




Questa tesi esamina l9impatto della progettazione dell9integrazione post

valore a lungo termine nelle operazioni di fusioni e acquisizioni. Attraverso un9analisi 

4 3 3 3

Chrysler e L9Oréal3 4 e utilizzando dati secondari e d9archivio, 

viene ricostruito come le decisioni di integrazione trasformino l9intento strategico in risultati 

dipende dall9allineamento della 

dei flussi di conoscenza e dalla protezione delle routine critiche per l9identità; dalla 
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1 Introduction



about the employee9s perception

In the 890s there has been a dominance of conglomerate mergers and an escalation in 

To what extent does the post-merger 

integration strategy adopted determine the long-term success or failure of M&A transactions in 

terms of value creation?



4

3 3 3

3 4

Theoretical Framework of Mergers and Acquisitions

4



3

3

the acquirer9s resource portfolio; their success 

ultimately depends on the organisation9s abil



2.1Definition Types and Strategic Motivations of M&A

an acquisition involves purchasing and absorbing another firm9s equity and assets. M&A deals 

4

4

4

transactions call for more intensive operational integration, the imposition of the acquirer9s 



渃̀

Multiple theoretical perspectives account for firms9 motives to undertake M&A. 

<



Utilize the acquiring company9s expertise in marketing, production, or other areas 

Penetrate new markets by utilizing the acquired company9s marketing capabilities

Improve economies of scale by utilizing the acquired company9s distributional 

company9s chief executive



Utilize the acquired company9s personnel, skills, or technology in other operations of 

the acquiring company=

the two firms9 values, assumptions, and routines 



as treatment → Justifying → Integrating → Results as an integrated process, and synchronizing 



:  <Conventional View of Acquisitions=

2.3 Post-Merger Integration: A strategic driver of value creation



2013). L9Oréal9s 2006 acquisition of The Body Shop illustrates such selectivity; The Body 

Shop9s ethical branding and direct



<make them like us= or <change nothing=, 

integration as an opaque <black box= (

purposeful action and obscures the deal9s guiding rationale (

<stage setting= period precedes operational integration 

and on the acquired firm9s condition, which may require stand

4 4



: <Typical integration options in M&As=

operational coupling is where synergies arise when the target9s autonomy is not essential 



4 3

employees must adapt to the acquirer9s dominant systems (

4 4

• 4

• 4the target voluntarily adopts the acquirer9s culture when its own 

• 4

• 4



<Acquired firm’s modes of acculturation=

Since the acquirer9s diversification objectives and openness to multiculturalism shape cultural 

Despite acknowledging PMI9s importance, pre

4

4



<The Acquisition Integration Process=

4



4

<

=

<Types of strategic capability transfer=



Empirical research indicates that deal outcomes hinge less on a transaction9s financial or 

Among PMI9s many 

The persistence of high failure rates, despite acquisitions9 ongoing popularity as a growth 



target9s idiosy



•

•

•



cling to the deal9s original logic as a psychological anchor, creating a recurring cycle of 

3 Methodology



3.1Research setting

4 3

3 3

3

3

3



4

4

combined; L9Oréal

3.2 Data sample

4 3 3

3 9 3 4



4

4

Table 1 provides an overview of the firms9 background characteristics.

<own representation=

3



 Data sources

3 3Mannesmann, L9Oréal3 3

famous journal allowed to track the development of the firm9s in real time, avoiding 

4

firms9 own websites 

4



reviewed articles meeting the VHB ≥ B criterion

thesis9 construct space (post

VHB ≥ B status, full texts were read a

3



supplemented by ≥2 independent sources (press, filings/regulators, company documents, or 

…

L9Oréal the 

such as <PMI case study Disney Pixar= or <PMI case study Daimler 

Chrysler.= Boolean combinations ensured site specific searches, for example: <post

integration= AND <value creation=; <PMI strategy= AND <synergy realization=; <merger 

failure= AND <cultural fit=; <mergers and acquisitions= AND <integration models=; <successful 

merger integration= AND <best practices=; <post merger integration= AND 

<organizational culture=; <resource based view= AND <mergers and acquisitions.= For the 



