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ABSTRACT 

Understanding organizational change remains of paramount importance for the progression of 

organizational science theory, as complexity and ambiguity are embraced as inseparable 

constituents of organizational life. Acknowledging this inseparability between change, complexity 

and ambiguity has led to the development of new change conceptions that emphasize the criticality 

of understanding the processes that lead change, over past concentrations on explaining and 

predicting its outcomes. This has opened the route for new explorations and the incorporation of 

new perspectives, even in widely researched contexts, as it is the case of M&As. In fact, the context 

of M&As presents one fruitful arena for exploring the implications of these new change 

theorizations, as the integration of previously independent organizations presents unparallel 

challenges, that have not yet been fully understood or effectively managed by extant theory and 

practice.  

Using the sensemaking perspective as the foundation for understanding organizational action, this 

study explores the connections between identity change and strategy, in two financial services 

institutions, Fin Bank and Deposit Bank, both of which had to undergo a series of transformative 

changes, in course of an economic adjustment program. Specifically, through the application of 

an exploratory, qualitative case study research design, this study explores how organizational 

identity and strategy dynamics intertwine during post-acquisition integration, to facilitate 

adaptability in the newly formed entities. At the same time, the under-researched case where 

M&As occur as part of an economic adjustment program, provided an opportunity for exploring 

how the nature of change, in this case imposed strategic change, influences the progression of 

post-acquisition integration processes.  

Insights from this study contribute to our understanding on how identity work efforts interconnect 

with strategy related processes to remedy the disruptions caused by the imposition and enactment 

of M&As. Specifically, the emergence of the three processes of “sensegiving via strategy 

formulation”, “sensemaking via strategy implementation” and “authenticating” provide insight 

on how agentic activity informed new identity conceptions, through the negotiation of new social 

structures during the implementation of knowledge-based work. This contributes to a growing 

research agenda concerned with the interaction and possible connections between different kinds 

of work, while the examination of imposed strategic change in the context of M&As informs extant 
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interpretations on how the nature of change and characteristics of decision-making processes 

influence the progression of post-acquisition integration.  

 

Key words:  

imposed strategic change, M&As, organizational identity work, post-acquisition integration, 

sensemaking, strategy work 
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CHAPTER 1: INTRODUCTION 

Today’s fast-paced, dynamic environment has raised significant challenges for research and 

practice, as the guiding processes of organizing have changed at their core. More prominently, 

recent views have argued that this constant flux has being so immense that it has disintegrated the 

traditional structures that used to hold organizations together (Denis, Langley, & Rouleau, 2007; 

Oliver, 2015), turning attention to the ways internal and external stakeholder groups interact to 

effect organizational change. This shift has raised new questions regarding the processes involved, 

as organizations attend their strategic purposes, in an increasingly interconnected environment 

(Oliver, 2015), where internal and external boundaries are becoming more and more 

indistinguishable (Hatch & Schultz, 1997).  

The present study aims to explore the interconnections of these processes, in the context of 

mergers and acquisitions (henceforth mergers or M&As), a traditional, but still prevalent method 

through which organizations pursue their competitive strategy and strategic direction (Graebner, 

Heimeriks, Huy, & Vaara, 2017; King, Bauer, & Schriber, 2018; Vaara, 2003). In fact, the 

phenomenon of M&As is something that has steadily been seen to grow globally, in frequency 

and volume (Park, Meglio, Bauer, & Tarba, 2018), despite widespread evidence that only few can 

claim to have met their purpose and auspicious motives, to create synergies and value for the new 

entity (King, Dalton, Daily, & Covin, 2004). This paradoxical phenomenon (Weber, 2011) has 

attracted significant attention in organizational science literature, as researchers aimed to explain 

this extensive failure, mostly through the identification of sets of antecedents that could be used 

to predict post-acquisition performance (King et al., 2004). However, closer examination has 

unravelled that the multidimensionality and inherent complexity of M&As requires more in-depth 

inquiries (Bengtsson & Larsson, 2012; Haleblian, Devers, McNamara, Carpenter & Davison, 

2009), that could address the general and abstract questions of “how” and “why”, as well as 

account for their idiosyncratic nature (Bengtsson & Larsson, 2012), a prominent characteristic of 

M&As.   

Changing the underlying assumptions that have traditionally been used to conceptualize M&As, 

has spurred new waves of research that focused on post-acquisition integration (Haspeslagh & 

Jemison, 1991; Weber, 2012; Stahl & Voigt, 2008). In fact, post-acquisition integration has been 

recognized as the key transitional period following the announcement of a merger, where a series 
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of important actions, tasks and processes are thought to take place that could arguably influence 

or even determine, the viability of the new entity (Birkinshaw, Bresman & Håkanson, 2000; 

Haspeslagh & Jamison, 1991; Larsson & Finkelstein, 1999). In a recent review, Graebner et al. 

(2017, p.2) defined post-acquisition integration as “a multifaceted, dynamic process through which 

the acquirer and acquired firm or their components are combined to form a new organization”.  

In this work, a plethora of different issues thought to influence post-acquisition integration have 

been examined, such as, interaction and communication (Larsson & Finkelstein, 1999; Reus & 

Lamont, 2009), knowledge transfer (Bresman, Brikinshaw, & Nobel, 1999; Empson, 2001; Sarala, 

Junni, Cooper, & Tarba, 2016), and cultural differences (Stahl & Voigt, 2008; Vaara, Sarala, Stahl, 

& Bjӧrkman, 2012). Among those, the concept of organizational identity, commonly defined as 

those features of an organization that its members consider to be the most central, distinctive and 

enduring (Albert & Whetten, 1985), has been an important issue thought to impact the progression 

of post-acquisition integration. In fact, through research it has become evident that organizational 

identity cannot exist in isolation from the core activities and routines of organizational life, and it 

is hence thought of as an inseparable element of the strategic change and decision -making 

processes (e.g. Gioia, Patvadhan, Hamilton, & Corley, 2013; Nag, Corley, & Gioia, 2007; Van 

Rekom, Corley, & Ravasi, 2008). 

However, despite its widespread interlink to transformative initiatives (Nag, et al., 2007; Gioia et 

al., 2013), most work in the context of M&As has been concerned with the dialogical and symbolic 

nature of this concept (e.g. Vaara, Tienari & Säntii, 2003). This application has led to partial 

interpretations and understandings regarding its conceptualization and its interaction with other 

important processes concerned with the enactment of a new strategy (Gioia et al., 2013). Therefore, 

although it has been widely accepted that the creation of a shared and collective sense of “who we 

are” as an organization is a favourable outcome that can facilitate post-acquisition integration 

(Clark, Gioia, Ketchen, & Thomas, 2010; Graebner et al., 2017), there are still a lot to be known 

as to how the processes that lead organizational identity change interlink with other important 

processes, concerned with the fulfilment of requirements necessary for the implementation of a 

new strategy.  

This study therefore builds on a growing body of work (e.g. Clark et al., 2010; Nag et al., 2007; 

Ravasi & Schultz, 2006) that explores the connection between organizational identity and strategic 
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renewal, with the aim of unravelling how organizational identity dynamics intertwine during the 

enactment of third-order change initiatives, as it is the case of M&As, to facilitate adaptability. It 

is therefore argued that its determinative role during the enactment change and its prominent 

connection to both cognition and action (Englund & Gerdin, 2012; Nag et al., 2007; Prado & 

Somoza, 2013; Ravasi & Schultz, 2003), can be used to provide insight into the dynamics that lead 

the enactment of radical change events.  

The focal organizations in this study are Fin Bank and Deposit Bank, two financial services 

institutions operating in the Eurozone Area, both of which had to undergo a series of transformative 

changes, that aimed to correct the imbalances created by their constituents’  ineffective, risky 

business models and practices. Out of these changes, the most important have being the external 

imposition of a merging program, which along with the enforcement of a series of other changes 

in these organizations’ business models, radically changed the face of the financial services 

industry of the country. These massive changes, triggered by the government and other supra-

national bodies, provided a promising context for exploring related interconnections, in a situation 

of imposed strategic change.  

This exploration was done through the application of an exploratory, qualitative case study 

approach, with the main purpose being the investigation of the following research questions:  

1. How organizational identity and strategy dynamics intertwine during post-acquisition 

integration, to facilitate adaptability in the newly formed entities.  

2. How the nature of change, in this case imposed strategic change, influences the 

progression of post-acquisition integration processes.  

These questions were examined through the application of an interpretive approach, which 

allowed the unravelling and interpretation of related events, as well as the emergence of related 

processes, as recounted by the informants in the specific context. Specifically, taking on a 

conception of identity as an interpretive phenomenon (Hatch et al., 2015), that links to both 

cognition and action, this study examined how the processes that guide the redefinition of ‘who 

we are as an organization’, interlink with the redefinition of a new strategy – as this was explicated 

in the representations and understandings of organizational members regarding the new way 

forward of the two integrated entities.  
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It is claimed, that especially during transformative change, as in the case of mergers, 

understanding and managing these dynamics is an important concern, for both management and 

research. Specifically, it is argued that any discrepancy or misalignment between organizational 

identity conceptions and new strategy definitions can cause internal confusion in decision-making 

and mission clarification, while externally it can jeopardize the legitimacy of the new organization 

and lead to failure in meeting anticipated results. These issues present their own unique challenges 

in the under-researched case where M&As occur as part of an economic reform program, whereby 

institutional forces come to influence an organization’s course of action.     

This study therefore contributes to both M&As research, as well as to organizational identity 

change literature in several ways. First, the examination of imposed strategic change in the context 

of M&As is an area that yields valuable insights on how the nature of change and decision-making 

processes influence post-acquisition integration. Specifically, it expands prevailing notions of 

M&As as strategically planned events, initiated by executive teams in pursue of a new strategic 

purpose (e.g. Clark et al., 2010; Vaara, 2003), into the possibility of mergers as emergent, 

externally imposed change events, guided by political, economic or other institutionally driven 

reasoning. At the same time, it provides empirical evidence on how the content of change 

influences key integration processes, as it is the case of due diligence (King et al., 2018).   

Second, this study contributes to a growing stream of research that aims to explore the “identity-

strategy nexus” (Ravasi, Tripsas, & Langley, 2017, p.113), by unravelling how identity work 

efforts can be used to remedy the disruptions caused by the imposition of related decisions. In fact, 

the emergence of the three processes of “sensegiving via strategy formulation”, “sensemaking via 

strategy implementation” and “authenticating” can help us understand how agentic activity 

informed new identity conceptions, through the negotiation of new social structures, during the 

implementation of knowledge-based work. Essentially, this finding provides theoretical and 

practical insights to the critical question of how cognition, action and practice intertwine to 

alleviate the disruptive impact of transformative change.  

At the same time, the connections identified between identity work and strategy work, in a context 

where institutional forces significantly influenced organizational action, contributes to a growing 

research agenda concerned with the interaction and possible connections between different kinds 

of work (e.g. Kreiner and Murphy, 2016; Phillips & Lawrence, 2012; Ravasi et al., 2017), such as 
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strategy work (Whittington, Molloy, Mayer, & Smith, 2006), institutional work (Lawrence & 

Suddaby, 2006) and identity work (Snow & Anderson, 1987).  

Besides the theoretical insights, this study also provides empirical evidence of the practical 

implications of implementing M&As as an “imposed strategy” (Mintzberg & Waters, 1985), 

especially with regards to the influence this may have on organizational members’ interpretations 

and responses. For instance, the emergence of the concept of “disordered sense of collectivity”,  

provides insights on how interactions between internal and external stakeholder groups can create 

social impediments that influence the ability of organizational members to act and interact 

collectively during their engagements in various work teams and other task-oriented arrangements. 

Understanding these responses is critical in monitoring them, as they provide insights that can 

essentially shape management action.  

The outline of this study proceeds as follows. Chapter 2 involves a review of the literature on 

organizational identity and M&As, with emphasis being on work concerned with post-acquisition 

integration processes. Next, Chapter 3 sets the theoretical framing of the study, while Chapter 4 

presents the methodology of this investigation, as well as a justification for the choice of methods 

applied. Details of the cases of Fin Bank and Deposit Bank are then presented and analysed in 

Chapter 5. Following, Chapter 6 provides a preview of the emergent theoretical model, while 

introducing the emergent themes and concepts. Chapter 6 also presents in detail the emergent 

themes and concepts along with supporting data. Finally, Chapter 7 concludes the thesis, with a 

discussion of findings, along with the theoretical contributions, practical implications, and 

limitations of the study, including implications for future research.   
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CHAPTER 2: THEORETICAL FOUNDATIONS 

This section constitutes the theoretical frame of reference of the thesis. Specifically, this chapter 

examines extant research in the areas of M&As and organizational identity, with emphasis being 

on work that bridges the two streams of research.  

With regards to M&As, first a presentation of the evolution of the field is made, with reference to 

the main schools of thought by which the phenomenon of M&As has been examined in extant 

literature. However, as this study aims to address the complex and ambiguous nature of M&As, 

emphasis is mostly given on work that has adopted a more managerial orientation on the 

phenomenon, that recognizes their idiosyncratic, multidimensional and multilevel nature 

(Cartwright & Schoenberg, 2006). For organizational identity on the other hand, first a 

presentation of the concept is made, followed by an analysis of the dominant perspectives used for 

its investigation. These include the social actor, the social-constructionist and the institutionalist 

stances. The aim here is to highlight the complementarity of these views, which until recently were 

seen as conflicting, and their mutually constitutive nature in understanding the dynamics of 

organizational identity and the evolution and connection of this concept with other important 

organizational phenomena (Clark et al., 2010; Gioia & Hamilton, 2016). At the same time, analysis 

of these different stances and presentation of corresponding empirical work aims to provide 

evidence for the multiplicity of the concept (Gioia et al., 2013); a necessary step for understanding 

how organizational identity interlinks with the processes that guide strategic effort attempts. 

Finally, a presentation of extant empirical investigations in the field of organizational identity 

within the context of M&As is made, to set the theoretical frame that guides this investigation. 

 

Mergers and Acquisitions: An Overview 

M&As are perhaps one of the most researched subjects in the area of strategic management, as 

through time they have remained a steadily growing method through which organizations pursue 

their new strategic directions (Cartwright & Schoenberg, 2006; King et al., 2018). Specifically, 

M&As have, more than any other method, been used by organizations for en tering new markets, 

accessing innovative technology, achieving economies of scale and changing the structures of 

industries, by joining or eliminating competitors (Graebner et al., 2017). Their widespread 
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application has hence moved along with a continuous expansion in their investigation. However, 

this is an outcome attributed not only to their enduring popularity, but also, to the long-attracted 

interest of scholars and practitioners alike, to explain the prevalent failure rates that follow their 

implementation (Bauer & Matzler, 2014; King, et al., 2004). In fact, despite extensive conceptual 

and empirical research on the topic, M&As are to date considered one of the biggest unsolved 

paradoxes of organizational life (Cartwright & Schoenberg, 2006; Weber, 2012).  

This enduring contradiction in M&As’ activity has spurred a great deal of empirical and conceptual 

research, however, this work has consistently been characterized by lack of necessary intellectual 

connections, leading to the creation of what M&As’ scholars have refer to as a “fragmented field” 

(Bauer & Matzler, 2014; Weber, 2012). Many researchers have attributed this fragmentation to the 

distinct routes that M&As’ literature has followed through time (Das & Kapil, 2012; King et al., 

2018), while others to the lack of integrative frameworks that could provide the necessary 

theoretical connections (Haleblian, et al., 2009). More recently, attention shifted to the 

methodological approaches used in their investigation, as scholars aimed to understand the effects 

of M&As as unique and complex organizational phenomena, where context matters (Bengtsson & 

Larsson, 2012; Meglio & Risberg, 2010; Risberg & Meglio, 2012). Specifically, in this domain, 

organizational scholars argued that persistence to used cross-sectional research designs, largely 

based on secondary data or survey-based perception data, limit M&As into one-time events, 

ignoring the basic fact that every merger is essentially unique and its effects on organizational life 

extent over prolonged periods (Graebner et al., 2017; Meglio & Risberg, 2010). 

Reviews and meta-analyses have shown that M&As have been studied through different 

theoretical perspectives and disciplines, yet, these investigations have often been done 

independently (Cartwright & Schoenberg, 2006), focusing on the interests of specific stakeholder 

groups. Specifically, much of the early work on M&As was dominated by the finance -related 

research, which has taken the perspective of shareholders, to examine whether M&As are “wealth 

creating or wealth reducing events” (Cartwright & Schoenberg, 2006 , p.S2). In this domain, 

various short- and long-term market-based measures have been used to determine whether the 

merger has added value to the firm, by evaluating the relationship between M&As’ activity and 

firm performance, through changes in shareholder value (Carper, 1990). Typical evidence from 

this work have shown that value accrues to the shareholders of the ta rget, while for acquirers, 
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performance consequences were at most times negative, or close to zero (Agrawal & Jaffe, 2000). 

Most importantly, findings from these investigations have revealed wide variations in acquisition 

performance (Cartwright & Schoenberg, 2006), at least in economic and financial terms.  

Overall, this work was successful in uncovering important insights regarding the economic and 

financial aspects of M&As, however, the fact that it was unable to explain emerging performance 

variations further increased confusion regarding mergers’ outcomes. Relatedly, there was a 

growing recognition that the application of such limited focus on such complex events as M&As, 

could only lead to partial interpretations, as it tends to overlook important elements linked with 

their implementation. This involved the narrow conceptualizations that finance research has given 

to organizational performance (Risberg & Meglio, 2012), which excludes important considerations 

that go beyond the economic valuation of the new entity (Das & Kapil, 2012). For instance, it has 

been argued that this load of work has failed to account for the multi-dimensionality of 

organizational performance (Richard, Devinney, Yip, & Johnson, 2009) by excluding critical 

elements linked to more subjective organizational performance measurements, such as, synergy 

realization (e.g. Larsson & Finkelstein, 1999) and integration effectiveness (e.g. Birkinshaw, et 

al., 2000; Weber, 1996). At the same time, it could not provide any connection to other long-term 

strategic objectives set by the new entity, nor could it account for the interconnection between a 

merger deal and other contextual or processual factors that might influence organ izational 

performance (Das & Kapil, 2012). Adding to, was the fact that this stream of research was mostly 

concerned with serving the interests of  single stakeholder groups, as it is the case of shareholders, 

leading to partial interpretations regarding the influence of other important stakeholders in the 

outcomes of such dramatic change events.  

