear communication is of paramount importance. 
Typically, integration teams across several and 
sometimes dozens of business lines and corporate 
constituencies. It’s critical that all of the relevant 
parties are in full communication to ensure that 
issues are identified and addressed as early  
as possible. In addition to potential disruptions 
caused by an imperfect integration process,  
any incremental time to completion is costly to  
the acquirer, whether those costs are a result of 
forgone or delayed synergies or significant diversion 
of employee resources. The principal risk of not 
having a communication plan in place is failure  
to identify issues that are ultimately going to result  
in roadblocks or delays in the integration process.

DM: Today, the role of communications is more 
important than ever due to the increased demands 
for key stakeholders to stay informed. Normally, 
communications are divided into internal and 
external categories. Internal communications 
revolves around the Board, management and 
employees about the strategic and financial 
goals of the integration; (2) the outcomes of 
critical organization and operational decisions, 
and (3) updates on important integration goals 
and milestones. On the other hand, external 
communications entail keeping customers, 
suppliers and other business partners informed 
about the integration status to preserve and 
hopefully expand their existing relationships with 
the combined business. Over the past decade, 

William Peluchiwski

“ There are those 
companies that do  
not want to see what 
they have and make 
sure that they are not 
doing harm to the 
targets business.  
There is a fine line.”
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PG: There can be a number of big challenges,  
such as agreeing at the outset on the key elements 
of the plan such as the leadership of the combined 
company, appointing a senior executive to lead the 
integration process, and effective communication. 
Even if those challenges are met and the plan 
itself is not materially flawed, adhering to the plan 
timetable often proves to be a big challenge.

AV: Notwithstanding robust diligence pre-signing, 
it’s a virtual certainty that issues that impact 
integration will not be identified until after closing. 
That will be the case even if the acquirer undertook 
a perfect diligence process, and given the usual 
time pressure around the diligence exercise, rarely 
does an acquirer get to execute perfect diligence.

WP: I agree with Anthony that, despite robust 
diligence, it is hard to know what a company really 
has bought, although due diligence has been 
conducted. Sometimes it is hard to really know how 
the integration is going to work until people are in 
action and that takes time. It is important to do the 
integration quickly, but important not to do it poorly. 
So I think the biggest challenge is how quickly  
a company can integrate and how long it will take 
to assess the situation. A lot of times competitors 
don’t get a lot of access to information about each 
other and neither do buyers on their targets. So it is 
a balancing act as to how much access a buyer is 
given to really think through the integration during 
the diligence process. 

GN: Deals are fraught with these risks, and a 
plethora of challenges are encountered during the 
integration process. Our survey identified some 
common integration areas that pose the greatest 
challenges. Survey respondents reported integrating 
information technology and systems and aligning 
operating procedures and business process as  
the most common post-close difficulties, followed 
by getting the right organizational structure, people 

integration communications have evolved to include 
more proactive messaging across a wider variety  
of media. 

WP: I agree that people want to know what is  
going on, and uncertainty tends to breed disruption. 
It is better therefore to disclose exactly what  
is going to happen and then execute along that 
integration plan. Some people are concerned  
about the disclosure because they don’t want  
to move too quickly and so it is a balancing act. 
On the other hand, there are those companies  
that do not want too much integration because  
they want to see what they have and make  
sure that they are not doing harm to the target’s  
business. There is a fine line, but buyers do not  
get the benefit of an acquisition if they do not 
integrate properly. Having a communication plan  
can mean effectively tapping new markets, which 
requires an extensive communication to describe  
and justify the plan of attack.  

GN: All these points were illustrated in PwC’s 
recently released 2014 M&A Integration Survey 
Report, which found that companies implementing 
an effective communication plan concurrent with 
the announcement of an M&A transaction could 
significantly improve customer focus, employee 
commitment and productivity, speed at which 
decisions are made and confidence in the direction 
of the integrated business. In the flurry of activity 
surrounding an M&A transaction, the critical 
importance of communication is often overlooked  
or underestimated. Strategic use of communication  
is imperative for any deal. It plays a significant  
role during the transaction announcement, the 
100 days that follow and beyond as the combined 
organization accomplishes its integration objectives. 

MM: What is the biggest challenge in the 
integration process? What are the most 
common integration mistakes?
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management and work practices. These results have 
been consistent over the past decade of PwC M&A 
Integration Survey reports. Additionally, among all 
functional areas, survey respondents overwhelmingly 
reported the Research & Development function as 
the most difficult to integrate.  

AK: To Gregg’s point, the biggest challenge to 
integration is cultural. Unless the companies are  
very close in culture, there can be resistance that 
can come about as a result of not doing things the 
same way. This is the hardest challenge and the one 
that companies are least prepared for, since they 
always think operationally and not culturally. The 
question is how to make sure that new employees 
are integrated in a way that doesn’t create cultural 
clashes from the beginning.

DM: Aside from these cultural challenges, perhaps 
the most challenging part of integrations is 
achieving what I call “transformational” synergies. 
Going beyond basic revenue and cost synergies, 
transformational synergies drive the highest levels 
of value creation such as game-changing innovation, 
organic growth and operating efficiencies. Naturally, 
these are more difficult to predict and to capture but 
these synergies can make the difference between 
a well-executed integration and one that reshapes 
industries and sets new standards for success. 
Similarly, change management has a much more 
significant role in integrations today because so 
much of what integration accomplishes is based on 
improving on existing systems and processes for 
enhanced value. This is why it is important to have 
an effective change management component to 
integration and to go beyond just a check-the-boxes 
approach. It is also important for the integration 
leader and teams to carefully identify and address 
key interdependencies among all the functions/
workstreams pursuing their respective integration 
agendas. Another key challenge for corporate 
acquirers is to capture learning and incorporate  

Change your Experience of Financial Printing
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best practices from prior integrations to further 
develop internal PMI capabilities.