Source: <own representation=

https://www.ft.com/content/3c946d16-8cde-11da-9daf-0000779e2340
https://thewaltdisneycompany.com/disney-to-acquire-pixar/
https://www.nytimes.com/2006/01/25/business/disney-agrees-to-acquire-pixar-in-a-74-billion-deal.html
https://www.nytimes.com/2006/01/25/business/disney-agrees-to-acquire-pixar-in-a-74-billion-deal.html
https://archive.nytimes.com/dealbook.nytimes.com/2008/06/02/disney-and-pixar-the-power-of-the-prenup/
https://archive.nytimes.com/dealbook.nytimes.com/2008/06/02/disney-and-pixar-the-power-of-the-prenup/
https://d23.com/disney-history/
https://www.pixar.com/our-story
https://www.bcg.com/publications/2016/postmerger-rejuvenation
https://www.wsj.com/articles/SB113813745654455127
https://www.eurofound.europa.eu/en/resources/article/1999/vodafones-hostile-takeover-bid-mannesmann-highlights-debate-german
https://www.eurofound.europa.eu/en/resources/article/1999/vodafones-hostile-takeover-bid-mannesmann-highlights-debate-german


Source: <own representation=

Source: <own representation=

Resources for L9Oréal

https://www.wsj.com/articles/SB949581016407171705
https://archive.nytimes.com/www.nytimes.com/library/financial/013100mannesmann-vodafone.html
https://archive.nytimes.com/www.nytimes.com/library/financial/013100mannesmann-vodafone.html
https://www.wsj.com/articles/SB955560462953845934
https://eurlex.europa.eu/legalcontent/HR/TXT/?uri=CELEX%3A32000M1795&utm
https://group.mercedes-benz.com/company/tradition/company-history/1995-2007.html
https://www.ft.com/content/18c69fe0-337e-11de-8f1b-00144feabdc0
https://www.nytimes.com/2001/08/12/business/daimlerbenz-to-buy-chrysler-in-36-billion-deal.html
https://www.theguardian.com/business/2007/may/14/motoring.lifeandhealth
https://time.com/archive/6735428/daimler-benz-chrysler-worldwide-fender-blender/
https://www.economist.com/business/2007/05/17/divorced
https://group.mercedes-benz.com/company/at-a-glance.html
https://content.time.com/time/specials/packages/article/0,28804,1894731_1894734_1894722,00.html
https://www.chrysler.ca/en/innovation/car-history


Source: <own representation=

Source: <own representation=

https://www.loreal-finance.com/eng/news-release/loreal-and-natura-enter-exclusive-discussions-regarding-body-shop
https://www.loreal-finance.com/eng/news-release/loreal-and-natura-enter-exclusive-discussions-regarding-body-shop
https://www.theguardian.com/business/2006/mar/17/retail.money
https://www.bbc.com/news/business-38905530
https://www.ft.com/content/09bd4432-ef9f-11e6-930f-061b01e23655
https://www.ft.com/content/b24e1608-523e-11db-bce6-0000779e2340
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Source: <own representation=

3.4 Data analysis

3 3 3

3

3 3



4

4

3.5 Limitations 



4

4

4. Case Studies of Successful Mergers

3



–

, Ed Catmull, who was Pixar9s CEO, explained 

that Pixar9s culture of teamwork and creativity had its beginnings in Disney Animation. He 

that made Disney9s classic films so successful. Catmull also stressed that Pixar9s movies, like 

Disney9s, were made for families around the world and, more importantly, for the child in every 



A Bug9s Life" (1998), 

This acquisition brought together Pixar9s creative and technical talents, who had won 20 

Academy Awards, with Disney9s strong brand identity, theme parks, and distribution system. 