These issues along with the enduring popularity of M&As, have triggered new streams of research, 

mainly from the strategic management school that aimed to extent theoretical and empirical 

investigations and explain emerging contradictions. Specifically, in this domain, an important part 

was concerned with the examination of what drives merging activity, in an effort to understand 

merger behaviour (Haleblian et al., 2009). In fact, research relating to the motives of M&As has 

managed to uncover several triggering factors that could explain why organizations ch oose 

mergers for pursuing their strategic directions. For instance, Haleblian et al. (2009) in their seminal 

review, have recognized four such triggers, which include: value creation, managerial self-interest 
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(value-destruction), environmental factors and firm characteristics. Other authors, such as Marks 

and Mirvis (2012), have used a different classification that includes market power, efficiency, asset 

redeployment and market discipline. However, it has been noted that research has yet to understand 

the relative importance and the contingencies that might influence those motives (Haleblian et al., 

2009), leaving critical questions regarding their interaction with the outcomes of mergers still 

unanswered. In addition, many of these drivers have once again taken the perspectives of 

shareholders and managers, ignoring the potential impact that other key stakeholders might have 

on related decisions, such as institutional stakeholders, trade unions or activist groups, (Haleblian 

et al., 2009; King et al., 2018).  

Further on, an important part within the strategic management school, has been involved the 

identification of various antecedents that could be used to explain, and possibly even predict, post-

acquisition performance (Haleblian et al., 2009; King et al., 2004). In this research strand, several 

strategic and processual factors that could influence the outcomes o f M&As have been 

investigated, with regards to the different integration phases. From the pre-integration phase, 

relatedness (Hitt et al., 2009), cultural distance (Cartwright & Cooper, 1993; Sarala, 2010; Vaara 

et al., 2012) and acquisition experience (Haleblian & Finkelstein, 1999) are some of the factors 

that have received great attention. On the other hand, from the post-integration phase, knowledge 

transfer (Raft & Lord, 2002; Sarala et al., 2016), integration speed (Angwin, 2004; Bauer & 

Matzler, 2014), leadership and communication (Schweiger & Denisi, 1991), have been extensively 

examined, while issues related to human perspective of M&As, such as employee turnover (Mayer 

& Kenney, 2004) and trust (Graebner, 2009) have also gain attention, especially in recent empirical 

and conceptual work. 

Yet again, little consensus has emerged from these investigations, as analysis has revealed 

important contradictions among findings (e.g. Graebner et al., 2017; Haleblian et al., 2009; King 

et al., 2004). For instance, although there is empirical evidence that supports an inverse 

relationship between perceived differences in culture and M&As’ performance (e.g. Vaara, 2003), 

this relationship could not be supported in the case of international mergers , leading to the 

conclusion that organizational and national cultures may have a distinct impact on M&As 

outcomes (Graebner et al., 2017; Weber, Tarba, Stahl, & Rozen, 2012). In fact, studies focusing 

on international mergers have shown that national cultural differences may actually act as a 
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potential source of value creation (e.g. Weber, Shenkar, & Raveh, 1996), as they provide access 

to complementary knowledge resources that could be used to enhance cross-border acquisition 

performance (Morosini, Shane, & Singh, 1998).  

Incorporation of new perspectives in M&As: resource-based view and sensemaking 

Despite contradictions, the conceptual and empirical efforts discussed above, have been successful 

in opening the route for the incorporation of new perspectives in the investigation of M&As, such 

as the application of the resource-based view (Barney, 1991) and the knowledge-based view 

(Kogut & Zander, 1992, 1996). Both these perspectives have gained significant attention in 

M&As’ literature, as they have been found to connect both to the motives (Vaara et al., 2003) and 

outcomes of M&As’ activity (Birkinshaw et al., 2000; Haspeslagh & Jamison, 1991; Larsson & 

Finkelstein, 1999). In fact, the incorporation of these perspectives in M&As’ research has placed 

knowledge, and the processes that guide its dissemination in an organization, into one of the 

primary objectives, but also, one of the greatest challenges of the post-acquisition integration 

process (Haspeslagh & Jamison, 1991; Empson, 2001; Junni, Sarala, & Vaara, 2012; Vaara et al., 

2003).  

Specifically, difficulties of merged organizations to utilize knowledge in such ways as to add value 

to the new entity, has led to new lines of inquiry, whereby scholars aimed to explore various 

impediments of knowledge transfer during M&As. For instance, Empson (2001) in her 

investigation of the role of individuals in the processes of knowledge transfer, during the 

implementation of three mergers of professional services firms, she identified two such barriers. 

The first referred to the existence of perceived fundamental differences between merged entities 

in the form of their knowledge bases, which she named “fear of exploitation”. The second referred 

to the existence of perceived fundamental differences in the quality of their external images, which 

she named “fear of contamination”. These barriers were used to explain the resistance of 

professionals in sharing their knowledge, emphasizing the important role of subjective 

considerations in shaping “the value and legitimacy of knowledge within organizations” (Empson, 

2001, p.858). 

Following the lead for the incorporation of new perspectives in understanding the constrains 

encountered in knowledge transfer processes during mergers, Vaara, Tienari and Bjorkman (2003) 

argued for a change in prevailing “essentialist” conceptions of knowledge. They supported that 
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such application was over simplistic, as it limited the complex, socio-political aspects involved 

during knowledge transfer processes. At the same time, and in line with calls that argued for more 

processual views on knowledge (e.g. Orlikowski, 2002; Tsoukas, 1996), these authors argued that 

the persistence for a “taxonomic perspective” on knowledge (Tsoukas, 1996, p.13) bounded its 

conceptuality, by treating it as a specific set of elements which can be managed and controlled. 

Such application was believed to ignore its critical connection to practice and action (Nag et al., 

2007; Orlikowski, 2002; Tsoukas & Vladimirou, 2001), as well as its connection to identity and 

power (Vaara et al., 2003).  

In response, Vaara et al. (2003) argued that the incorporation of the sensemaking perspective and 

the application of a social-constructionist stance on knowledge were more appropriate and could 

be used to better understand the observed unwillingness and demotivation (e.g Empson, 2001; 

Szulanski, 1996) of organizational members to engage in the processes of knowledge transfer; 

especially in the transfer of best practices – a term used for describing the identification and 

spreading of the most successful organizational solutions, both internally and externally (Vaara et 

al., 2003). Specifically, it was argued that the examination of related processes, through the 

sensemaking perspective puts knowledge back into its social and cultural context and allows for a 

more comprehensive understanding of the linkages between knowledge and “the ideas, beliefs, 

values, cultures and identities” of involved organizations (Vaara et al., 2003, p.40). This means 

that as identity, knowledge becomes a context-specific concept, that involves the complex 

intersection of various social, political, emotional and power related aspects.   

These issues were examined in the case of Nordea Group, which involved the creation of one 

financial services group, through three consecutive cross-border M&As. Their analysis revealed 

four key sensemaking processes that characterized the knowledge transfer of “best practices” in a 

multinational organization. These included the identification of potential best practices; their 

evaluation, which, as it was concluded, is often based on the decision-making of managers, rather 

than some concrete standard or measure; their (re)contextualization, which closely linked with 

efforts to implement specific practices in the new context; and finally, their (re)configuration, 

which involved the reconceptualization and redesign of existing operations around the new best 

practices.  
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These findings helped shed light on the complex and ambiguous nature of knowledge (Tsoukas, 

1996) and knowledge transfer processes, in the context of mergers, as well as the often ignored, 

socio-political aspects involved in these processes (Vaara et al., 2003). In fact, this work has led 

considerable efforts towards this direction, whereby scholars explored the influence of several 

variables on knowledge transfer processes. Examples include the work of Sarala et al. (2016, 

p.1230) who suggested the application of a sociocultural perspective on knowledge transfer, 

whereby a set of “interfirm linkages”, classified as complementary employee skills, trust, 

collective teaching and cultural integration, were argued to influence the level of knowledge 

transfer. On another note, Junni, et al. (2012), aimed to develop an integrative model on knowledge 

transfer in M&As, by highlighting the importance of less explored aspects . These included, 

knowledge complementarity, organizational absorbing and disseminative capacities, which they 

distinguished to individual and collective, and their relationship to operational and cultural 

integration processes, both of which were seen to be influence by political behaviour.   

More importantly, this load of work has opened the route for new investigations that aimed to 

explore the complex mechanisms that influence knowledge transfer within M&As, through the 

application of more processual designs (Graebner et al., 2017; Junni et al., 2012). At the same 

time, this work has managed to turn attention to the integration phase, and to an understanding of 

integration as a process that entails the interaction of complex and ambiguous dynamics and sub-

processes, whose interconnections during the implementation of such transformations are yet to 

be fully understood (Graebner et al., 2017). 

On this basis, the present study will explore M&As through a sensemaking and sensegiving 

perspective (Gioia & Chittipeddi, 1991; Maitlis & Christianson, 2014; Weick, 1995), both of 

which are analysed in more detail in the sections below, using the phenomenon of organizational 

identity as a foundation for understanding the interaction between cognition and action during 

post-acquisition integration. As already mentioned, the integration of two or more previously 

independent organizations, presents unparallel complexities, while any efforts to predict, evaluate, 

or explain them have led to partial interpretations (i.e. Graebner et al., 2017, Meglio & Risberg, 

2010). Several theories and approaches have been applied in course of understanding the 

interactions and interrelations that occur during the enactment of such transformative change 

events. However, recent work in the field of organizational theory has shifted attention to the 
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application of processual perspectives (Langley & Tsoukas, 2012), as a means of acknowledging, 

rather than reducing, the inherent complexity of organizational life.  

This call has led to the re-definition of organizations and the methods through which we study 

organizational phenomena. An early influence came from General Systems Theory (i.e. 

Churchman, 1971; Katz & Kahn, 1966), as an interdisciplinary theory of the nature of all complex 

systems (Bertalanffy, 1950; 1968). In this view, the framing of organizations as systems “required 

a creation of separate units (open systems) divided by boundaries from their environments and 

related to them by adaptation” (Czarniawska, 2012, p.142, emphasis in original). However, this 

application could not accommodate the fact that organizations enact their environment, and 

although many organizational phenomena, such as M&As, assume the existence of boundaries 

between organizations and between organizations and their environment, these boundaries are 

becoming extensively indistinguishable (Czarniawska, 2012; Hatch & Schultz, 1997).  

These propositions were further developed by Complexity Theory, “a broad-based movement that 

contains new tenets about a type of system, referred to as Complex Adaptive Systems” (Schneider 

& Somers, 2006, p.353). The view of organizations as complex adaptive systems assumes that 

organizations are dynamic adaptation and evolution systems, consisting of various components 

that are interrelated with each other and with their environments (Schneider & Somers, 2006). 

Such a system is said to hold a number of properties. Katz and Kahn (1978) identified ten 

properties of complex systems: (1) importation of energy, (2) throughput, (3) output, (4) chaos, (5) 

emergence, (6) information input, negative feedback, and the coding process, (7) adaptation, (8) 

differentiation, (9) integration and coordination, and (10) path dependence.  

Schneider and Somers (2006) argued for a connection between the conception of organizations as 

complex adaptive systems and organizational identity, through the characteristic of self-similarity 

– which refers to the invariance of a system under a change of scale (Morel & Ramanujam, 1999). 

They proposed that organizational identity supports a degree of self-similarity by providing 

organizational members with a frame of reference that they can use in course of self-organization 

(Wheatley, 1994). This proposition can be supported by the abundance of research on 

organizational identity within contexts of strategic change, which provides an inseparable interlink 

between organizational identity processes and organizational adaptability efforts (e.g. Dutton & 
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Dukerich, 1991; Gioia, 1998; Gioia & Thomas, 1996; Hatch & Schultz, 2002). In fact, its critical 

role in the interpretation of events and actions within organizational settings, through sensemaking, 

can arguably influence the adaptive capacity of an organization (Bouchikhi & Kimberly, 2003). 

At the same time, part of understanding how organizational identity can constrain or reinforce 

organizational adaptability efforts, pertains on the learning capacity of these organizations 

(Antonacopoulou & Chiva, 2005) – the way knowledge processes progress in these complex social 

settings. In this respect, understanding the interrelations between organizational identity process 

and adaptability efforts becomes inseparable of understanding how social interactions influence 

knowledge-based work, in course of third-order changes.  

The assumption of a mutually adaptive relationship between organizations and their environment 

(Antonacopoulou & Chiva, 2005), raises important questions regarding the methods and the 

perspectives which we use to investigate organizational phenomena, such as M&As. In this frame, 

Weick’s (1979, p.3) conception of organizing, as the process of assembling “ongoing 

interdependent actions into sensible sequences that generate sensible outcomes”, provides perhaps 

the “best known process-oriented account in the field” (Langley & Tsoukas, 2012, p.4). This 

conception turns organizations as an emergent outcome of the process of sensemaking, through 

which ambiguity and complexity are progressively reduced (Langley & Tsoukas, 2012). Recent 

advancements in the field have further argued for the importance of the sensemaking perspective 

in the investigation of dynamic complexity. For instance, Guiette and Vandenbempt (2016) argued 

for a more holistic and integrative sensemaking perspective conception that transcends its 

predominant retrospective temporal orientation and continuity-episodic tension. Specifically, by 

reconsidering sensemaking’s processual and temporal nature Guiette and Vandenbempt (2016, 

p.85) proposed: 

“…a refinement to the simplexity line of thought by (1) elaborating on a broader temporal 

perspective of sensemaking that is grounded in the past, present and emerging future rather 

than being predominantly retrospective, (2) taking in the true processual nature of 

sensemaking and refining its continuity-episodic paradox by demonstrating that sense is 

continually re-enacted at the intersection of different phenomenal qualities, and (3) 

reappraising learning as occurring during this continuous re-enactment of sensemaking at 
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the crossroad of detached, absorbed and mindful coping, in an effort to both reduce and 

explore equivocality.” 

Simplexity refers to “organizational skills that characterize future organizing: a fusion of sufficient 

complexity of thought with necessary simplicity of action” (Colville, Brown & Pye, 2012, p.6). 

This term as conceived by Colville (1994) is used as an umbrella concept that reflects current 

notions of sensemaking, organizing and storytelling. In this frame, it is argued that in a process 

view of change, complexity and equivocality can be better understood through a closer connection 

of sensemaking with action. In fact, at times where people in organizations increasingly face the 

challenge of making sense events that unfold in a hectic pace, is suggested than action could 

provide answers to complexity and ambiguity better than past experiences (Colville, Brown & Pye, 

2012).  

It is no surprise then that the examination of change through the sensemaking perspective has 

steadily been gaining ground in literature. In fact, the application of sensemaking perspective is 

supported by an extensive load of work that explored the processes that guide the construction of 

organizational identity during the enactment of strategic events (e.g. Corley & Gioia, 2004; Dutton 

& Dukerich, 1991; Gioia & Thomas, 1996; Nag et al., 2007; Vaara et al., 2003), especially third-

order change events, as it is the case of M&As. These events, which according to Tsoukas and 

Papoulias (2005, p.81) involve “the transformation of the very identity of an organization – the 

form of ownership and the constitutive rules that have historically defined it as an organization”, 

have ambiguity, uncertainty and complexity, as their inherent characteristics. As such, these events 

are argued to challenge not only the constitutive elements and rules of involved organizations as 

units, but also the wider institutional context in which they operate (Tsoukas & Papoulias, 2005).   

This interrelation between organizational identity and strategic change is supported by significant 

work on the concept within these contexts. More specific, this work has managed to elevate 

organizational identity as a core concept in the field that can be used to make sense and explain 

organizational action (Gioia et al., 2013). At the same time its link to both cognition and practice 

(Englund & Gerdin, 2012; Nag et al., 2007; Prado & Somoza, 2013), can arguably help in the cross-

fertilization of M&As’ research; a necessary step for understanding the unfolding of related 

processes (Meglio & Risberg, 2010; Pettigrew, 2012). Overall, within the context of M&As, 
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organizational identity has been recognized as a favourable outcome of the integra tion process 

(e.g. Clark et al., 2010; Graebner et al., 2017) yet, little it’s known on how the processes that guide 

identity construction connect to other important issues and processes, especially those involved 

with the definition and implementation of a new strategy. Building on a growing body of work, 

this study therefore explores the interconnection between organizational identity and strategy in 

an attempt to provide insight on how this connection may facilitate organizational adaptability 

after the implementation of a merger.   
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Organizational Identity 

This section will be concerned with a presentation of the concept of organizational identity, the 

different theoretical underpinnings and perspectives through which this concept has been 

examined, as well as empirical work from the field of organizational identity research. The 

purpose here is three-fold. Firstly, to present the concept of organizational identity and its origins 

in organizational science research. Secondly, to understand the different perspectives that have 

been used in the investigation of organizational identity, with emphasis being on the division 

between the social actor, social constructionist and institutional views. Thirdly, to present 

empirical investigations on organizational identity and how these have contributed to our 

knowledge of organizational life. Finally, a presentation of how organizational identity is been 

conceptualized in the present study will be made to set the interpretive framework used for 

understanding the empirical evidence of this investigation.  

 

What is organizational identity?  

In extant research, the emergence of the concept of organizational identity is at most times 

attributed to the seminal work of Albert and Whetten (1985), who first introduced the concept to 

describe organizational members’ collective responses to the question “who are we as an 

organization?” Their work drew from an array of disciplines, such as psychology (e.g. Erikson, 

1968), social psychology (e.g. Tajfel & Turner, 1979) and sociology (e.g. Mead, 1934), involved 

with the exploration of identity at the individual level. In this respect, the concept of identity was 

transferred from the individual to the organizational level to answer the “self -reflective question” 

(Albert & Whetten, 1985, p.264) of “who are we as an organization?”  