MM: What additional factors do firms have  
to consider when integrating companies in  
a cross-border transaction?

PG: Cross-border transactions present a variety 
of different challenges as compared with a purely 
domestic transaction. The companies are going 
to become subject to different regulatory regimes. 
They are going to have to address the addition 
of operations with different cultural norms with 
respect to, among other things, work hours and 
vacation policies. They are going to have to deal 
with different labor and employment laws and 
practices and different compensation and pension 
arrangements and they are also going to have to 
determine whether their internal communication and 
oversight practices need to be changed to reflect 
having operations in materially different time zones.

AV: To Peter’s point, a cross-border transaction  
has all the pitfalls of a purely domestic deal coupled 
with the logistical complexity of managing through 
various time zones and business practices. It also 
involves the difficulties presented by varying, and 
often inconsistent, legal and regulatory regimes.  
For example, changing over bank accounts or refiling 
licenses or permits can present thorny post-merger 
integration issues in certain jurisdictions. These 
issues are almost always surmountable, but it’s 
necessary to anticipate them early in the process  
to avoid routine matters creating unfortunate delays.

AK: The two fundamental differences between 
domestic and cross-border deals are dealing with 
the regulatory regime and the cultural issues, which 
might be more pronounced. I think we are in a world 
that is pretty wired at this point. So I don’t really  
see the operational issues as being any different  
than they are for domestic transactions.

Change your Experience of Financial Printing

“ A cross-border 
transaction has 
all the pitfalls of a 
purely domestic deal 
coupled with the 
logistical complexity 
of managing through 
various time zones and 
business practices.”

Anthony Vernace
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a cross-border deal. Companies often underestimate 
the complexity brought by scale and geographic 
diversity, which can lead to organizational misalignment 
and culture clash, causing staff separation and delays 
in everyday activities and integration workstreams. 
Companies also encounter an extraordinary number  
of communication “snafus” as a result of operating 
style differences in cross-border deals.

DM: On top of the issues already mentioned, cross-
border transactions add another level of complexity 
for integrations in terms of communications, 
decision-making and cultural alignment. It is not 
only the language used but it is also the message, 
tone and style that can make all the difference. 
Another key aspect of cross-border deals is cultural 
integration that involves understanding and aligning 
how business gets done. Often conflicts arise when 
a company acquires another company in a different 
county or region. These cultural integration issues 
are important to identify and address before even 
starting on the blocking and tackling of integration. 
These issues are often solved by viewing integration 
as a collaborative process requiring honest dialogue 
among both organizations, respect for cultural 
differences on both sides and a mutual commitment 
to an effective merger. That’s a good recipe for 
success that transcends borders.

WP: One of the typical attributes buyers look for  
in a cross-border deal is new market expansion  
and new customer acquisition. One element that 
tends to transfer well in integration is technology, 
which is easy to distribute within the acquirer’s 
organization. However, as was pointed out earlier, 
the same cannot be said for cultural differences. 
When it comes to markets and customers, what 
buyers don’t want to do is alienate the team they 
just bought because of these differences, which  
tend to stay unchanged on a cross border deal. 
Initially when the buyer starts thinking about market 
penetration and how to sell some products in 
different markets, the approach tends to be more 
top line driven versus any kind of manufacturing 
efficiencies, although ultimately it may come to that. 
Integration is much slower without the luxury of the 
companies being in the same time zone and people 
who deal with the business directly that are far away. 

GN: I agree with the additional factors mentioned that 
should be considered when integrating companies in 

Change your Experience of Financial Printing

Key considerations for effectively launching 
and managing successful cross-border 
integrations include:

• Structuring the integration organization  
and processes to “fit” the transaction

• Limiting adoption of “best practices”  
to key value-driving opportunities

• Rapidly planning the degree of integration 
across functions and geographies

• Moving quickly, but cautiously and 
respectfully, to secure key decision  
makers and integration leads

• Quickly identifying key talent and  
developing retention plans

• Building a communication plan for  
all stakeholders

• IMO across geographies that consider 
several factors, including integration 
volume and timeline, integration complexity, 
concentration of existing operations, 
concentration of existing capabilities,  
and degree of control required

Source: Gregg Nahass, PwC
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Toppan Vite, a leader in financial 
printing, is part of the Toppan 
Printing Group, the world’s largest 
printing group, headquartered in 
Tokyo with approximately US$18 
billion in annual sales. 

Our expanding U.S. operations 
deliver a hassle-free experience for 
mission-critical content for capital 
markets transactions, financial 
reporting and regulatory compliance 
filings, investment companies and 
insurance providers. 

Toppan Vite has been a pioneer 
and trusted partner in the financial 
markets for three decades, 
serving the financial, legal and 
corporate communities with 
meticulous, responsive service and 
unparalleled local market expertise 
and capabilities. 

For more information, please contact one of the following Toppan Vite representatives: 

Ed Vaccaro
VP of Operations
EdVaccaro@toppanlf.com

Jeff Riback
President
JeffRiback@toppanlf.com

About Toppan Vite

For more information, please go to www.toppanvite.com/us
Stay connected with our linkedin and blog webpages.
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