Studios, with the aim of bringing Pixar9s innovative culture into alignment with Disney9s 

3

embrace Pixar9s unique culture, which for two decades has foste

<

animation, which is a critical creative engine for driving growth across our businesses= (

billion. The merger aimed to fuse Pixar9s creative and technological strengths with Disney9s 

4

4



and Steve Jobs joined Disney9s board, bringing the tally of independent directors to eleven out 

Steve Jobs emphasised when he noted that the combination removed <the barriers that come 

from two different companies with two different sets of shareholders,= allowing both teams to 

concentrate on <creating innovative stories, 

around the world= (

The strategic rationale drew on Pixar9s two 4

among them Toy Story, A Bug9s Life, Monsters, Inc., Finding Nemo, and The Incredibles4

and on Disney9s capacity to leverage such properties across theme parks, consume

catalyst for a <post merger rejuvenation= of Disney9s own animation capabilities: rather than 

D production to Pixar because the technology9s commercial potential was 

certainty had receded, and Pixar9s bargaining power had risen; vertical 

To safeguard Pixar9s distinctive creative environment, Robert Iger negotiated a codified set of 

protections. These measures preserved employees9 generous health

mandatory employment contracts, and even ensured the original <Pixar= si



4

• Cost 

4

• Revenue synergies followed from adopting Disney9s sequel and direct

by amplifying Pixar characters across Disney9s established theme

• Vitality synergies4 4were pursued via reverse integration: Pixar9s 

their skills. A <do change list= protected salient identity 

4 4

creative advisor to Walt Disney Imagineering; and Steve Jobs joined Disney9s board as a non



resigned before closing, while Jobs emerged as Disney9s largest individual shareholder with a 

The merger contract barred replacing the <Pixar Animation= logo in Emeryville with a joint 

brand, underscoring management9s commitment to cultural preservation (

3Pixar9s post

Pixar9s creative environment. Robert Iger authorised a set of guarantees that preserved 

employees9 generous health benefits, dispensed with compulsory employment contr



4 4

synergies while leaving Pixar9s artistic processes intact (

synergies by encouraging Pixar to adopt Disney9s established playbook on sequels and direct

DVD releases and by extending Pixar characters across Disney9s merchandising and theme

gains were <vitality synergies= created through 

Disney9s board4 that revitalised Disney Animation without diluting Pixar9s autonomy 

). A formal <do change list= preserved visible identity markers4

4

streamlining for cost takeout, PMR seeks to expand the organisation9s ex

before closing, and Jobs became the company9s largest individual shareholder with a 6.5 

4 embedded Pixar9s leadership at the centre of the combined 



he noted, both safeguarded Pixar9s creative identity and expanded the commercial potential of

electively onto Disney9s legacy 

animation unit. By giving Pixar9s leadership operational command over Disney Animation, the 

company achieved what the Boston Consulting Group terms <post merger rejuvenation,= 

an unusually high capacity for exploration for a company of Disney9s maturity (

acquisition also locked in a pipeline of creative talent behind Pixar9s seminal titles4

Toy Story 2, A Bug9s Life, Monsters, Inc., Finding Nemo, and The Incredibles4

guide sequels and new intellectual properties for Disney9s world

Reflecting on this continuity, John Lasseter noted that Pixar9s two

great stories and characters in an environment made richer by technical advances= was rooted 

in Walt Disney9s own standards, and that the renewed partnership makes it possible to <continue 

in this tradition with Disney, the studio that started it all= (

stressed that the strengthened animation unit <provides a strong foundation that embodies our 



collective spirit of creativity and imagination= and positions the organization <to grow and 

flourish= over time (

4then the world9s largest mobile 4

for Mannesmann AG, which the executive board immediately dismissed as an <inferior offer= 

and <extremely unattractive for Mannesmann shareholders,= 

lacked strategic rationale given the firms9 divergent 

4

Mannesmann9s supervisory board endorsed management9s 

4

time, surpassing AOL Inc.9s planned $131 billion acquisition of Time Warner Inc.4

the world9s largest mobile operator with 42.3 mil



). Following liberalisation of Germany9s 

). Although Mannesmann9s stock performance was strong, it traded at a discount 

30, whereas Vodafone9s rose sevenfold

to 343 pounds over the same interval; Mannesmann9

1992 to 10.2 in 1999, while Vodafone9s increased from 7.7 to about 125.5 in 1999 (

telecommunications, engineering, and automotive; by the 1990s it had become Europe9s largest 