This primary induction of the concept of identity from the individual to the organizational level, 

was not the first attempt of scholars to explore organizations as collectives. Similar notions have 

been identified in literature before, such as the notion of “organizational character” by Selznick 

(1948; 1957) who viewed the identity of an organization as a historical product of the 

institutionalization process. However, it wasn’t until the work of Albert and Whetten (1985) that 

organizational identity emerged as a core concept in the organizational science field that could be 

used to make sense and explain organizational action (Gioia, et al., 2013). In fact, the work of 

Albert and Whetten (1985) had formed the basis for the development of an extensive load of 
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conceptual and empirical work that explored organizational identity and organizational 

identification processes and how these may have led to specific outcomes and products 

(Cornelissen, Haslam, & Balmer, 2007), in course of various important organizational events. Yet, 

as with most concepts that have experienced similar treatments like for instance, learning, 

knowledge and memory, this transfer from the individual to the collective level, was not without 

complications. These complications involved issues of conceptualization, as  organizational 

identity has been examined from scholars coming from different epistemological and ontological 

stand points, but also from different disciplines, that focused on different levels of analysis.  

In answering the question of what constitutes an organization’s identity, Albert and Whetten 

(1985, p.265, emphasis in original) have argued that responses to the question “who are we as an 

organization” should satisfy all of the following criteria: 

1. The answer points to features that are somehow seen as the essence of the organization: 

the criterion of claimed central character.  

2. The answer points to features that distinguish the organization from others with which it 

may be compared: the criterion of claimed distinctiveness.  

3. The answer points to features that exhibit some degree of sameness of continuity over time: 

the criterion of claimed temporal continuity.  

Following this primary definition, as well as subsequent work on the concept, Corley et al. (2006) 

have identified specific points of convergence that could help delineate what essentially 

constitutes an organization’s identity. The first thing noted is derived from the definition of Albert 

and Whetten (1985), stating that organizational identity is the attempt of an entity, in this case of 

an organization as a form of human collectives, to define itself. It therefore provides “a self -

referential meaning where the self is the collective” (Corley et al., 2006, p.87). This me aning 

besides being self-referential, it also positions an organization within its social context, whether 

that might be the industry or the country it operates. This means that organizational identity is also 

viewed as being contextual or comparative (Corley et al., 2006), as part of its emergence occurs 

by noting the differences and similarities that an organization has in respect with other 

organizations existing in the same social context (Glynn & Abzug, 2002). Closely linked with 

institutional notions of identity, this element has typically viewed identity as a set of characteristics 
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and categories that could be assigned to an organization, based on the industry in which it operates 

or the market it serves. As, Glynn & Abzug (2002) have argued, the search for legitimacy puts 

organizations in search for elements that would provide them this legitimacy, even in the most 

individuated things as an organization’s name. Further, there has been a prevalent assumption that 

organizational identity involves the shared understandings of a collective of “who we are as an 

organization”. Yet, as Corley et al. (2006) noted, a lot of discussions have been made with regards 

to who is included in the term collective, whether it involves only organizational members 

understandings or those of other stakeholders as well (Scott & Lane, 2000). Similar discussions 

can also be found in literature regarding the “level of sharedness” that is required for something 

to be considered as part of an organization’s identity (Corley et al. , 2006).  

Overall, a lot of conceptual work, which centred around the primary definition of Albert and 

Whetten (1985), has been involved with setting a frame of what essentially constitutes an 

organization’s identity. However, as already mentioned, this wo rk has not been without 

controversies, as literature on organizational identity has managed to attract the attention of 

scholars from diverse disciplines, with different epistemological and ontological stand points.  

Epistemological and Ontological Perspectives 

The first of these debates involves the critical question of whether organizational identity should 

be viewed as a metaphor (Cornelissen, 2002) or as a real organizational phenomenon (Corley et 

al., 2006; Gioia & Hamilton, 2016), “experienced by organizational members, perceived by 

outsiders, and central to social processes with real outcomes in organizational contexts” (Corley 

et al., 2006, p.89). Viewing organizational identity as a metaphor is a more recent notion, which 

suggests the resemblance between individuals and collectives (Cornelissen, 2002). This means that 

as individuals can be seen, and therefore studied, with respect to their identities, organizations can 

also be seen and studied with respect to their own identities. In fact, under this  assumption 

organizational identity has been used to explain how organizations are similar to and different from 

individuals and other collectives (Gioia et al., 2002).  

On the other hand, taking the assumption of organizational identity as an actual organ izational 

phenomenon, means that organizational identity can be seen both as a motivator, able to influence 

organizational action, as well as a product of organizations, in the sense that it is something 
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constructed within the organizational setting (Corley et al., 2006). The view of organizational 

identity as a phenomenon has been dominating extant work on the concept yet, questions regarding 

how we conceive organizational identity remain, which leads to the second debate. For instance, 

does it exist as set of social claims made by a collective social actor (e.g. Whetten, 2006; Whetten 

& Mackey, 2002) and thus, represents some form of social reality or essence? Does it exist as an 

ongoing social construction that occurs among organizational members (e.g.  Gioia, Schultz, & 

Corley, 2000)? Or, does it exist as sets of agreed and therefore legitimate, institutionalized 

principles and practices (e.g. Glynn & Abzug, 2002), that are influenced by strong institutional 

forces? Each of these questions represents one of the three primary perspectives that have 

dominated the long-standing epistemological debate in the field of organizational identity and 

include the social actor, the social constructionist and the institutional views of organizational 

identity (Gioia et al., 2013).   

The social actor view suggests that organizational identity is a property of the organization as an 

entity – as a social actor, that has been granted its own social and legal status, as a member of the 

society (Whetten & Mackey, 2002). Within this perspective, organizational identity is said to 

reside in the “explicitly stated views of what the organization is and what it represents” (Ravasi 

& Schultz, 2006, p.435), in other words the institutional claims made by organizations about who 

they are in society (Gioia et al., 2013). Therefore, adopting a social actor perspective assumes that 

what can be known about the identity of an organization comes from the various claims that 

organizational representatives make, in response to “who we are, as an organization” (Whetten, 

2006).  

Empirical research adopting the social actor perspective on organizational identity has provided 

some important insights on the field. Particularly, this work has been successful in providing 

insights on how organizational members respond to various events, triggered either externally or 

internally, that have threatened or challenged their perceptions of their organizational identity. A 

prominent example of this work is the qualitative inquiry of Elsbach and Kramer (1996) who 

examined how organizational members of eight “top 20” business schools responded to public 

business schools survey rankings that threaten their perceptions of their school’s identities. Their 

findings have shown how organizational members dealt with these perceived identity threats by 

engaging into specific cognitive tactics, such as selectively highlighting organizational 
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categorizations which helped them maintain and affirm their organizational identities. At the same 

time, their work has provided insights on the role of organizational leaders in reinventing or 

rediscovering their organizations’ identities, providing a connection between the conception of 

organizational identity as sets of claims that can be managed by organizational leaders in order to  

help both insiders and outsiders make sense of what the organization is about.  

Ravasi and Schultz (2006) have noted that advocates of the social actor perspective have generally 

emphasized the sensegiving function of organizational identity , defined as “the process of 

attempting to influence the sensemaking and meaning construction of others toward a preferred 

redefinition of organizational reality” (Gioia & Chittipeddi, 1991, p. 442). Sensegiving, is usually 

studied in the context of how leaders strategically shape the sensemaking of organizational 

members (Maitlis & Christianson, 2014), emphasizing their role in providing organizational 

members with a consistent and legitimate narrative to construct a collective sense of self. 

However, it has been recently argued that sensegiving is not only a top-down process, but rather 

it’s a process that can occur across different levels, as those receiving sensegiving interpret and 

act, either against or in favour of leader’s efforts to influence identity conceptions (Maitlis & 

Lawrence, 2007).  

Overall, within the social actor perspective organizational identity has been treated as “a set of 

overt claims that conveys consistent expectations to both internal and external stakeholders 

regarding how the organization should be seen and how it should conduct itself” (Gioia & 

Hamilton, 2016, p. 24). Yet, as it has been argued, although institutional claims are important as 

to the definition of an organization in its context, they are not the sole source of understanding the  

identity of an organization, nor can they provide insight on how that identity was formed (Gioia, 

Price, Hamilton, & Thomas, 2010).  

This leads to the social constructionist perspective of organizational identity , where emphasis is 

given to a conception of identity as “an organization’s members’ collective understanding of the 

features presumed to be central and continuous, and that distinguish the organization from other 

organizations” (Gioia, et al., 2000, p.64). In this view, organizational identity conceptions shift 

from the formal claims of leaders to the shared interpretive schemes that organizational members 

collectively construct to give meaning to the question “who we are as an organization” (Gioia et 
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al., 2000). This self-referential conception of  identity is therefore used to explain who the 

organization is, both to internal and external audiences (Gioia & Hamilton, 2016; Gioia et al., 

2013).  

Proponents of this view have emphasized the sensemaking process (Maitlis & Christianson, 2014; 

Weick, 1995), in which organizational members engage, in an effort to create shared 

understandings about their organizational identity (Ravasi & Schultz, 2006). Sensemaking, which 

refers to “the process through which individuals work to understand novel, unexpected, or 

confusing events” (Maitlis & Christianson, 2014, p.58), has been recognised as a central activity 

in organizations, especially in contexts of strategic change. In fact, the processes of sensemaking 

have been closely linked with organizational identity investigations within the social 

constructionist stance, as scholars challenged the enduring aspect of identity  proposed by Albert 

and Whetten in their original work (1985). Based on the assumption that strategic change events 

could pose a threat to an organization’s identity, authors adopting a social constructionist view, 

have studied organizational identity as being something fluid, which can be transformed in 

response to environmental changes (e.g. Dutton & Dukerich, 1991; Gioia et al., 2010; Ravasi & 

Schultz, 2006). This has given a new dimension to the enduring criterion of organizational 

identity, as organizational identity is thought as malleable, subject to periodic reviews, in light of 

changes in the organization’s internal and external environment (Ravasi & Schultz, 2006).   

Research that has adopted the social constructionist stance of organizational identity has provided 

important insights, with regards to the way we understand and conceptualize organizational 

identity, but also, with regards to the impact of this phenomenon on strategic decisions and events. 

As already mentioned above, most of the work within the social constructionist stance has been 

closely interlinked with strategic change efforts, as scholars questioned the sustainability of 

organizational identity (e.g. Corley, 2004; Gioia & Thomas, 1996; Ravasi & Schultz, 2006). For 

instance, taking the assumption that in course of strategic change the traditional referents used for 

understanding an organization’s identity lose their meaning and relevance, Corley and Gioia 

(2004) have investigated how organizational identity change occurs during a corporate spin -off. 

They have found that the spin-off has led to a situation they referred as “identity ambiguity” 

(Corley & Gioia, 2004, p.178) which represents a collective state wherein organizational members 

lose their sense of who “we are, as an organization”. This situation, although it created difficulties 
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in the functioning of the new, independent organization, it also became a source for def initive 

management action. Findings have revealed that by maintaining consistent labels, while changing 

the meanings of these labels over time, organizational members were able to work around the 

issue of “identity ambiguity” that restricted their organization’s future as a new, independent 

entity.  

In another prominent empirical work, Nag, et al., (2007) have taken a social constructionist stance 

on organizational identity to examine the relationship between organizational identity, knowledge, 

and practice. Their setting involved a high-tech organization, TekMar, which failed to transform 

itself during discontinuous environmental changes. Interestingly, these authors found that the 

failure that TekMar was experiencing was neither due to organizational members’ resistance, nor 

due to the existence of structural barriers that inhibited the acquisition and dissemination of new 

knowledge. Rather, this failure was the outcome of how organizational members used knowledge 

in their practices, which were recursively influenced by their collective notion of “who they were, 

as an organization”.  

Notably, even though a lot contemporary work that has adopted a social constructionist stance on 

organizational identity has drawn on the sensemaking aspect of the concept (Weick, 1995), it has 

also embraced the significance of the sensegiving function of identity, suggesting that their 

juxtaposition may actually provide a better understanding of the role and influence of organization 

identity on strategic action. Ravasi and Schultz (2006), in their study of how organizational culture 

shapes responses to identity threats, have argued that an appreciation of organizational identity as 

both claims and understandings allows for a better understanding of organizational responses to 

identity-threatening events. In fact, they have argued that their juxtaposition produces a more 

accurate understanding of related dynamics, since the two perspectives are thought to represent 

“two interrelated dimensions (or levels)” of organizational identity (Ravasi & Schultz, 2006, 

p.436). Similarly, Gioia et al. (2010, p.1) in their investigation of organizational identity formation 

processes during the founding of a new college, they found that the two perspectives were not just 

connected during the formation of organizational identity, but they were also “mutually 

constitutive in creating a workable identity”.  
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Finally, the third important perspective to discuss, is the institutional perspective of organizational 

identity. Specifically, the institutional perspective views identity “as an internally defined notion, 

but has traditionally regarded organizations as highly socialized entities, subject to strong 

institutional forces” (Gioia et al., 2013, p.127). Despite being more closely linked to the social 

actor perspective than to the social constructionist perspective, due to the emphasis it places on 

how institutional forces shape organizations and their identities, it is still distinct from both. This 

is due to the special importance it places on the similarities, instead of the distinctiveness between 

organizations that operate within the same institutional field, or as Glynn and Abzug (2002, p.267) 

argued the “isomorphic” aspects of identity. As these authors suggested, part of what constitutes 

an organization’s identity is rooted in the institutional field in which it operates, whereby 

organizations seek conformity to institutional rules. Thus, within this perspective emphasis has 

been mostly given on the importance of legitimacy and how organizations seek to gain this 

legitimacy through their organizational identities.  

It is important to note that within the institutional perspective, the internally defined notion of 

organizational identity has not been the traditional view of identity. Much of the early work has 

considered organizational identity as something that exists at the field level instead of the 

organizational level. As Phillips, Tracey and Kraatz, (2016, p.359) have noted, the aim was to 

create “an organizational type that is created through processes of social construction within a 

field (or in society more broadly), and that sets organizations associate themselves with in order 

to be understood and to increase their legitimacy”. Yet, recent focus on the role of action and 

strategic intent in institutional theory, has led to a shift from the field level to the organizational 

level, wherein this turn has allowed a notion of identity not so much as a process of 

institutionalization (e.g. Selznick, 1949, 1957) or category affiliation (e.g. Rao, Monin, & Durand, 

2003), but rather, as a source of differentiation (Phillips, Tracey, & Kraatz, 2016).  

Overall, although the three perspectives have mostly followed distinct routes in literature, there 

have been some recent calls that address the need for more holistic approaches. These calls don’t 

just promote the complementary aspects of each perspective (e.g. Ravasi & Schultz, 2006), but go 

beyond to an explicit focus on their recursiveness (Giddens, 1984), that is the self-producing, 

continually recreated nature of identity, that occurs in course of all social interaction processes 

(Gioia & Hamilton, 2016). As Gioia and Halimilton (2016, p.31) have argued in their recent 
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analysis of the debates in the field of organizational identity, each of the three perspectives entails 

a set of processes that “swirl together recursively” to produce the phenomenon of organizational 

identity. The point here is that internal and external claims, as well as the constructed meanings 

and understandings of who we are as an organization, represent different sides of what essentially 

constitutes an organization’s identity. None of the three should be seen as dominant, but rather 

each is there to provide understanding on different aspects of a pluralistic and complex 

phenomenon (Pratt, Ashforth, Schultz, & Ravasi, 2016) 

In this sense, understanding and accounting for these processes is imperative for understanding 

the interaction between organizational identity and organizational action. However, such approach 

requires the juxtaposition of notions that view organizational identity both as something 

substantive as well as something dynamic, a process in flux. As Gioia and Hamilton (2016) 

asserted, the substantive notions of organizational identity are important as they p rovide an 

understanding of the attributes which organizational members consider essential in their 

conceptions of their organizations. On the other hand, the process view of identity allows for flow 

and change, and therefore gives insight on the processes involved in the construction or 

reconstruction of organizational identity, especially in the face of strategic changes. 

In fact, research that has adopted a more dynamic conception of organizational identity has 

provided valuable insights on the way we understand this concept (e.g. Nag et al., 2007) as well 

as on the processes entailed in its formation (e.g. Gioia et al., 2010). However, there is still a lot 

to be learned on how organizational identity theory and research relate to other important concepts 

and processes of organizational life such as strategy, knowledge and learning (Gioia et al., 2013). 

As Gioia and Hamilton (2016, p.33) have stated, organizational identity is essentially a 

“connection concept” that links with many other significant notions  and processes in the field.  

 

Organizational Identity, Culture and Image 

Before proceeding with the presentation of extant work on organizational identity in the context 

of M&As and the explication of how organizational identity is conceptualized in the present study, 

it is important to discuss the relationship and distinctions that exist between organizational 

identity, culture and image. This is a necessary step, as the three concepts have been closely linked 
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during conceptual and empirical efforts, yet their connection has, at many times, led to confusion 

(Corley et al., 2006), as to what each of these concepts entail and how they can be delimited from 

each other. Further, understanding their connection is critical in understanding the processes of 

identity formation and change.  

Organizational Identity and Image 

Although conceptually distinct, organizational identity and image are closely interrelated. In fact, 

their relationship within the organizational literature has been called into question early on, as 

scholars aimed to understand organizational members’ responses to strategic changes (e.g. Dutton 

& Dukerich, 1991; Gioia & Thomas, 1996). For instance, in their seminal article of how the Port 

Authority of New York and New Jersey dealt with the growing number of homeless people in 

their facilities, Dutton and Dukerich (1991) found that organizational identity and image guide 

and activate individuals’ interpretations of an issue,  and in turn these interpretations are used to 

motivate action. In this study, authors have used the definition of Albert and Whetten (1985) as 

the basis for defining organizational identity, while organisational image was defined as the way 

organizational members “believe others see the organization”, (Dutton & Dukerich, 1991, p. 520).  

