There is more than one way to integrate merged companies – choose the right approach and execute it accordingly 

Successful post-merger integration demands that the business jointly master four basic strategies: consolidation, combination, transformation and preservation. The right integration approach taken depends on the business aims and benefits of the M&A and on the sources of synergy sought. Some M&As fail because the post-merger integration strategy is not aligned with the business objectives of the combination (for example, applying a ‘slash and burn’ implementation for what was intended to be a merger of equals). Others go wrong when the integration strategy is aligned with business strategy but is poorly implemented, spoiling the benefits of combining. 


While one integration approach will usually predominate, most M&As require different integration approaches to be applied in different parts of the business. This can be tricky because each approach requires people with different skills, and has strikingly different critical success factors and risks associated with it. Nevertheless, skilled deployment of a combination of two, three or all four approaches can offer significant additional value. 

Consolidation is the most used (and misused) of the four integration approaches. It involves the conversion or imposition of one organization’s business model to another. Consolidation makes the most sense when cost reduction and efficiency gains are paramount goals. Consolidation demands that uniform, efficient and scaleable processes and technology be already in place. Clumsy implementation can lose customers, alienate staff and lead to critical breakdowns in operations.
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Combination entails taking the best organizational and technology pieces from each company and synthesizing them into a new whole. It is the right approach to integration when merger objectives involve entering new markets, acquiring new products for an existing portfolio or buying new channels of distribution. Combination works best when each side has unique but complementary capabilities – for example, Duracell produces a product (batteries) that Gillette 
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