). In line with this profile, Mannesmann9s core 

4

4



Mannesmann9s acquisition of Orange subject to divestment of Orange9s stake in Connect 

4

4

). In 1999, Mannesmann9s roughly €30 billion move 

on Orange threatened Vodafone9s home turf and led Chris Gent

consideration from about €100 billion to €124 billion and was justified

articulated strategic aims were to create the world9s dominant wireless carrier, capture major 



3 3

Germany9s voluntary takeover code which4 4

Mannesmann9s response, unusually for German practice, neither questioned the legitimacy of 

hostile bids nor invoked the stakeholder model; management instead branded Vodafone9s 

Mannesmann at €353 ($349.61) per share, with Mannesmann investors owning 49.5% and 

4Gent stating <we are both winners,= and Esser explaining 

that Vodafone9s rising stock price had pushed the offer above his €350 target and by more than 

down a friendly €240



swap structure this valuation gap strengthened Vodafone9s 

regulatory remedies, with several of Vodafone9s early undertakings only partially fulfilled 

). On the portfolio side, Vodafone raised more than €14 billion by 

4

business to Salzgitter for €14



executive director while continuing as Mannesmann9s CEO, led the separation of the industrial 

arrangements, the combined group9s 19

headquarters, and Vodafone undertook not to dispose of Mannesmann9s interest

development of Mannesmann9s wireless Internet activities, set the integration and expansion of 

n9s articles of association (Kumar, 2019

the enlarged group9s pan

Mannesmann9s integrated telecommunications strategy and to relocate all fixed



The Mannesmann takeover9s success rested, first, on the gradual reconfiguration of institutional 

to a bidder9s advantage (

4 3 4

); fourth, on the retreat of traditional bank <shielding,= as major banks 

prompted by public and political backlash, in which Vodafone9s open letter pledged no 

4

4



Germany9s core constraints remained largely intact4

3

). The case9s main significance, therefore, 

4

4

signal employees9 declining willingness to accept a simple neo

5. Case Studies of Failed Mergers

3

merger between L9Oréal and The Body Shop in 2006. By investigating these cases, the chapter 



–

3

ket. Presented as a <merger of equals,= the transaction 

Daimler AG is among the world9s foremost automotive groups (DC7). Established in 1886 by 

In 2024 it generated €145.8 billion in revenue a

in 1925 by Walter Chrysler, quickly defined the Chrysler brand9s proposition by offering 

affordable <luxury= models dist



In 1995, the newly appointed chairman of Mercedes9 Board of Management, Jürgen E. 

Schrempp, launched a strategic realignment in response to several business units9 weak 

supplementing them with new products and services, and reinforcing Daimler9s global 

Benz9s reliance on high

4

versus Chrysler9s 2.3 million4

4



4Chrysler9s design teams demonstrated with the Viper and the Prowler that 

framed as a vehicle for safeguarding both companies9 long

Benz9s acquisition of Chrysler for roughly $36 billion (DC1

4 4



4 4

Benz9s carefully cultivated premium image, production capacity outside Germany where labour 

costs are among the world9s highest, and an opportunity to learn from Chrysler9s admired ability 

4supported by Chrysler9s expansive dealer network and 

4

4

industry by uniting the nation9s third

carmaker with Germany9s renowned producer of luxury cars and heavy trucks, while also 