Contrary to treatments within the marketing literature, where emphasis is mostly given on 

perceptions of external audiences, these authors focused on the internal issues related to the 

concept of organizational image (Hatch & Schultz, 1997). Specifically, building on ideas from 

impression management literature, these authors were concerned with understanding the processes 

through which organizational members’ interpretations of their organizational image influenced 

their motivation to support or resist organizational initiatives (Dutton & Dukerich, 1991). In fact, 

in this study, organizational image was mostly seen as an internally constructed concept, which 

organizational members used for determining how outsiders are judging them. As authors argued, 

organizational members perceptions of who they are as an organization and their perceptions of 

how others see their organization were seen to “constrain, mold, and fuel interpretations” (Dutton 

& Dukerich, 1991, p.550), providing insight on how individual cognitions and behaviours link to 

organizational action.  

Findings from this early work have revealed a close connection between the concepts of 

organizational identity and image, while at the same time they paved the way for new streams of 
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research that aimed to explore this connection. For example, Gioia and Thomas (1996) in their 

seminal work of how top management teams in higher education institutions make sense of 

important issues that affect strategic change in academia, they found that executive teams’ 

perceptions of identity and image are key to the sensemaking process and serve as important links 

between the organization's internal context and issue interpretation processes. Specifically, in this 

work, organizational identity and image were used as perceptual lenses to understand the 

interpretation of important organizational issues, linked with strategic change. Their findings 

revealed that the formulation of a “desired future image” that organizational members could 

associate with and commit to, could facilitate the initiation and institutionalization of strategic 

change. Most importantly, as the authors contested, the relationship between organizational 

identity and image in the context of  substantive change, provided support for new 

conceptualizations that would account the malleability of the two concepts (Gioia et al., 2000). As 

it was noted, “changes to identity can be encouraged by design and, further, that an influential 

avenue to a changed identity is a changed image” (Gioia & Thomas, 1996, p.398).  

Once again, it can be observed that in the study of Gioia and Thomas (1996), as in the case of 

Dutton and Dukerich (1991), emphasis was mostly given on the internal aspects of organizational 

image, while external aspects, mostly emphasized within the marketing literature, received little 

or no attention. In an effort to reconcile this distinction, Hatch and Schultz (1997, p.359, emphasis 

in original) defined organizational image as “a holistic and vivid impression held by an individual 

or a particular group towards an organization and is the result of sensemaking by the group and 

communication by the organization of a fabricated and projected picture  of itself”. However, 

according to Hatch and Schultz (1997) the relationship between organizational identity and image 

cannot be fully understood unless we incorporate in our analysis their interconnection to culture 

(Hatch & Schultz, 1997, 2002; Ravasi, 2016).   

Organizational Identity and Culture 

Perhaps no other notion in organizational theory has been more analogized with organizational 

identity than the notion of culture. As Alvesson and Robertson (2016 , p.169) stated there have 

been “remarkable parallels and overlaps across organizational identity and organizational culture 

research”, which have often led some researchers wonder if there is any substantial difference 

among the two, or if it’s all a terminology hassle that should be resolved. In fact, through literature 
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one can find different analogies between these two concepts, especially from organizational 

identity scholars (e.g. Hatch & Schultz, 2007; Hatch, Schultz, & Skov, 2015; Ravasi & Schultz, 

2006), as they tried to distinguish between the two and set the case for the importance of 

organizational identity in understanding organization course of action.  

This comparison has a long-standing history that can been traced back to Albert and Whetten’s 

(1985) original work on organizational identity. Specifically, these authors, in their seminal 

inception of the concept of organizational identity, they viewed organizational culture as a part of 

organizational identity or, as Whetten (2006, p.228) later argued, “as a particularly distinguishing 

property” of an organization. Within this view, it has been contested that the elements of culture, 

when perceived to be central and enduring, can be used by organizational members as 

distinguishing features of their organizational identities. On another note, Gioia et al. (2013, 

p.176) in their recent review, they offered a different proposition for this relationship,  by viewing 

organizational identity “as the generative basis of culture” . Taking into consideration the processes 

that lead organizational identity formation, these authors have argued that organizational identity 

most “likely precedes and provides a foundation for the formation of culture” (Gioia et al., 2013, 

p.176).  

These views, which are representative of two the most significant clusters of work in the field of 

organizational identity, that is the social actor and the social constructionist stances, have been 

recently challenged by Alvesson and Robertson (2016). For one, the conception of culture as a 

property of identity has been seen as reductive in nature (Alvesson & Robertson, 2016), that 

restraints the complexity and embeddedness of culture in organizational life. On the other hand, a 

conception of identity as the basis of culture is not to be accepted yet, due to various constrains 

that follow the methodological approaches implemented during organizational identity’s 

investigations (Alvesson & Robertson, 2016). As Alvesson and Robertson (2016) argued, the 

majority of organizational identity studies are concerned with the investigation of identity claims 

and narratives (Ravasi & Canato, 2013), however these have not yet managed to reveal the 

complex interplay of the mechanisms involved in the intersection between identity and culture. 

For this to happen, perhaps more complex methodological designs are required that would allow 

in-depth analysis of data from diverse sources (i.e. visual, discursive and textual) (Alvesson & 
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Robertson, 2016), and would be able to incorporate the multiplicity of culture and identity in 

organizational life. 

Despite this criticism, there have been some significant empirical investigations that addressed 

the interplay between organizational identity and culture. Notably, most of this work has followed 

the initial propositions of Hatch and Schultz (1997; 2002), who extensively explored the 

relationship between organizational identity, image and culture. These authors have argued that 

organizational identity “is simultaneously shaped by cultural understandings formed within the 

organization and external images provided by stakeholders” (Hatch & Schultz , 2002, p.1015).  

Following that lead, Ravasi and Schultz (2006) explored this relationship in their famous study of 

Bang & Olufsen where they investigated how manifestations of organizational culture influence 

identity dynamics, in face of environmental changes. Specifically, Ravasi and Schultz (2006) have 

provided empirical evidence of the central role of organizational culture in providing cues that 

help organizational members make sense of their organizational identity, and which they then use 

to give new sense to others, in face of identity-threatening environmental changes. As they 

concluded, organizational culture was found to be a central element that could help in 

understanding the processes that guide organizational identity change, while at the same time it 

helped in maintaining a sense of distinctiveness and continuity as organizational identity 

experienced significant revaluation.  

In a more recent work, Hatch et al., (2015, p.64), positioned organizational culture “as a contextual 

referent for the always evolving and multifaceted organizational understandings implied by the 

concept of organizational identity”. On this basis they investigated the relationship between the 

two concepts in the context of managed, transformational change, for a 5-year period in the 

Carlsberg Group. Their findings revealed that organizational culture can appear both as an 

interpretive context and as a repertoire. Specifically, organizational culture was seen to act as an 

interpretive context, as middle managers engaged in the processes of reflecting, questioning and 

debating their organizational identity. At the same time, it acted as a repertoire when top managers 

used language drawn from Carlsberg’s cultural past to support their identity claims. Overall, 

authors concluded that the two concepts are dynamic phenomena, related in complex ways, where 
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further methodological research is required on how to best handle their changing relationships in 

the context of transformative change.   

In general, through research it has been contested that organizational identity, culture and image 

represent three distinct, yet interrelated concepts. These interrelationships have been subject to 

various definitions and interpretations, most of which are based on the different epistemological 

and ontological perspectives applied during their investigation, and which guide the assumptions 

made by different authors (Ravasi, 2016). However, despite this conceptual diversity, the 

empirical evidence presented in literature, some of which are have been discussed in the sections 

above, point to a dynamic relationship among them (Hatch & Schultz, 2002; Ravasi, 2016). Most 

importantly, contemporary efforts to investigate these relationships remain open to new 

connections (e.g. Hatch et al., 2015) that appreciate their dynamic nature, as well as the 

juxtaposition of previously contradictory notions on these relationships.  

Building on this work, the present study supports notions that distinguish among the three concepts 

and dismisses views that pose the dilemma of whether there is any substantial difference among 

them, especially with regards to organizational identity and culture. This distinction is supported 

by the fact that empirically each of these concepts has provided distinct insights within the 

organizational science field, for instance in the context of cultural studies or corporate marketing 

studies, that have enriched different aspects of organizational life. However, neither organizational 

image nor organizational culture can solely be used to answer the self -referential and self-

reflective question (Gioia et al., 2013) posed by Albert and Whetten (1985) of “who we are as an 

organization”. Rather, this question requires an understanding of the relationship and interaction 

of all three of these constructs, where organizational identity “is conceived as a fundamental 

concept underpinning purpose, culture and brand” (Pratt et al., 2016, p.3). Specifically , research 

on organizational identity has managed to establish the relevance of this concept in understanding 

organizational action, turning organizational identity into a core concept in the investigation of 

different organizational phenomena, such as spin-offs (e.g. Corley & Gioia, 2004), M&As (e.g. 

Clark et al., 2010), power and politics (e.g. Empson, 2001; Gioia et al., 2010) and leadership (e.g. 

Gioia & Thomas, 1996). As Pratt et al. (2016, p.4) argued organizational identity essentially 

“serves as a nexus concept” that links things together, while at the same time it can be a central 

meeting place for different theories and constructs in our field.  
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Organizational Identity in the context of M&As  

With these in mind, the next section will be concerned with the presentation of empirical work on 

organizational identity in the context of M&As. As already noted, investigations on organizational 

identity have been consistently linked with different organizational change events, as scholars 

aimed to unravel the processes that lead identity formation and change. One such area has been 

the field of M&As, where the unification of two or more, previously independent organizations is 

expected to have a tremendous impact on all aspects that constitute these organizations’ identities. 

For one, a merger, as an event that changes the structural foundations of constituting organizations, 

is expected to immensely challenge organizational members’ understandings of who they are, as 

an organization. At the same time, it is expected to somehow change the institutional field in 

which these organizations operate, as the enactment of M&As can influence the dynamics of the 

industry. This situation usually requests for some form of management action, as internal and 

external audiences seek to make sense who this new entity is, stimulating the initiation of both 

intentional and unintentional sensegiving processes.  

Interestingly, Albert and Whetten (1985) in their original work they have also named the field of 

M&As as a potentially fruitful context for the investigation of organizational identity, as such a 

transformative event was expected to challenge the taken-for-granted assumptions that define the 

central, distinctive, and enduring characteristics of an organization. Not surprisingly then, M&As 

have attracted substantial interest from identity scholars, yet much of extant work on 

organizational identity and identification within M&As has emerged alongside studies on culture 

and cultural differences (Graebner et al., 2017; Tienari & Vaara, 2016). Specifically, efforts to 

address M&As’ extensive failure, have directed attention to the investigation of the potential role 

of culture and identity, as two primary constructs that can be used to understand the so-called 

“human-side” of M&As (Buono & Bowditch, 1989). This connection is in a sense expected, as 

the two concepts, although distinct, they are closely interrelated, while each is thought to help in 

understanding different facets of organizational action (Corley et al., 2006; Hatch & Schultz, 

2002; Ravasi & Schultz, 2006).  

Extant work on organizational identity in the context of M&As has provided some valuable 

insights, especially with regards to the processes involved in the construction of a new identity 

within the merged entity. For instance, Clark et al. (2010) in their seminal article on how 
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organizational identity changes during radical organizational events, they have investigated the 

processes of identity change, during the initial stages of a merger, between two previously rival 

healthcare organizations. Through a real-time, longitudinal, exploratory case study, they have 

managed to demonstrate how the creation of a transitional identity , defined as “an interim sense 

held by members about what their organizational identity was becoming” (Clark et al., 2010, 

p.397), has provided a necessary sense of stability for organizational members, in what was 

described as an extremely ambiguous context. As it was found, the emergence of this transitional 

identity allowed organizational members to suspend their pre-existing identities and work towards 

the construction of a new one. This transitional identity was seen to be ambiguous enough to allow 

for multiple interpretations, but not so ambiguous as to induce a sense of unfamiliarity, that 

organizational members would perceive as threatening.  

One of the most significant findings of this study was that it provided insight on the processes that 

led the emergence of transitional identity, which involved the interplay of a set of subprocesses 

guided by sensemaking and sensegiving efforts by the executive teams of the two organizations. 

Specifically, at the initial stages, authors noted three sources of identity inertia, which included (i) 

current identity, (ii) sensemaking via image comparison and (iii) local identification. These were 

seen to restrict integration progress, turning the process of naming the new entity both into a 

political and strategic decision. However, the emergence of a “temporary, generic, label for the 

imagined future organization” (Clark et al., 2010, p.419) and its acceptance by both parts of the 

dyad was a strategic move that managed to give momentum to integration leading to the 

identification of a set of cognitive and behavioural features that acted as enablers of identity 

change. These included (i) projected future identity, (ii) sensegiving via image management and 

(iii) collective identification. Essentially, the emergence of these processes supports the interlink 

between organizational identity and image, as part of organizational identity change, and provide 

insight on how sensemaking and sensegiving processes at the top decision-making level may 

influence the progress of integration during a merger.   

Besides these valuable insights, this work also provided important insights regarding our 

understandings and conceptualizations of M&As. Specifically, findings from this investigation 

complement contemporary notions in the field (e.g. Graebner et al., 2017; King et al., 2018; 

Meglio & Risberg, 2010) that depart from the economic and financial considerations of M&As 
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and argue for more holistic conceptualizations that account for the inherent complexity of these 

transformative change events. In fact, the emerging role of identity change dynamics in the 

progression of the integration process, has managed to underline the significance of understanding 

the cognitive aspects of organizational change. By explicating integration as a process that also 

entails changes in organizational members’ conceptions regarding who this new organization is 

becoming, this work expands our understanding of the complexity and implications involved in 

the initiation of these events. In this sense, the appreciation of these changes in organizational 

members’ mental schemas, has managed to give a new conception of M&As as far more 

complicated events, from what they were traditionally considered, especially within the strategic 

and economics literatures (Vaara et al., 2003). Essentially, this new conception has opened new 

routes for investigating the potential role of identity related processes on the outcomes of M&As.  

Another important work on organizational identity in the field of M&As, is the work of Drori, 

Wrzesniewski and Ellis (2013) who investigated how boundary negotiation processes might 

influence the post-merger identity of the new organization, during post-acquisition integration. 

Their model suggests that the boundaries that are used to define the structures, practices, and 

values of organizations, prior to the merger, become reinforced, contested, or revised during the 

post-integration process, shaping the new organization’s identity. In this sense, the boundary 

negotiation processes are seen as the engine for identity creation, during post-acquisition 

integration. Specifically, they found that this identity creation process occurs in two steps. In the 

first stage, boundary negotiation processes involved the import of best practices and values from 

constituting organizations, which organizational members could interpret and act upon. In the 

second stage, these boundaries were progressively removed and replaced by new boundaries, 

which were used to support the development of a new identity. 

Overall, this study has provided insight on the role of boundaries in creating a new identity during 

post-acquisition integration, emphasizing the fluid and ongoing nature of negotiation of 

boundaries. At the same time, it has provided a new perspective in understanding the interaction 

of boundaries and identity, within the context of M&As, that departs from dominant notions that 

viewed identity change as a win-lose contest between legacy firms. Specifically, findings have 

revealed that the processes of “repurposing” and “revisioning” existing boundaries can help in the 

creation of a new organizational identity, which even though it departs from any of the identities 
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of the pre-merger organizations, it preserves aspects that allow the upholding of important values 

that shape future course of action. 

Further, some of the most important findings within organizational identity and M&As’ research 

have come from the Nordic region, like for instance the work of Vaara (2003), who investigated 

post-acquisition integration decision-making, through a sensemaking perspective (Weick, 1995). 

Unlike most rationalistic empirical efforts, Vaara (2003) adopted the sensemaking perspective 

(Weick, 1995) in his investigation, as a conceptual framework to understand contextual processes 

characterized by uncertainty and ambiguity, as it is the case of M&As. Specifically, through an 

in-depth analysis of a merger between a large Finnish furniture manufacturer and three smaller 

Swedish furniture companies, this investigation revealed four characteristics of post-acquisition 

decision-making, which could hinder the overall integration process. These included: the inherent 

ambiguity surrounding integration issues, the cultural confusion that characterized the social 

interaction and communication, the organizational hypocrisy in integration decision-making, and 

the politicization of integration issues.  

The emergence of these decision-making characteristics, named as “interrelated irrational 

tendencies” (Vaara, 2003, p.887), provided empirical support to extant research concerned with 

the investigation of the problems that arise during post-acquisition decision-making (e.g. 

Birkinshaw et al., 2000; Greenwood, Hinings & Brown, 1994). Most importantly, the 

incorporation of the sensemaking perspective, in this investigation has managed to unravel issues, 

which although significant in understanding the course of post-integration, they might not be 

easily traceable under the application of more rationalistic perspectives.  Essentially, these findings 

further support notions that claim for a conception post-acquisition integration as a process, that 

is way more difficult to control than what extant literature has previously suggested (e.g. Vaara, 

2003).  

Another key empirical work coming from the Nordic region is the work of Vaara and Tienari 

(2011), who investigated a cross-border, financial-sector merger of Swedish, Danish, Finnish and 

Norwegian corporations, with the aim of developing a new narrative approach that could be used 

in cultural analysis of organizational change. This study was one of the many cases where the 

intertwined nature of culture and identity was brought forward, in an attempt to elucidate the 
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processes of organizational change. More specific, this study aimed to provide insight on how 

narrative constructions of identities and interest are used to legitimate or resist change.  Their 

analysis revealed the processes that led identity building, through the interplay of globalist, 

nationalist and regionalist narratives. These narratives were mobilized by intentional 

organizational storytelling to legitimate or resist change: globalists storytelling as a means to 

legitimate the merger and create MNC identity, nationalist storytelling to re-legitimate national 

identities and interests, regionalist (i.e. Nordic) storytelling to create regional identity, and the 

critical use of the globalist storytelling to challenge the Nordic identity. In general, their findings 

have shed light in previously under-research role of dialogical processes in organizational 

storytelling, and the potential use of these processes in understanding how organizational change 

unfolds over time.  

The role narratives in identity construction in the context of M&As has also been examined by 

Maguire and Phillips (2008), who investigated how issues of organizational identity and 

identification processes led to the loss of institutional trust among organizational members, 

following a merger. Through the application of a longitudinal qualitative inquiry, this study 

highlighted the role of institutional trust during post-acquisition integration. Specifically, their 

analysis revealed that during the initial stages of the integration, organizational identity turned 

ambiguous, due to the absence of convergent narratives regarding who we are as an organization, 

and this was found to undermine institutional trust. As integration progressed, and narratives 

became more coherent and convergent, it was found that a number of organizational members still 

experienced low levels of institutional trust, as they could not identify with the new organization. 

In their analysis, Maguire and Phillips (2008) concluded that this is more likely to occur in the 

case that there are great discrepancies between the new organizational identity and the identity of 

the legacy organization, especially if organizational members experience an absence of fit between 

their sense of self and their new organizational identity.  

This is one of the very few empirical efforts that linked organizational identity and identification 

processes with institutional trust, within the M&As context, with significant contributions. Firstly, 

this work has provided an identity-based framework for understanding the creation, maintenance 

and loss of institutional trust in an organization, including the mechanisms that may lead to a 

sustained loss of institutional trust. Further, it has highlighted the important role of symbolism, 
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especially during the attainment of decisions that influence organizational members 

understandings of dominance (Vaara, Tienari, Piekkari, & Säntti, 2005). At the same time, it 

provided evidence on the managerial implications of organizational identity ambiguity in the 

course of strategic change, using a narrative approach to organizational identity.  

Finally, in one of the few studies that has employed a comparative two-case qualitative inquiry, 

Langley et al. (2012) investigated how people collectively reconstitute their group identities for 

themselves and others, and, how do they renegotiate understandings of sameness and difference 

challenged by merging. Their investigation involved two different mergers within the health care 

sector. The one involved the merging of five health care organizations into one organization, and 

the second, the merging of two intensive care units of  a teaching hospital, into a single intensive 

care unit. Their analysis revealed four patterns of identity work which ranged across four groups 

of employees. These identity work patterns which represent a continuum of proactiveness and 

passivity, ranged from “mavericks” to “fighters” to “adapters” to “victims”. Specifically, 

“mavericks” represent the most proactive form of identity struggle, where members have not only 

resisted pressures for sameness by promoting their own distinctiveness, but they also s aw 

themselves as able to influence identity regulation efforts. This was done by spreading their 

practices and identity constructions to other larger and dominant groups. The “fighters” on the 

other hand, represent identity struggle pattern where members aimed to preserve their 

distinctiveness, by promoting separation and drawing boundaries from the other groups. Next, the 

“adapter” pattern of identity work represents members that expressed openness in participating to 

a more inclusive identity that would minimize the distinctions between pre-merger groups. 

Finally, the “victim” pattern of identity work represents members who disengaged themselves 

either by retreating to their operating work or by planning to leave altogether.  

Interestingly, the revelation of  these four identity work patterns have shown how identity 

regulation and identity work manifest themselves in three interrelated domains of language, 

practices and space, which according to the authors help expand identity conceptions beyond 

discourse. In fact, both practices and spatial proximity of pre-merger groups were found to have 

important implications for identity struggles. This opens the route for new conceptual insights on 

the way we understand organizational identity construction, while at the same time it raises 



37 

 

significant practical implications regarding the management of practices and space, following a 

merger.    

Overall, extant work on organizational identity within the context of M&As has provided 

important theoretical and practical insights. Specifically, it has provided insight on how 

organizational identity changes, in course of a radical change event, through the formation of a 

transitional identity (Clark et al., 2010). Additionally, it has provided a two -staged model for 

understanding identity creation, through boundary negotiation (Drori et al., 2013), where the first 

stage includes the implementation of best practices and transfer of information, and the second 

stage, the assessment of performance and success and the assertion of ownership and strategic 

approach. On a different note, organizational identity has also been used as a theoretical lens for 

understanding organizational members’ responses to M&As (e.g. Langley et al., 2012). Further, 

as explained above, the conception of organizational identity as narratives has been used to unravel 

problems of post-acquisition decision-making (Vaara, 2003), as well as the processes the lead 

legitimization and resistance within the context of mergers (Vaara & Tienari, 2011). At different 

times, it has been linked with other important notions of the field, as it is the case of institutional 

trust (Maguire & Phillips, 2008), in an effort to investigate their potential interconnections and 

their influence on the processes of post-acquisition integration.   

Reflecting on the outcomes of this load of work, important implications arise, both with regards 

to the theoretical and methodological evolution of organizational identity within the context of 

M&As, as well as within the organizational science field in general. The first thing noted is that 

this work reinforces the malleability and multidimensionality of the concept of organizational 

identity (Corley et al., 2006; Gioia et al., 2013) and challenges treatments that confine 

organizational identity into narrow sets of assumptions (Foreman & Whetten, 2016). For instance, 

the application of organizational identity as narratives (e.g. Maguire & Phillips, 2008; Vaara & 

Tienari, 2011) or the adoption of the social constructionist perspective (e.g. Clark  et al., 2010) 

within the context of M&As, support notions that argue for a more complex, all-rounded 

conception of identity (Foreman & Whetten, 2016) that accounts for its multi-dimensional nature. 

Further, findings that relate the processes of organizational identity formation and change within 

M&As, with the practices, routines and other artifacts that organizational members use during the 

enactment of their daily work (e.g. Drori et al., 2013; Langley et al., 2012) provide support to a 
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more action-oriented conceptualization of organizational identity (Englund & Gerdin, 2012; Nag 

et al., 2007; Prado & Somoza, 2013) that departs from the purely cognitive views that dominate 

extant literature. With regards to the M&As literature this work has above all managed to highlight 

the significant role of organizational identity dynamics during post-acquisition integration, 

especially the complex and sometimes untraceable interconnections that exist between 

organizational identity and other important notions of our field. Following, a summary of some of 

the most significant issues discussed in this section is presented, (Table I).  

 Themes Key Issues  Authors 

M&As Performance  

Drivers / Motives of merging 

activity 

 

(e.g. Haleblian et al., 2009; Marks 

& Mirvis, 2012) 

Deal Characteristics: payment 

type and deal type 

 

(e.g. Agrawal et al., 1992, 

Haleblian et al., 2009; King et al., 

2004) 

 

Post-acquisition Integration 

Structural or Task and Human 

Integration 

(e.g. Birkinshaw, et al., 2000; 

Haspeslagh & Jamison, 1991; 

Larsson & Finkelstein, 1999; 

Sarala & Vaara, 2010) 

 

Sociocultural Integration: 

 Culture 

 Knowledge Transfer  

 Trust 

 Sensemaking 

 

(e.g. Bjӧrkman et al., 2007; Junni, 

et al., 2012; Sarala et al., 2016; 

Vaara, 2003; Weber, 1996) 

Organizational Identity 

Image and Culture (e.g. Dutton & Dukerich, 1991; 

Hatch & Schultz, 1997; 2007; 

Ravasi & Schultz, 2006) 

 

Materiality of Organizational 

Identity: Organizational 

Knowledge and Practices 

 

(e.g. Drori et al., 2013; Langley et 

al., 2012; Nag et al., 2007) 

Organizational Identity Change: 

Identity Ambiguity / Transitional 

Identity 

 

(e.g. Corley & Gioia, 2004; Clark 

et al., 2010) 

Organizational Identity Formation 

 

(e.g. Gioia & Thomas, 1996) 

Organizational Identity and 

Strategy 

(e.g. Ashforth & Mael, 1996; 

Oliver & Burgi, 2005; Sillince & 

Simpson, 2010)  

 

Table I - Theoretical Foundations: Summary of key issues 
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CHAPTER 3: THEORETICAL FRAMING OF THE STUDY 

Analysis of extant research in the areas of M&As and organizational identity revealed that despite 

valuable progressions in the field, there are still a lot to be learned about their relationship and 

interaction with other important elements and processes of organizational life (Graebner et al., 

2017; King et al., 2018; Vaara & Sarala, 2017). This comes as a result of some important shifts 

that have occurred in the organizational science field, most of which revolve around the need to 

change the ways we understand, conceptualize and eventually investigate organizations and 

organizational phenomena (e.g. Eisenhardt, Graebner & Sonenshein, 2016; Graebner et al., 2017; 

Meglio & Risberg, 2010). Following these calls, this study therefore explores the relationship 

between M&As and organizational identity, taking a series of theoretical assumptions that set the 

conceptual foundations of this investigation and frame the research questions posed.  

With regards to M&As, this study adopts contemporary views that argue for new 

conceptualizations, that take into consideration their processual (e.g. Graebner et al., 2017) and 

idiosyncratic nature (Bengtsson & Larsson, 2012; Meglio & Risberg, 2010; Risberg & Meglio, 

2012). In this respect, a notion of M&As as episodic phenomena, whose outcomes can be  

rationally explained and understood is dismissed, as it is thought to restrict their inherent 

complexity, ambiguity and unpredictability (Bengtsson & Larsson, 2012; Graebner et al., 2017). 

Instead, M&As are viewed as multi-level, multi-disciplinary, and multi-stage phenomena, which 

can influence organizational course of action in complex and unpredictable ways (Graebner et al., 

2017). At the same time, their enactment is believed to have long-term consequences on involved 

organizations and their institutional environment, which have not yet been fully understood by 

extant empirical and conceptual work.   

On these premises, the investigation of M&As in the present study focuses on post-acquisition 

integration period, as the key transitional period that follows the announcement of a series of 

important decisions, associated with the merging and restructuring of involved organizations. 

More specific, this study adopts the definition of Graebner et al. (2017, p.2) which views post-

acquisition integration as “a multifaceted, dynamic process through which the acquirer and 

acquired firm or their components are combined to form a new organization” . Consequently, post-

acquisition integration is examined as a set of dynamic and complex processes that requires the 
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management and unification of previously independent organizations, at different levels. This 

means that integration is conceived beyond its legal reasoning, where emphasis is mainly given 

on issues regarding the ownership of assets of constituting organizations. Instead, integration is 

seen as a multi-level process, where organizations are required to achieve some degree of 

integration that would allow them to operate effectively in pursue of a shared strategic direction. 

As already discussed, extant research has managed to set the case of the importance of post-

acquisition integration in understanding the phenomenon of mergers (e.g. Sarala et al., 2016) yet, 

it’s been acknowledged that there is still much to learn as to how interconnections of different 

processes, that occur during the integration period, can influence the ability of the new entity to 

adapt. Arguably, part of understanding the processes that lead to this adaption involve 

understanding the dynamics that guide organizational identity change and their interlinks with the 

processes of strategy. Specifically, it is suggested that investigating the dynamics that lead the 

definition of ‘who we are as an organization’, during post-acquisition integration, can act as a 

focal point which can help in unravelling possible interconnections among integrating processes. 

This assumption comes as a result of extant work on organizational identity in the context of 

strategic change (e.g. Clark et al., 2010; Hatch et al., 2015; Nag et al., 2007) which has managed 

to set organizational identity as a helpful device or mechanism that can be used to understand both 

cognition and action, within complex organizational settings (Maitlis & Christianson, 2014). 

Therefore, it is argued that putting organizational identity at the centre of this investigation 

provides an opportunity for unravelling how the processes that guide the redefinition of ‘who we 

are as an organization’, interlink with the redefinition of a new strategy – as this is explicated in 

the representations and understandings of organizational members regarding the new way forward 

of the integrated entity.  

The connection between organizational identity and strategy is an issue that has recently received 

an increased interest by scholars, who encouraged further exploration of the seemingly obvious, 

yet under researched relationship between being (i.e. identity) and doing (i.e. strategy) (Ravasi, et 

al., 2017). Specifically, although previous studies have provided insights on a reciprocal, and 

loosely coupled relationship between identity and strategy (Ashforth & Mael, 1996), questions 

related to their interrelations and the ways these influence collective understanding and action 

within organizations, remain (Ravasi, et al., 2017; Sillince & Simpson, 2010). These rather 
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overlooked aspects of their relationship, mostly attributed to the distinct routes of their literatures 

(Sillince & Simpson, 2010) – as identity theory has been dominated by the social constructionist 

paradigm, whereas strategy by economic based theory – have left significant disconnections on 

how their interplay shape the ability and willingness of organizational members to collectively 

act, in pursuit of their organizational survival.  

Following recent advancements, in both identity and strategy research, which call for the adoption 

of more process-oriented conceptions to eliminate past dichotomies, this study aims to explore 

this relationship, through the incorporation of the sensemaking perspective, which involves “the 

process through which individuals work to understand novel, unexpected, or confusing events” 

(Maitlis & Christianson, 2014, p.58). Specifically, the value in investigating M&As through 

sensemaking, lies in a series of inherent properties, as explained by Weick (1995, 2005) and 

further elaborated in other conceptual and empirical work, that managed to intimately link 

sensemaking with organizational change (e.g. Gioia & Chittipeddi, 1991; Gioia & Thomas, 1996) 

and organizational crises (e.g. Christianson, Farkas, Sutcliffe, & Weick, 2009). These properties 

constitute the definition of sensemaking as a process that (a) is grounded in identity construction, 

(b) it has a retrospective focus, (c) it is enactive - linked both to cognition and action, (d) it is 

social, existing both at the individual and collective level, (e) it is ongoing, (f) it focuses on and 

by extracted cues and, (g) it is driven by plausibility rather than accuracy (Weick, 1995).   

It is argued that these properties can provide a basis for the examination of M&As, as they align 

with more process-oriented conceptualizations of organizational phenomena, where emphasis is 

given in understanding the phenomenon under investigation, while appreciating complexity and 

ambiguity as inherent parts of this process. At the same time, they place human agency right at 

the centre of the investigation, offering a platform for examining organizational members’ own 

experiences of the change process. Further, the social and ongoing properties of sensemaking can 

help unravel interconnections among key processes, in this case between the processes of 

organizational identity change and the development of new strategic direction, in the less 

examined context of M&As as an imposed strategy. 

Most importantly, it is argued that the application of the sensemaking perspective can open new 

routes in understanding how organizational members’ interpretations of their organizational 
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identities shape and are being shaped (Weick, 1995) by their own involvement and actions during 

their daily interactions with the specificities of their new working mode. Taking on the view that 

people from all levels of the organization – “are active participants who sort out information and 

strategize” (Vaara & Sarala, 2017, p.5), it is argued that understanding their perspective of how 

changes in their work influence and are being influenced by redefinitions of their organizational 

identity, can be valuable in understanding the progression of post-acquisition integration. 

Essentially, this can provide possible links between the way people engage in knowledge-based 

work and practices – as manifestations of “who we are becoming as an organization” in course of 

transformative change.  
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CHAPTER 4: METHODOLOGY 

This section is concerned with the presentation of the research design that has been followed in 

the study, which involves the application of an exploratory, qualitative case study research 

approach. Issues of epistemology and ontology are also discussed,  that support the use of an 

interpretive, grounded-theory perspective in the data collection and data analysis phases. Finally, 

a description and analysis of the quality assessment strategies employed is made, to explain how 

these have helped to support the outcome of this inquiry. An illustration of the main issues 

presented in this section is provided in Figure 1.  

 

Figure 1 Research Process Flowchart 
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Research Design: An Exploratory, Qualitative Case Study  

In the current study an exploratory, qualitative case study approach has been applied to investigate 

how organizational identity dynamics intertwine with the processes of strategy, during the 

enactment of third-order change initiatives, as it is the case of M&As, to facilitate adaptability. 

The selection of applied research design was determined, as it will be further explained in detail, 

by the theoretical scope, purpose, as well as the philosophical underpinnings, that governed this 

investigation. Most importantly, the selection of the specific research design aimed to generate 

understanding on the complex and multifaceted organizational phenomenon of M&As (Graebner 

et al., 2017), through the application of a method that could allow the emergence of related 

processes.  

In terms of the theoretical scope of the study, it was necessary that the applied method could 

capture the dynamic nature of the processes under investigation (Bansal, Smith, & Vaara, 2018; 

Maitlis, 2016), while at the same time, it should be able to embrace the inherent complexity and 

ambiguity that follows the implementation of third-order change events (Clark et al., 2010; 

Tsoukas & Papoulias, 2005). In order to be able to meet these objectives, it was necessary to use 

a method that could allow the effective investigation of such multi-layered organizational 

phenomenon, whose effects have an intense and composite impact on the processes of organizing. 

Specifically, meeting these objectives required the application of a method that would allow the 

capturing of the evolution of organizational identity in the particular context, as well as the 

capturing of the different perspectives and understandings regarding their evolution, through the 

collection of content-rich and varied data (Eisenhardt & Graebner, 2007).  

With these in mind, Yin’s (1984; 2014) and Eisenhardt’s (1989) definitions of case study research 

are presented next, as two of the most well-established definitions used in literature, to provide 

insight on why the particular research strategy was chosen for achieving the defined research 

purpose. Yin (1984, p.23) defined case study as: “An empirical inquiry that investigates a 

contemporary phenomenon in depth and within its real-world context, especially when the 

boundaries between phenomenon and context may not be clearly evident”. He distinguishes case 

studies in three types, exploratory, descriptive and explanatory, claiming that they  are best at 

answering a “how” or “why” research question. In fact, Yin (2014, p. 11) argues that the linkage 

between defined research question(s) and applied research method is indisputable, since “the most 
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important condition for differentiating among the various research methods is to classify the type 

of research question being asked”.  

Eisenhardt (1989, p.534), on the other hand, in her seminal article on how to use case studies for 

theory development, defined a case study as: “A research strategy which focuses on understanding 

the dynamics present within single settings”. Eisenhardt’s (1989) work complimented Yin’s 

fundamentals of case study research, as she managed to infuse the principles of grounded theory 

into the case study research approach (Eisenhardt et al., 2016), an effort that resulted in her eminent 

framework for building theory from case studies. This development has been particularly 

successful in providing insight on how researchers could use the case study method to develop 

theory that is grounded in the evidence of the case(s) under investigation, while at the same time 

it fuelled the growing discussion regarding the methodological approaches that have long 

dominated social science research.  