Chrysler reliability, Chrysler9s bold styling would make Mercedes less staid, th

4the executive who had overseen Chrysler9s rise into America9s hottest car company4

Benz9s 

most mergers suffered from a misplaced <wish for harmony= and that Daimler had deliberately 

Almost as soon as the deal was unveiled the previous May, Schrempp9s cadre of strategists 

4replete with <synergy tracking= headings4



accordingly, Schrempp installed a <post merger integration= (PMI) arch

<issue resolution teams= were tasked with pushing and cajoling counterparts to combine 

everything from sourcing to R&D, with any dispute freezing that team9s integration until 

4

to Europe for assembly alongside the Jeep. <There was the distinct opinion on the Mercedes 

= 4

to compete with Volkswagen9s Golf4

make Chrysler products more reliable, while Chrysler9s flamboyant design language would 



3

member and Germany9s largest industrial group4

4

rcedes9s reluctance to rely on Chrysler production lines and quality systems (DC4). Though 



4

4complaining of Stuttgart9s <planning 

hell,= encapsulated by a senior Chrysler executive9s quip that he was <having a bad PMI day= 

4

failed to internalise the U.S. unit9s price

synergies failed to materialise, the vaunted <merger of equals= operated as a de facto Daimler 



marketed as a <merger of equals,= the alliance unraveled: in May 2007 Daimler announced the 

4 4

4

4failed to grasp Chrysler9s price

<affliction= (DC8). Performance metrics reinforced this judgment: by 2001 the combined firm9s 

Benz alone prior to the merger, Chrysler9s U.S. 

market share slid to 14%, and the group9s failure to shift toward smaller, more efficient 

4 4

4

3

5.2 L’Oréal-The Body shop



5.2.1 Background of the companies

4a British icon acquired by L9Oréal in 20064

commerce, reporting retail sales of about €1.5 billion and net sales of €921 million (LB1). A 

4

4

<alternative= cosmetics built on natural ingredients at a time when the sector largely relied on 

heterogeneous, and the brand9s aversi

By contrast, L9Oréal has been dedicated to beauty for over a century, overseeing a distinctive 

international portfolio of 34 complementary brands; in 2016 the Group generated €25.8 billion 

with Research and Innovation central to strategy and the <Sharing Beauty With All= 2020 



L9Oréal was the world9s largest cosmetics company, owning 19 international brands that 

4

patented hair dyes and toiletries under the L9Oréal name4

5.2.2 Strategic motivations behind the merger, structure of the deal

L9Oréal for £652.3m, with founder Anita Roddick expected to realise £130m from selling a 

B2). L9Oréal 

framed the purchase as consistent with <authentic= advocacy of The Body Shop9s values, 

presenting the target as a <sizeable and complimentary brand= active in 54 countries that 

re to the <masstige= 

strategic rationale emphasised combination effects: marrying L9Oréal9s international market 

expertise with The Body Shop9s distinctive sustainable 

gains (LB2). At the same time, The Body Shop9s identity drew on early leadership in the use 

L9Oréal at the time had been tested on animals, in tension with The Body Shop9s public stance 



4

4

the <masstige= consumer with price points between mid

L9Oréal9s March 2006 offer of £652 million4L9Oréal9s first major strategic move under 

sly head of the Group9s U.S. business (

). The capabilities story anticipated reciprocal benefits: L9Oréal would tap The Body 

Shop9s sourcing of raw materials and cruelty

draw on L9Oréal9s produ

fit problem: The Body Shop, one of Britain9s largest cosmetics 

retailers precisely because of its habit of <thinking small,= might sit uneasily within a multi

). Finally, L9Oréal9s March announcement of a 

5.2.3 Integration process

At the point of integration, L9Oréal confirmed that The Body Shop brand would be preserved 

4 4

stakeholders to back the transaction (LB2). Strategically, L9Oréal argued the brand would 

complement its portfolio by extending reach in the <masstige= segment4



4

had <slightly lost its way= under L9Oréal9s ownership (LB3).