This study draws insight from both definitions presented above, as well as the methodological 

developments that followed this work. However, special attention is given to the fact that both 

researchers, throughout their work, have consistently stressed the need to extent current knowledge 

on complex and ambiguous phenomena, through “in-depth” investigations of involved 

“dynamics”. The present study investigated the execution of mergers as third-order change events, 

which are considered, by definition, as one of the most complicated and challenging methods 

through which organizations can pursue their strategic direction. As Drori, et al., (2013, p.1717) 

stated: “there are few events in organizational life more dramatic than M&As”. In this sense, the 

method employed in the current study should be able to embrace this complexity or “messiness” 

(Eisenhardt et al., 2016, p.1116), as well as the depth and intensity of associated changes, through 

an inductive revelation of involved processes.  

Having as a primary aim the extension of theory on organizational identity work and post-

acquisition integration processes, it was therefore important that the selected method could allow 

the unravelling of the links between related processes, as they emerged over the course of time 

(Yin, 2014). An exploratory, qualitative case was considered fit to satisfy these critical 

requirements firstly, because it could accommodate the inherent ambiguity of mergers and 

secondly, because it could embrace the importance of contextuality, while investigating how 

related processes unfolded. The specific method allowed the achievement of these requirements 
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as it favoured the examination of a dynamic organizational phenomenon, which unfolds as a set of 

interrelated processes and cannot in any case be condensed into measurable terms or dimensions 

– a dominant, yet highly controversial trend of past research (e.g. Cartwright & Schoenberg, 2006; 

King et al., 2004; Pettigrew, 2012).  

In order to appreciate the comparative strengths as well as the contribution and relevance of case 

study research in the field of organizational science, some issues will be further analysed that led 

to its emergence as a key methodological approach in the study of strategic change and in 

particular, in the study of M&As.  

Bengtsson and Larsson (2012), in their review of the methodological literature of M&As, have 

argued that the majority of scholars who engaged in M&As’ research have consistently employed 

a variance approach in their studies, dominated by the use of nomothetic surveys. This has been 

the norm not only in M&As’ literature, but also in most past research related with organizational 

change. This “methodological fixation” can be theoretically explained once the underlying 

assumptions and conceptualizations that embodied this work are recognized. According to Van de 

Ven and Poole (2005, p.1380), the variance epistemology views change as “an observed difference 

over time in an organizational entity on selected dimensions” and aims to explain, and if possible 

predict, the occurrence and magnitude of change or its effects on other sets of variables. 

Understanding change in these terms consequently influenced the selection of applied 

methodological approaches, as well as the characteristics of the conclusions and understandings 

that this work has generated – that is the accumulated knowledge concerning the enactment of 

strategic change. These assumptions have for long been an integral part of mainstream M&As 

research, where the primary objective has been the identification of sets of variables that could be 

used for predicting post-acquisition performance (King et al., 2004). These variables, as explained 

in the theoretical foundations section, were usually derived from the finance and accounting 

disciplines and were used for assessing the relationship between merger activity and firm 

performance, through changes in shareholder value. Further, as most of this work has originated 

from the American academic community (Bengtsson & Larsson, 2012), it was reasonable to focus 

on large, publicly traded US corporations. At the same time, they relied on readily available, 

quantitative, archival data which they examined through the application of  cross-sectional research 
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designs that could fit the partial use of time (Graebner et al., 2017; Haleblian et al., 2009; Meglio 

& Risberg, 2010). 

The extended application of this particular research design had several implications in the 

progression of the field, the most important being the restriction of the development and 

accumulation of more detailed forms of knowledge around the phenomenon of M&As. As these 

limitations were recognized (e.g. Bengtsson & Larsson, 2012; Haleblian et al., 2009), a new stream 

of research emerged that challenged the traditional approaches used to study organizational 

change. Their main argument was that although empirical research employing a nomothetic 

approach had provided valuable insights as to the antecedents and consequences of merger activity, 

it has failed to provide sufficient understanding of the processes and mechanisms involved during 

the enactment of these radical change events. Most importantly, it had failed to explain the paradox 

following M&As’ research, where despite being one of the most popular methods that 

organizations choose for pursuing their strategic direction, most of them fail to respond to the 

anticipated value for stakeholders and produce the expected synergies (King et al., 2004; Larsson 

& Finkelstein; 1999).  

These issues presented important implications that inevitably led to a shift, both on the theoretical 

and on the methodological strategies through which these events were studied. Specifically, the 

view of change, as a change in the state of an organization, was dismissed as inadequate to capture 

its complex and dynamic nature, as well as unable to account for the inherent ambiguity associated 

with the enactment of radical change events. Under these terms, the new school proposed a view 

of change as “a narrative, describing a sequence of events on how development and change unfold”  

(Van de Ven & Poole, 2005, p.1380), a definition that arguably embraces the aforementioned 

characteristics, while at the same time elevates the importance of temporality (Langley, Smallman, 

Tsoukas & Van de Ven, 2013), an issue largely ignored in the majority of variance studies.  

Realizing change in such terms led to the incorporation of the process perspective in M&As 

research as well as the employment of the idiographic – case study research approach, which 

according to Bengtsson and Larsson (2012, p.4) focuses on the “qualitative, multi-aspect, in-depth 

study of one or a few cases”. Specifically, the case study research strategy emerged as the dominant 

idiographic method in the organization science field (Bengtsson & Larsson, 2012) that could serve 

different research purposes by providing new perspectives to well-known, previously studied 
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phenomena, as well as by building new theories and concepts (Eisenhardt, 1989). In this sense, the 

case study research approach became a powerful tool in the hands of researchers, used for 

unravelling the dynamics and micro-processes associated with change implementation. 

Additionally, it allowed researchers to address the more general and abstract questions of “how” 

and “why”. Most importantly, it allowed the in-depth inquiry of involved mechanisms, a process 

that could be used to provide insight into the long-term effects of change on organizational 

performance.  Notable examples of this work include Empson (2001), Clark et al. (2010), Ranft 

and Lord (2002) and Vaara (2003).  

Finally, a key parameter that determined the choice of the method employed in the present study 

was the very nature of organizational identity as a concept. Specifically, the fact that prior research 

has not yet managed to provide valid operationalizations for organizational identity, has made it 

almost impossible to select scales for measuring related processes (Nag et al. , 2007). As Ravasi 

and Canato (2013, p.189) argued, even survey-based studies on the concept do not actually 

measure organizational identity as such, but rather “the extent to which individual members 

perceive certain features to be part of the organization”. Additionally, attempts to build 

organizational identity measures have lacked universality  (Ravasi & Canato, 2013), since the 

operationalizations constructed so far have been specific either to an organization (e.g. Dukerich, 

Golden & Shortell, 2002) or to a field (e.g. Foreman & Whetten, 2002). This “shortfall” can be 

largely justified, once we recognize the philosophical underpinnings of this concept that ultimately 

make it context-specific, grounded on organizational members’ perceptions and interpretations 

(Nag et al., 2007).  

Although the ontological and epistemological assumptions that governed this study will be further 

explained in the next section, it is noted that a socially constructed application of organizational 

identity makes its valid and reliable measurement particularly challenging, if even possible 

(Sveningsson & Alvesson, 2003 as cited in Oliver & Roos, 2007). However, it is argued that the 

application of an interpretive approach, through a case study research design, could allow the 

unravelling and interpretation of related events, as well as the emergence of related processes, as 

recounted by the informants in the specific context; a development that helps in the enrichment 

and extension of our understanding of the phenomenon under investigation.    
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Conclusively, this study aimed to fulfil the defined theoretical purpose through the application of 

an exploratory, qualitative case study research strategy and at the same time, to accentuate the 

comparative strengths of case study research during the investigation of contemporary, dynamic 

contexts, whereby the capturing and unravelling the processual nature of change becomes an 

inherent element of understanding organizational action.   
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Philosophical Underpinnings  

The decision on the suitability of methods was inherently guided by issues of paradigm, that is the 

ontological and epistemological positions that I as a researcher held and embodied during this 

inquiry. According to Guba and Lincoln (1994) these positions are composed by a set of basic 

beliefs about the “world” that inform and guide the choice of methodological approach in an 

inquiry. In fact, they have stressed the important linkage between the three, by claiming that no 

researcher should proceed with an inquiry without being clear how issues of paradigm influence 

the appropriateness of a method to fulfil the defined research purpose. In this sense, the choice of 

methods involved assumptions about what constitutes social reality and what is there that can be 

known about it, as well as the relationship between the researcher and what can be known (Guba 

& Lincoln, 1994).  

With these in mind, the first thing to discuss is the ontological assumptions that governed this 

investigation. Specifically, this study has taken a constructivist stance, assuming that reality is 

relative and socially constructed (Guba & Lincoln, 1994).  Embracing this view of reality puts 

social actors at the centre of an investigation, assuming that “social phenomena and their meanings 

are continually being accomplished by social actors” (Bryman, 2008, p.19). This implies a 

dynamic stance of social reality, as constructions are seen as “alterable” (Guba & Lincoln, 1994, 

p.111). Therefore, what is known and what is presented in an inquiry is a version of that reality, 

as constructed by actors during that specific time, rather than a reality that is definite and objective.  

In this sense, what is there that can be known about this reality is also relative (Guba & Lincoln, 

1994), with emphasis being on providing an understanding, rather than an explanation of human 

behaviour (Bryman, 2008). This is arguably achieved through an interpretive process, that includes 

the generation of meaning about a social phenomenon, in this case organizational change, through 

the interaction of the researcher and involved social actors. This assertion highlights two primary 

elements of the interpretivist epistemology that influenced the choice of methods employed in this 

inquiry. The first, involves the appreciation of the interpretive process as an interaction process 

between the researcher and the social setting, which means that the outcome and the meanings 

generated inevitably represent the understandings of the researcher, as seen through the eyes of the 

informants. The second, includes a view of social actors as “knowledgeable agents”, which means 
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that these people are aware of “what they are trying to do and can explain their thoughts, intentions, 

and actions” (Gioia, Corley & Hamilton, 2012, p.3).  

These concerns had a determinative role on the methodological design that was employed to fulfil 

the purpose of this inquiry, as they related to the beliefs and assumptions about the way M&As 

and organizational identity are understood and conceptualized, as well as the way through which 

these are examined in a dynamic context, characterized by volatility, ambiguity and uncertainty. 

Essentially, this required a departure from a conception of identity as a purely cognitive process, 

to a conception that embraces its linkage to action, particularly to the way organizational members 

enforce their collective understandings of ‘who we are as an organization’ to organizational 

routines, practices, skills, and critical decision-making processes. In this sense, this study viewed 

identity as an interpretive phenomenon (Hatch et al., 2015), rather than an objective, measurable 

phenomenon that can be investigated through the principles of the positivistic paradigm – 

accepting its inseparable connection to both cognition and action (Nag et al., 2007; Prado & 

Somoza, 2013; Ravasi & Schultz, 2003).  

Taking these stances, meant that the methodological approach that was followed should be able to 

support such application. Specifically, a context-specific view of organizational identity (Nag et 

al., 2007), makes its valid and reliable measurement a particularly challenging task, that above all 

contradicts the assumptions about the nature of this concept. However, the application of an 

interpretive approach along with the incorporation of the sensemaking and sensegiving 

perspectives (Gioia & Chittipeddi, 1991; Weick, 1995) were deemed appropriate for gaining 

insight on the interaction between organizational identity, strategy and post-acquisition integration 

processes, by allowing the interpretation of events as recounted by the informants, while respecting 

the specificities of their context. In fact, the paradigm concerns raised above had a determinative 

role in the incorporation and understanding of sensemaking (Weick, 1995), as a “social process” 

(Maitlis & Christianson, 2014, p.62), that could be used not only as a means of interpretation, but 

most importantly as a means of understanding action (Hernes & Maitlis, 2012; Weick, 1995).  

In this sense, the incorporation of sensemaking and sensegiving perspectives was practically an 

inevitable decision. Firstly, the nature of the events under investigation which were considered 

important enough as to trigger discrepancies in expectations, experiences and organizational 

actions. Secondly, sensemaking and sensegiving are inseparable with the concept of organizational 
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identity and the processes of organizing (Maitlis & Christianson, 2014). Their incorporation was 

therefore an integral element that linked with the philosophical assumptions and underpinnings of 

this study, as they could be used as an “explanatory mechanism” for understanding other important 

organizational processes (Maitlis & Christianson, 2014, p.70), linked with the ways the new 

organizations that were formed after the imposition of mergers, pursued their new strategic roles 

in the market.   
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Research Setting  

This study was conducted in two financial institutions operating in the Eurozone Area, Fin Bank 

and Deposit Bank (pseudonyms), both of which had undergone severe restructuring, as a result of 

the economic crisis that has been taking place since the end of 2009. The two organizations under 

investigation included leading domestically owned financial institutions of the country, whereby 

the financial service sector accounted for a significant and rather disproportional percentage of the 

country’s GDP, at the time the crisis hit the Eurozone area. These abnormalities, along with various 

other economic and political factors, increased the vulnerability of these organizations to the 

recession, leading them to crisis. In the next paragraphs, a  contextual description of these 

organizations is made, to portray the frame in which this research was conducted, as well as to 

provide evidence of the reasons that led to their choice, having in mind the defined research 

purpose.  

The last economic recession that originated from the subprime mortgage crisis in the U.S. quickly 

spread to other major economies, causing severe disruptions in the functioning of their existing 

socioeconomic and political systems. In fact, these disruptions have been so dramatic that their 

impact is still in effect, in many different segments of the economic and social life of affected 

countries. One of the first economies to experience the symptoms of this “infection” was the 

European Economic Area, particularly the countries that participate in the Monetary Union. These 

symptoms were not only of economic nature but, in many cases, they had an irreversible effect on 

the structural foundations of these economies, influencing the functioning of their institutions, 

organizations, and in most times even their societies. This study therefore examined how the 

Eurozone crisis of 2009, which was of course far more complicated and composite that what can 

be condensed in these few lines, has influenced the course of action of two financial institutions, 

Fin Bank and Deposit Bank, with focus being on the implementation of a merging program, in the 

context of an economic adjustment program.  

The first thing to discuss about the setting is the choice of the financial service sector, to portray  

the reasons behind this choice and set the frame in which the objectives of the study were pursued. 

As already mentioned, the crisis had a prevailing impact at different levels and different segments 

of affected countries, however, the financial services sector was one of the sectors that were 

influenced the most, through immediate and extensive changes that required radical reforms in the 
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structures and foundations of the organizations operating in it. In the cases under investigation, the 

existence of an oversized banking sector, combined with the fact that some financial institutions 

faced severe solvency problems, led the local government to seek support in international partners 

(European Commission, International Monetary Fund, European Central Bank),  in an effort to 

restore the viability of the country’s financial system. This situation led to a period of extensive 

discussions and negotiations, where the aim was twofold. The first involved the development of 

an economic adjustment program that could address the imbalances of the financial service sector, 

including its appropriate downsizing, and the second, the implementation of a series of other 

reforms relating to existing structures and policies, that were deemed necessary in order to restore 

the failures caused as a result of lax fiscal policies.  

Policymakers had to address the issues raised very quickly, as the danger of contaminating other 

volatile economies was increasing. For this reason, it was urgent to proceed with the formulation 

and implementation of the program within set timelines, putting tremendous pressure on affected 

organizations, but also on the institutions that were responsible to monitor its performance and 

effectiveness. What is important to note is that the scale and magnitude of required changes were 

both extensive and revolutionary, challenging the current business environment in unprecedented 

ways. Specifically, the program provided for severe structural changes and reforms, having as 

starting point the consolidation of the sector via a series of mergers. Additionally, affected 

organizations would have to change their internal infrastructures, redefine their strategic position, 

as well as their relationships with key stakeholders, in an attempt to fulfil their new roles in the 

market. In this sense, both Fin Bank and Deposit Bank provided a fruitful context for research, as 

the changes imposed to these organizations required the initiation of various actions that would 

enable their realignment with their new operating environment while at the same time, these 

changes were so complex and extensive that they could be classified as third-order change events. 

This meant that both organizations presented excellent cases for unravelling the intersection 

between the processes under investigation, having as primary purpose the enrichment of our 

understanding on the initiation and execution of third-order changes in a contemporary research 

setting.    

Further, the way that the overall change process unfolded, opened the path for examining the 

phenomenon of mergers from an under-researched perspective – in the context of an economic 
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adjustment program, whereby mergers became a tool for restructuring an ill-operated sector. This 

presented many challenges and raised significant issues that influence both research and practice 

in similar terms. For research, undertaking this study could help to address the fundamental issue 

of policy involvement in organizational life and particularly, the implications of this interaction in 

the so-hard-to-achieve outcomes of strategic change processes. Specifically, holding account of 

this interaction could lead to some important revelations of the contextual characteristics of change 

and the unfolding change processes, opening new paths for enriching our understanding on 

organizational change as an adaptability and survival process.  

For practice, this development was even more salient as regulatory issues had a prevailing impact 

on the way these organizations chose to pursue their strategic goals. Specifically , the aspiration to 

create a European Banking Union meant that the application of mergers as a restructuring tool has 

being turning into a growing trend, as regulators try to manage the volatility of markets, minimize 

the consequences of bank failures, while ensuring that financial institutions remain viable and 

effective, able to serve their purpose. This means that the execution of mergers among financial 

institutions, especially within the Eurozone Area, is something that has been expected to intensify 

further as part of a downsizing strategy, but also, as both the regulators and the banks realize the 

swiping effects of digitalization and technology advancement in the long-standing business models 

of these organizations. These intensions had been officially confirmed by the former Chair of the 

Supervisory Board of the European Central Bank, Danièle Nouy, at her speech in the 8th Financial 

Forum held in Madrid 2017, where she stated: “Shrinking the banking sector is not just about bank 

failures, of course. Bank mergers could also play a role in helping to reduce excess capacity and 

make banks more efficient”. Of course, it is noted that these are issues that extent beyond the limits 

of the financial services sector since, both policy intervention and the impact of technological 

advancements in organizational course of action, are equally shared and relevant to most modern 

organizations, so is their investigation.    

At an organizational level, while both Fin Bank and Deposit Bank had to confront the same 

institutional environment, each had to deal with its own internal specificities and characteristics in 

terms of their history, background, culture and mindset. What remained common however between 

the two cases, was that both had to proceed with a series of changes, as detailed on their individual 

restructuring plans, that required firstly, their integration with other financial institutions, in the 
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context of an agreed merging program, and secondly, the alteration of their existing business 

models. These actions, that were to be extended over a period of 5 years, inducing extensive 

changes into the essence of these organizations, in terms of the “who we are” and “what we do” 

as an organization. Inevitably, this had an influence on their organizational identities, while at the 

same time, it required the conception and reconfiguration of  new work modes and practices that 

would eventually change their existing knowledge bases and lead them to adaptability. Achieving 

these objectives was not an easy target, as it involved the progression and synchronization of 

various processes that would allow these organizations establish themselves as new viable entities, 

that could operate effectively within the new regulatory environment.  

These circumstances developed as a result of the recession, gave the opportunity for the concurrent 

investigation of organizational identity, strategy and post-acquisition integration processes, in a 

context whereby institutional forces had a determinative role on organizations’ course of action. 

This presented significant implications, since acknowledging the role of these forces during the 

execution of strategic change initiatives, further elevated the complexity and ambiguity of the 

overall process. This was a critical issue, since the financial services sector is the sector that 

fundamentally supports the economic activity of other organizations operating in different markets 

therefore, when it came to face such severe challenges those challenges were inevitably passed on 

to the whole economy, signifying the sensitivity and interrelatedness between organizations and 

their operating environment. This is becoming even more intense in recent years as financial 

institutions are on the verge of significant changes, having to confront huge challenges that arise 

from strict and frequent regulatory requirements, as well as from the development and induction 

of new technologies. Operating in such volatile environment means that these organizations must 

find ways to embed change and adaptability in their structures, in such ways that would allow them 

to remain sustainable and competitive and at the same time, compliant. This is by no means an 

easy target for practitioners, while for researchers it opens new paths for understanding the 

processual and complex nature of change. 
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Case Selection  

The cases of Fin Bank and Deposit Bank have been evaluated as appropriate to serve the purpose 

of this study, both in terms of the nature and magnitude of changes they had to undertake, but also 

in terms of the impact of these changes on the processes under investigation. Specifically, when 

choosing the cases to be examined, it was necessary for implemented changes to be perceived as 

so significant, as to present a threat to the status-quo of these organizations. This distortion had to 

somehow relate to the assumptions over which organizational members relied on to define “who 

we are” and “what we do” as an organization, essentially involving the core aspects and structures 

that defined their business operations.  

In this sense, it was important to be able to talk about the implementation of a third-order change 

process, which, as already mentioned “(…) involves the transformation of the very identity of an 

organization” (Tsoukas & Papoulias, 2005) and has as its prevalent property the ability to intrude 

and dismantle principal processes of organizational life. Part of these processes involved the way 

that daily work was carried out therefore, the transformation undertaken had to influence current 

practices and work routines in such ways as to require the reconfiguration of the existing working 

mode, en route to adaptability. The two cases of Fin Bank and Deposit Bank fulfilled these criteria, 

as the changes that had to be implemented influenced the progression of these processes. Most 

importantly, the imposition of the mergers as part of a restructuring plan was by default a third-

order change process, that disordered the basic principles and structures that made up the essence 

of these organizations.  

Considering the issues raised above, it is therefore noted that the choice of cases was done on the 

basis of theoretical sampling, with no consideration on the determinants that apply in statistical 

case selection. Eisenhardt and Graebner (2007) defined theoretical sampling as f ollows:  

“Theoretical sampling simply means that cases are selected because they are particularly 

suitable for illuminating and extending relationships and logic among constructs. (…) cases 

are sampled for theoretical reasons, such as revelation of an unusual phenomenon, 

replication of findings from other cases, contrary replication, elimination of alternative 

explanations, and elaboration of the emergent theory”. 

 In this sense, the selected cases were deemed appropriate to satisfy the defined purpose, while at 

the same they allowed an in-depth inquiry of involved processes (Patton, 2002), in a contemporary 
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setting that synthesized many different aspects of modern organizational life – providing grounds 

for the elaboration and extension of theory. In fact, the selection of Fin Bank and Deposit Bank 

followed Patton’s (2002) prescriptions for “purposeful sampling” where: “The logic and power of 

purposeful sampling lies in selecting information-rich cases for study in depth” (Patton, 2002, 

p.273). As he argues, the method used to select the appropriate sample is the fundamental 

difference between research methods, as the principles and logic that govern sample selection, 

during a qualitative inquiry are completely different than the ones applied during the 

implementation of a quantitative inquiry – and all of course depend on the research purpose that 

has to be fulfilled. The aim here was to yield understanding on the implications of imposed 

strategic change in the context of M&As, by unravelling possible interconnections between 

organizational identity and strategy dynamics, and not make generalizable judgments on such 

complex and ambiguous phenomena that have not yet been fully understood. Essentially, that 

could only be achieved through an in-depth inquiry of some carefully selected cases that could 

provide for the information necessary to meet the objectives set.  

Besides the theoretical reasons portrayed above, the selection of the specific cases was also based 

on opportunity. At the time of the study, the author was employed in one of the merging entities 

that formed Deposit Bank and that gave an opportunity to investigate one of the most significant 

organizational change attempts that ever occurred at a national level. In the case of Deposit Bank, 

approved restructuring plans required the implementation of a merging program that should be 

completed within a pre-specified period and would result in the formation of a new viable entity. 

Meanwhile, the agreement also provided for significant alternations in the structures, operational 

efficiency, governance, strategic direction and eventually, the way the new entity would position 

itself in the market. However, even though my employment provided me access to this setting, 

Deposit Bank offered an appropriate context for studying related processes from a theoretical 

perspective as well, since related processes stood at the centre of this transformation attempt, 

satisfying the criteria of theoretical sampling, as suggested by Eisenhardt and Graebner (2007).  

Further, the fact that the economic adjustment program provided for similar changes in Fin Bank, 

offered an opportunity for the concurrent investigation of related processes in a new, yet 

comparable setting. Specifically, the restructuring plan that led to the formation of Fin Bank was 

part of the same economic adjustment program that involved the implementation of a merger 
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between two domestically owned financial institutions and the parallel transformation of their 

existing business models, in such ways as for the new entity to be viable and compliant in a revised 

operational and regulatory framework. This inclusion of Fin Bank, as the second case to be 

examined, presented important theoretical and methodological consequences on the progression 

of the study, as it elevated the complexity and dynamism of the data to be collected and analysed, 

allowing me to increase the depth of inquiry through the addition of varied empirical data 

(Eisenhardt & Graebner, 2007). This was critical in achieving the so-much-wanted richness 

(Gehman, Glaser, Eisenhardt, Gioia, Langley, & Corley, 2017) – a key ingredient in providing 

informative and valuable understanding that would be true to the phenomenon under investigation.  

Further, the investigation of related change processes in Fin Bank also meant that emerging results 

could be “more deeply grounded” in varied data (Eisenhardt & Graebner, 2007, p.27), allowing a 

more accurate elaboration of emerging relationships and constructs. In this sense, the addition of 

Fin Bank in the study did not follow a sampling logic, as it is the case in quantitative inquiries, but 

rather, it followed a replication logic (Yin, 2014) thought to significantly contribute to better theory 

development by comparing and contrasting evidence across the two cases, with the aim of 

unravelling the possible interconnections among emerging themes. Conclusively, the unit of 

analysis of this study are the post-acquisition integration processes, in the way they have been 

formulated and implemented in the two financial institutions, Fin Bank and Deposit Bank, during 

the enactment the specific economic adjustment program.    
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Data Collection 

The data collection process, as it is the case with the overall methodology, was directly influenced 

by the defined research purpose and the theoretical underpinnings that governed this investigation. 

The aim was to unravel the development of organizational identity dynamics, in a geographically 

and theoretically diverse setting (Gioia et al., 2013), as these were experienced by organizational 

members themselves, and build a theory that could be used to enrich extant understanding on the 

processes of post-acquisition integration.  

In order to manage this objective, it was necessary to let related processes and mechanisms reveal 

themselves, while embracing and accounting for the implications of context and time (Pettigrew, 

1990). It is noted that although the decision to predetermine the concept under investigation (i.e. 

organizational identity), might be thought to undermine the nativity of this research, it was a 

necessary step that helped me to identify and better understand the limitations of extant research 

and therefore, to develop the research questions that would guide me through this investigation. 

Despite this development, I however, remained true to the inductive and interpretivist nature of 

my research approach, as I have not made any a priori assumptions about the relationship or 

influence of these processes on post-acquisition integration. Specifically, as Eisenhardt (1989, 

p.536) suggested: “(…) avoid thinking about specific relationships between the variables and 

theories as much as possible, especially at the outset of the process” . However, an instinctive 

connection to extant theory was an integral part of identifying and understanding the research gap 

that had to be fulfilled. As Langley stated in Gehman et al. (2017, p.297): “I think that to develop 

a richer understanding of the world, we do need to connect to prior theory” . 

The issues raised above have determined the type of data required. Specifically, the collection of 

fine-grained, rich data was needed, that would be detailed, focused and comprehensive, able to 

lead to theory development (Charmaz, 2014). This form of data requires the gathering of multiple 

viewpoints, perceptions and emotions, and gives insight on the actions and behaviours of 

organizational members during critical incidents (Charmaz, 2014). Additionally, rich data could 

provide a connection between these viewpoints, perceptions, emotions, actions, and behaviours, 

and time, which was key in understanding the processual nature of change implementation.  

This connection of theory and data could only be made possible by giving voice to the people who 

were directly involved in this change process, the organizational members of Fin Bank and Deposit 



61 

 

Bank. These people were responsible for executing imposed changes and at the same time, they 

had to bear the consequences of this great effort, to merge and reform their organizations. Allowing 

the emergence of related processes through their eyes, meant that the data collected would be 

specific to the cases under investigation and would bear the contextual characteristics of these two 

organizations. Thus, the outcome of this research would not be a generalizable theory, but rather 

an illuminating theory about how actions and perceptions that led the progression of organizational 

identity change interconnect with the development and implementation of a new strategic 

direction, in a new institutional environment.  

In order to achieve the necessary variety and depth in my inquiry, two main sources of empirical 

evidence were used. The first involved the implementation of a series of semi-structured interviews 

and the second, the collection of archival data, including both published and unpublished 

documents. However, it isnoted, that the most important data gathering source was the semi-

structured interviews, while archives and other documentation were used to complement, reinforce 

and triangulate data collected through interviews, especially in cases where retrospective data 

needed to be collected. 

Semi-structured interviews:  

The first things to discuss regarding the implementation of the interviews involve some important 

procedural issues, that set the frame in which these interviews were performed. With regards to 

the timing of the interviews, it is noted that the data collection process was commenced almost 

three years after the official decisions to proceed with the implementation of mergers, as part of 

an economic adjustment program that involved the restructuring and downsizing of the financial 

service sector. The main reason that caused this “delay” in the data collection process was the fact 

that both the decisions and corresponding announcements predated the  induction of this 

investigation therefore, it was impossible for me to be able to collect real-time data during the 

initial stages of the merging period. In this respect, I mostly relied on retrospective data, whereby 

informants where asked to explain how they made sense of their organizations, both at the pre and 

post-merger period, as well as to recall their experiences of the merging process, with emphasis 

being on events, decisions and actions that were thought to influence the progression of their 

integrations. However, this dependency on retrospective data was somehow compensated through 

the collection and analysis of archives and other documentation, used to report on the development 
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of these processes. These included documents that related to the history, background and culture 

of these organizations and their constituents, as well as documents that related to new 

developments, tools, products and services and portrayed the operational philosophy and 

functional mechanisms of these organizations. This step in the data collection process and its 

contribution to the study will be analysed in more detail in the next section.  

Further on, the fact that even three years after the initial announcement, both Fin Bank and Deposit 

Bank where still in transition, trying to implement and enforce changes related to their 

restructuring strategies, turned out as an advantage since it allowed me to increase the depth of 

inquiry, in terms of understanding the evolution of the processes under investigation and their 

linkages to the desired outcomes, as outlined in their individual restructuring plans. Specifically, 

as time progressed, organizational members were able to experience the consequences and 

outcomes of change – without being influenced by the upheaval and chaos that characterized the 

initial period after the announcement. This meant that they could be more realistic of their 

understandings, perceptions, even of their emotions, regarding this intensive and thorough change 

that radically shifted the formation of their organizations. Therefore, even if I have missed the 

chance to collect some real-time data during the initiation of the changes in these organizations 

and particularly during the initial steps of the merging process, the fact that the mergers were part 

of an overall transformation process that was to be extended over a long period of time, meant that 

the effects of these changes would bear on these organizations and on the people, who constituted 

them for a prolong period. In this sense, the retrospectivity of data was an inevitable part of the 

data collection process that had to be handled with care and sensitivity to ensure that the necessary 

quality and rigor were sustained throughout the process.  

During the implementation of the interviews, it was critical to get a variety of viewpoints that 

would allow me to understand how organizational identity related processes interacted and evolved 

during the post-acquisition period, as well the impact of their interaction on the expected outcomes 

of these change events. In this sense, the rich, detailed and varied data collected through the 

interviews functioned as the raw material for understanding the underlying processes and 

interconnectedness between emerging concepts. As Mintzberg (1979, p.587) stated “Theory 

building seems to require rich description, the richness that comes from anecdote” . This was 

particularly important considering that most of extant empirical work views mergers as 
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strategically planned events, initiated by executive teams in pursue of a new strategic purpose (e.g. 

Clark et al., 2010; Vaara, 2003), and not as emergent, externally imposed change initiatives, guided 

by political, economic or other institutionally driven reasoning.  

In this sense, the aim was to give voice to organizational members, who were asked to describe 

and interpret their own personal experiences of the change process, as implemented in each of the 

two cases. Therefore, informants had to be selected based on their potential contribution to the 

study and not on the basis of statistical requirements used to determine an appropriate sample size. 

Specifically, selection of informants was an intentional process that followed the prescriptions of 

Locke (2001), moving from purposeful to theoretical, with the aim being two-fold. First, to capture 

a variety of viewpoints and perspectives that could be used to attain the objectives set and second, 

to extend the level of inquiry to the point where related processes could be unravelled.  

Thus, informants’ background and involvement in the overall change process was critical in 

understanding the context and content of the two mergers. In particular, informants included both 

senior-level and middle-level managers, as well as first-line employees from various business 

functions. They were chosen based on their involvement in the integration process and the 

information they possessed, given their position and responsibilities in the two organizations. 

There was no pre-determined path about who these people would be however, as I started my 

fieldwork it became evident which business functions were key to the integration process and 

through a snowball sampling technique, I was able to track the people that could provide me with 

the required data. They included people coming from the core business functions of Fin Bank and 

Deposit Bank, the retail and corporate business units of these financial institutions, that were 

responsible for maintaining the delivery of required services to customers during the turbulent 

times after the announcement of the decision to merger. At the same time, they were the ones 

responsible for implementing the huge operational changes that were enforced as part of the 

merging and restructuring process. Additionally, it included people coming from the 

administrative functions of these organizations, which were assigned with key coordinating and 

facilitating roles, like employees from the Project Management Office and the Organizations and 

Methods Departments. These people were responsible for the coordination and management of 

various integration projects that influenced the whole functional spectrum of these organizations. 

Their facilitating role meant that they had to interact with people from all merging entities and 
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were receivers of different behaviours, mentalities, and actions, as they encountered the application 

of different practices in course of their everyday job.  

Finally, informants included people coming from two of the most important departments of these 

organizations, the Human Resource (HR) and Information Technology (IT). The HR departments 

had the self-evident role of integrating the people who constituted the different merging entities of 

Fin Bank and Deposit Bank. Their involvement was critical with regards to the management of 

various integration issues like for instance, assigning new roles and responsibilities to 

organizational members, ensuring uniformity on their terms of employment, and various other 

administrative tasks. Most importantly, the HR departments were responsible for the training and 

development of personnel who were to constitute the new entities, in order to be able to meet new 

demands. In this sense, their role in the utilization of skills and experiences of orga nizational 

members was pivotal in understanding organizational members’ interactions during the 

assignment and implementation of various tasks linked with the enactment of the new strategic 

direction of their organizations.  

Similarly, the IT departments were responsible for the most integral integration projects that 

directly influenced the operational efficiency of the new entities, as well as their compliance with 

the new regulatory framework. They included a very unique and, sometimes even quirky group of 

people that was made up of highly skilled and proficient individuals, whose role was vital in the 

progression and effectiveness of the restructuring program. In most cases, they were the ones to 

hold the key to the success of a project, having the mandate to enforce the various business 

requirements that related to the integration processes, while considering important restraining 

elements that related both to the systems themselves, as well as to the abilities of people to 

implement these new requirements. In this sense, besides their implementing role, this group had 

a determinative involvement in almost all aspects of the two integrations, making their contribution 

to this study particularly important. 
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Case Position 
Number of 

informants 

 Senior Managers 4 
Fin Bank Middle Managers 14 

 Officers 13 

   

 Senior Managers 7 
Deposit Bank Middle Managers 10 

 Officers 13 

Total  61 

Table II - Informants’ Background 

Overall, 61 interviews were conducted (Table II), 31 interviews for Fin Bank (Appendix 1) and 30 

interviews for Deposit Bank (Appendix 2). Interviews were made until data collected allowed a 

sufficient depth of understanding (Charmaz, 2014) of related processes and could be used to 

provide insight of their interaction in the particular context. The initial contact with the informants 

was made via phone, where they were informed about the purpose of the research and were kindly 

asked whether they would be willing to take part in the study, through an interview. They were 

informed that the information shared during the interview would be used only for the purpose of 

this research and that all precautions to sustain their anonymity would be taken. Additionally, they 

were informed, a priory, that interviews would be tape-recorded. This was an integral prerequisite 

for the quality and accuracy of the results generated since it allowed the capturing of their stories, 

insights and experiences in their own words. In case they agreed, they were asked to choose the 

location of the interviews, as I wanted them to choose a place, they would feel secure and free to 

discuss and share their experiences and emotions. Some of them chose to do the interviews in their 

workplace, while some others preferred a more neutral or private location.    