To protect identity and reassure consumers, L9Oréal said The Body Shop would operate as a 

4 4

that L9Oréal did not intend to distribute its own brands through The Body Shop stores (

d as very strong and <beautiful,= with the 

view that L9Oréal9s global perspective could help elevate performance, particularly in markets 

). Externally, L9Oréal also 

performance through the decade after its acquisition by L9Oréal (

Within L9Oréal9s portfolio, the brand became one of the Group9

February 2017 L9Oréal reported an EBITDA margin of 8.8% for The Body Shop versus the 

Group9s 23%, and4 4

was unfair for some to see L9Oréal as an unworthy acquirer of a company that, under Dame 

Anita, had pioneered <ethical= business (LB5



problem: The Body Shop, one of Britain9s largest cosmetics retailers precisely because of its 

tendency to <think small,= might not sit comfortably within a multi

<slightly lost its way= during L9Oréal9s ownership (LB3).

4

5.2.5 Results and long-term impact

Given the brand9s sustained underperformance within L9Oréal9s portfolio4

ethical rivals, and profitability below the Group9s level ( 4

ongoing questions about strategic fit during L9Oréal9s tenure (LB3), the most credible route to 

Shop9s identity.

new <home= to protect naturality and ethics while advancing long

). In line with this narrative, L9Oréal9s 

Paul Agon stated that Natura would best nurture the brand9s DNA and 



thanked The Body Shop9s global employees and partners, voicing confidence in the brand9s 

prospects under the incoming owner (LB1). Likewise, The Body Shop9s Chairman & CEO 

welcome L9Oréal9s decision to enter exclusive talks with Natura, whose ethical values and 

capabilities made it the <perfect new owner= to accelerate rejuvenation and future growth 

Operationally, L9Oréal announced in June 2017 the sale of The Body Shop to Natura 

Cosméticos at an enterprise value of roughly £875m, underscoring the firms9 close alignment 

4

4while The Body Shop would be able to draw on Natura9s 

6.1 Comparison across all cases

4

3 3

3Chrysler and L9Oréal3

3



3

4

4

3

4including a <do

list= covering benefits, contracts, 4

and preserved Pixar9s core routines (

capability diffusion via reverse integration, with Pixar leaders embedded at the system9s core4



4

3

4 4

4

4

3

Pixar9s outcome turned on selective integration plus leadership

channelled the target9s creative routines into the acqui

3Mannesmann9s outcome turned on offer 

4 4



3

4 4

progress through dense schedules that Chrysler managers described as <planning hell= (DC5). 

quality systems, and even met dealer pushback on Dodge and Jeep; a nominal <merger of 

equals= drifted into a de facto takeover as co

luxury, Daimler misread the U.S. unit9s price

, after which value fell toward Daimler9s pre

L9Oréal3

4

4this setup did not convert the target9

identity into portfolio performance as the <green beauty= segment expanded and premium 

risk for a retailer successful precisely by <thinking small= inside a multi

and later judged the brand had <slightly lost its way= under L9Oréal, signalling that identity 



Group9s 23% triggered a strategic review, auction, and ultimately a sale to Natura as the owner 

most aligned with the brand9s ethos (

3

distance, while L9Oréal3

<do change= 





<planning hell=; 



L9Oréal



7.1 Theoretical Implications

3

3

3

3

3 4

4 3

3



4

4

3

4

4

3

3



3

4

4

3

3

7.2 Practical recommendations for effective PMI management



When the acquirer maintains the target9s distinctive practices while intergrating scale

safeguarding the routines that are critical to the acquired firm9s identity (Haspeslagh & Jemison, 

3

3 shows that protecting the firm9s core identity by integrating only 



4

4

3

3

3

4

4



7.3 Limitation and Future research 

fit the deal9s value (Haspeslagh & Jemison, 1991). Value is realised when task fit is right, and 

4

4

3



8 Conclusion

4

3

3

3

3
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