Further, to ensure consistency in inquiry an interview protocol (Appendix 3 – English Version and 

Appendix 4 – Greek Version) was used that served as a guide for all 61 interviews. The interview 

protocol consisted of open-ended questions that were used to maintain the focus and flow of the 

discussion, encouraging informants to give their personal account of the change processes. 

However, in cases where informants wanted to share or discuss a specific event or incident that 

they considered important, even if it was not part of the current discussion , they were always 

motivated to do so. Specifically, during the interviews, informants were always encouraged to give 

specific examples of actions and events that could be used to support their views, feelings and 

emotions. It was important to be able to link their stories with specific organizational incidents that 
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prompted the initiation or the maintenance of specific behaviours and attitudes, as well as the 

development of specific viewpoints, perceptions and understandings. This allowed me to get a 

deeper and more thorough understanding on how the processes under investigation evolved in the 

specific context and most importantly, how this evolvement was perceived and understood by 

organizational members themselves.   

Initial questions focused on the pre-merger period where organizational members were asked to 

describe important aspects of their organizations linked with their history, philosophy and culture, 

while giving an account of the milestones that they believed defined their organizations’ course of  

action. In this way, besides all the critical information related to the background of these 

organizations, I was also able to identify whether the change processes that were investigated were 

acknowledged to influence their organizations in the extent that could be considered third-order 

changes. Once this acknowledgement was made, informants were asked to tell their own story on 

how they experienced these changes, starting from the initial announcement that involved the 

official decision to proceed with the mergers as part of their restructuring process, up until the time 

of the interview. It was important that they would be able to express their own views, 

understandings and emotions of the change process, as this was the story of their organizations, 

through their eyes.  

During the discussion, and specifically during their descriptions of specific incidents and events, 

informants were also asked to describe how changes influenced their daily work interactions, as it 

was important to grasp the details of the context they performed their daily work after the mergers 

and the impact of these changes on their productivity. This information usually emerged during 

discussions about the various integration projects that had to be implemented as part of the 

restructuring and transformation process, as well as during discussions regarding the management 

of the mergers by the executive teams. Additionally, although no explicit questions regarding their 

organizational identity were asked, identity related issues emerged early on, both during their 

descriptions of the pre-merger period, as well as during their accounts of the merger and post-

merger period, through the distinctions they made between different merging entities.   

The duration of interviews ranged from 45 minutes to approximately 2 hours. Where appropriate, 

at the end of each session fieldnotes were taken regarding impressions, emotions that elicited 

during their recounting of events, as well as other non-verbal data. These were especially important 
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as they helped me to understand the stories of these people and the contextual characteristics of 

the two cases under investigation. All interviews were then transcripted in verbatim and were also 

recorded in ATLAS.ti. The transcription process was an integral part of the quality of this study 

as it allowed me to preserve the details of each interview (Charmaz, 2014) and to maintain a close 

connection to their stories. It is finally noted that the use of a software was deemed appropriate as 

the volume of data that were collected was making it particularly challenging to manage. In this 

sense, ATLAS.ti was used as a facilitating and a data retrieving mechanism that helped me to better 

manage and organize the transcripted data (Bryman, 2008; Patton, 2002). 

Archival analysis: 

As already mentioned, the main data gathering source of this study involved the execution of a 

series of semi-structured interviews with informants coming from the different merging entities 

that constituted the two new organizations that have been formed after the mergers, Fin Bank and 

Deposit Bank. However, the use of documents was an important data source that aimed to 

complement, reinforce and triangulate the data collected through interviews, especially in cases 

where retrospective data needed to be collected. The inevitability to rely mostly on retrospective 

data had to be compensated through the use of other forms of data that could enrich, and at the 

same time reinforce, the data that has been collected through the interviews, in a way that co uld 

allow me to gain confidence about the quality of my study. It thus became critical to have various 

data collection sources that could increase the depth of inquiry, but also compensate for each data 

source limitations and give holistic descriptions of unfolding events (Ravasi & Canato, 2013). 

Further, as the time element was particularly important for understanding how events and related 

processes unfolded, but also, how organizational members responded during critical time incidents 

(Van de Ven & Poole, 2005), it was necessary that the interpretation of change events by the 

informants would be further supported by examining documentation used to report on these 

actions. 

In this sense, I searched for documents that recorded data relevant to the processes  under 

investigation. This involved an analysis of publicly available documents that were used to 

externally communicate important decisions and developments such as, interviews of the newly 

appointed CEOs, reports and press releases. These documents represented the official 

communication tool but most importantly, the official language that was used by the executive 
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teams to address issues linked to the merging and restructuring processes. Specifically, these 

documents provided information about the evolution of important integration projects, like for 

instance the integration of systems software – a project that was linked with the effectiveness and 

efficiency of the new organizations in terms of their customer service delivery. Another example 

included the implementation of the new arrangements in the banking operations, in terms of the 

distribution of bank services and branch location – a project that linked with the newly applied 

customer service strategy, as well as the enforcement of new policies and the development of new 

tools that were to be used to address the new regulatory challenges.  

The references made in these documents allowed the identification of these projects as “high 

priority”, as well as the identification of their impact of the wider integration and restructuring 

progress. Additionally, they provided information on decisions and developments that related to 

the implementation of new tools and practices, including the enforcement of a new business model 

for these organizations. Therefore, the data gathered from these documents were of particular 

importance as they helped me to put into perspective various issues that related to changes imposed 

in the working mode of these organizations, as a result of the enforcement of a new strategy.  

Next, a special note is made on documents that recoded interviews of the newly appointed CEOs 

of Fin Bank and Deposit Bank, during that period. These documents presented a very important 

data gathering source, both because of their rich content and because of the position of the persons 

behind that content – the CEOs, as the leading sensegivers of these organizations. Generally, these 

documents provided information about the new strategic direction, the plan that was set in motion 

towards the accomplishment of various milestones, as detailed in their individual restructuring 

plans, and the challenges that had to be surpassed. However, in many instances these documents 

also included information about the way the new organizations that have been formed after the 

execution of the mergers, positioned themselves in the market, from the perspective of the most 

senior person in the entire organization. In this way, these documents provided cues that related to 

the processes of identity change and specifically, the way that the senior management teams chose 

to present these organizations to their external and internal audiences. It was therefore a challenge 

to examine how their choice of words and their descriptions of these organizations aligned with 

the descriptions that were given by informants during the interviews. It is however noted, that as 

these documents presented data that was both directed towards and perhaps edited by the media, 
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an overuse of “politically correct” language could be assumed, bearing in mind the significance of 

these organizational changes to the wider socioeconomic environment. Even so, politics were 

acknowledged as an inseparable element of the organizing process and the use of language is by-

default a political process that aims to accomplish a specific purpose. Therefore, these documents 

remained important in understanding the context and complexity of these change attempts, as well 

as in providing insight on the dynamics of the processes under investigation.  

The last set of documents that were used as a data gathering source involved official, publicly 

available records related to the history, background, mission and philosophy of the two 

organizations under investigation, Fin Bank and Deposit Bank, but also of the entities that 

constitute them. These documents were used to gather information on the culture of these 

organizations, their operating environments, their course of action and evolution, until the time of 

the mergers. They were used as a reference for understanding the various stories that were 

communicated by informants, as they provided the context of these stories.  

Specifically, as informants described their experiences of the different milestones that they have 

experienced in these organizations, I was able, through these documents, to see whether these 

events were recorded as important as they have been described, as well as whether they presented 

a challenge for the processes under investigation. Additionally, I was able to situate specific events 

described by informants on the time path of these organizations, a process that allowed me to 

understand the evolution of these events from a chronological perspective. This was a particularly 

important step, as it somehow compensated for the retrospectivity of data that were collected 

during interviews, while at the same time it reinforced these data. Overall, the examination of these 

documents was a process that allowed better understanding of the change processes that these 

organizations had to undertake, by providing insight on the progression these organizations 

experienced through time.  

A final note on the use of documents as a data source, is the fact that I mostly relied on documents 

that were historical records and were written by people that either were members  of these 

organizations or were external authors assigned to record the history or specific time periods of 

the history of these organizations. This form of documents was preferred, instead of internal or 

confidential documents. This was not only due to the ease of their availability, but primarily 

because the data contained in these documents allowed the comparison between official 
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projections of the history, background and other important events that occurred in these 

organizations, and the descriptions, perspectives and understandings of these events, as recalled 

by organizational members. In this sense, these documents acted as a representation of the official 

position and perspective of these institutions, but also of the official language used to address 

significant incidents related to their course of action.    

 

 



71 

 

Data Analysis  

The analysis of data collected through the semi-structured interviews, archives and other 

documentation, followed the prescriptions of the interpretive paradigm. Emphasis was given to 

understand the phenomenon under investigation through the interpretations and perceptions of 

those who live it – the organizational members of Deposit Bank and Fin Bank – who had to bear 

the consequences and outcomes of these change impositions, while at the same time they had the 

power, through their actions and behaviours, to influence the implementation of these changes in 

their organizations. As Charmaz (2014, p.114) stated: “(…) we try to understand our participants’ 

standpoints and situations, as well as their actions within the setting”. Therefore, the aim was to 

understand the development of the merging processes and associated dynamics, through their 

experiences, and specifically, through the way they made sense of these changes, in a context 

which they were asked to portray.  

The data collected were systematically analysed as instructed by the principles of the grounded-

theory method (Glaser & Strauss, 1967; Goulding, 2002; Locke, 2001), with the aim of developing 

a theoretical framework that could address “the interpretive realities of actors” (Suddaby, 2006, 

p.634) in the particular settings. This meant that the analysis of data aimed to establish an 

indisputable link between the data that have been collected and the corresponding theoretical 

development, through the implementation of a coding process, as coding initiates the definition of 

what is going on in the data (Charmaz, 2014). This is a primary principle in the grounded theory 

method, since the theory developed should be the outcome of the data that had been collected; 

essentially the construction of theory from a systematic analysis of data (Charmaz, 2014; 

Goulding, 2002), which principally occurs through the implementation of a coding process.   

As in most interpretive, theory building studies, the data collection and data analysis phases did 

not proceed in a linear manner, which is the norm in most quantitative inquiries (Bansal et al., 

2018). On the contrary, they frequently overlapped in time (Charmaz, 2008; Eisenhardt, 1989) 

increasing the complexity of the overall process. For instance, during the implementation of the 

semi-structured interviews, organizational members made references to specific events or 

incidents related to the processes under investigation. Following, the transcription and reading of 

these transcripts would often lead to a new search for relevant data that could be used to reinforce 

or clarify these claims, either through the implementation of an additional interview with an 
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informant who could provide further insight on these events, or through a renewed search on 

documentation that was used to report on these processes. Therefore, although most data were 

transcripted and coded during less interview intensive periods, the collection of data via 

documentation and the writing of fieldnotes were an ongoing process that evolved throughout the 

coding phase. From a chronological perspective this meant that data analysis and data collection 

phases often collided, even though there were some data collection intensive periods and some 

data analysis intensive periods, throughout the study.  

This process emphasizes the iterative nature of interpretive, theory building studies, as well as the 

complexity and challenges that characterize qualitative research investigations. Having these in 

mind and despite the difficulty to outline and explicitly codify the analytic process that occurs 

during the execution of these inquiries (Eisenhardt, 1989), an effort is made next to portray the 

flow and processes that have been used in the particular study. It is also noted that the malleability 

of the data collection process, as a result of overlapping analysis, could present an opportunity to 

better understand the particulars of the phenomenon under investigation and better ground the 

emergent theory and theoretical insight of this research (Eisenhardt, 1989).  

Initially, collected data were transcripted and read many times, with the aim of gaining familiarity 

with the particulars of each case (Eisenhardt, 1989). Transcripted data were then divided between 

the two cases, Fin Bank and Deposit Bank, following the suggestion of Eisenhardt (1989, p.539) 

for “within-case analysis”. The aim here was two-fold. On the one hand, to manage the volume of 

data that has been collected, which is perhaps the most representative element of qualitative 

inquiries (Pettigrew, 1988), while on the other hand, to understand the details of each of the two 

cases, their contextual characteristics, mindset and evolving dynamics – since this study is 

essentially portrays the development of two different stories, occurring at parallel times. This 

initial organization of data therefore acted as a first data analysis step  and set the frame in which 

the data of these two cases were to be examined.  

Next, each interview was coded separately, opening the first coding cycle of the data analysis 

process (Charmaz, 2014) that involved the generation of various initial codes that were to be used 

as the raw material for the next analytic phases of the study. At this point, transcripted data were 

examined for data incidents (Locke, 2001), like actions, statements and expressions of 

organizational members, linked to the processes under investigation. During this process 
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Charmaz’s (2014) and Glaser and Strauss’s (2008) suggestions of asking specific questions  were 

followed, as I confronted the data that has been collected. The first question was: “What is this 

study of?” – a question that helped me to stay focused in front of some 600 pages of written text, 

while keeping alert for the emergence of unanticipated insights and perspectives, as well as for the 

discovery of subtle meanings, allowing the data to speak for themselves. The second question was: 

“What do the data suggest? Pronounce? Leave unsaid?” – a question that helped me to assign 

meaning to the phenomenon under investigation, but also urged me to seek further data in cases 

where questions, “gaps or holes” (Charmaz, 2014, p.118) emerged. The third question, “From 

whose point of view?” was critical for understanding informants’ perspectives, emotions and 

actions, as it allowed the immersion into the two settings under investigation. Finally, the question 

“What theoretical category does this specific datum indicate?” helped in the initiation of the 

process of trying to conceptually connect the various data sets to emergent codes. Overall, this 

process has been pivotal in understanding the data that has been collected, their linkage to the 

questions that have been asked but most importantly, they helped in the identification of the first 

significant incidents that led to the development of my initial codes. It is however noted, that during 

this process and as I proceeded through the data, codes were refined (Andrade, 2009; Charmaz, 

2014) and that was part of understanding and gaining better insight of what was communicated by 

the informants. Therefore, the coding process was not a rigid, invariable process, but rather it was 

an evolutionary process that changed with familiarity and understanding of the empirical evidence 

of each case.   

Once the first coding cycle was completed, the focused coding cycle (Charmaz, 2014) was 

commenced that involved the development of more specific codes. Specifically, this process 

involved an analysis of larger sets of data, based on the initial codes that have been assigned to 

them, with the aim of condensing the most important facts of my data and generating a series of 

categories that would be used to set the parameter of my analysis. Again, this was not a linear 

process (Charmaz, 2014), but rather it was a process that evolved partly through the refinement of 

initial codes and partly through the inherent analytic process of understanding and unravelling the 

meaning contained in the data. However, what distinguished this phase from the previous one is 

that at some point during analysis, coding primarily became a decision-making process. 

Specifically, based on the evidence presented in the data, decisions had to be taken on which of 

these initial codes were the most important ones and made the “most analytic sense” (Charmaz, 
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2014, p.140). This was necessary firstly, for the sensible categorization of data, to reflect the most 

significant meanings and understandings of what were communicated by the informants and 

secondly, for the attainment of the essential conceptual depth that would allow the building of new 

theoretical insights on the phenomenon of post-acquisition integration.  

Throughout this process I went back and forth, reading my transcripts, assigning and refining 

codes, comparing and contrasting codes and data, both within each case and across the two cases, 

as I searched for similarities, differences and patterns (Eisenhardt, 1989) that could lead to a more 

comprehensive understanding of the data. This whole process has led to the generation of a series 

of first-order categories that represent my interpretation and understanding of how the 

organizational members of Deposit Bank and Fin Bank defined and made sense of the evolution 

of various processual forces during the post-acquisition integration period in their organizations. 

Although I remained true in presenting the interpretations and experiences of these change events 

as reconstructed by informants, these were still my interpretation of their constructions of reality 

(Nag et al., 2007; Locke, 2001), which were also inseparable of the philosophical assumptions that 

guided me through this study.  

Therefore, emerging categories were the outcome of a process that involved the constant 

comparison between informants’ descriptions of critical events and incidents and their experiences 

and definitions of those events or incidents, as recorded in the data. It is noted that through the 

development of these categories, effort was made to maintain words or phrases as these were used 

by informants, especially in cases where there was a consistent use of these words among 

organizational members or, in cases where they were indigenous to them. For example, during 

their descriptions of the period where policymakers decided on the mergers as part of their 

restructuring plans, they described that decision as something that was “violently imposed”. That 

assertion was so intense and persistent and evoked such strong feelings during their descriptions, 

that it was impossible for me to change it or abstract it to something else that what was proclaimed. 

In this way, I tried to maintain a close link between the data collected and the overall analytic and 

theory building processes. Additionally, at different instances these categories were cross-checked 

with informants to ensure that what was observed reflected the meanings and understandings of 

those who experienced the enforced changes.  
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Following, further examination and comparison of emerging categories and data (Creswell, 2012; 

Eisenhardt, 1989; Locke, 2001), led to the development of ten cross-case, second-order themes, as 

presented in the Data Structure (Appendix 5). These themes were the outcome of a process that 

involved the theoretical conceptualization of emerging categories and essentially represent the 

properties encapsulated in these categories. Specifically, they outline the boundaries and 

interconnections among emerging categories, as they occurred during the analytic process. 

However, it is noted that identifying and realizing the connections and differences between the 

various categories was not a straight-forward process. On the contrary, both their distinctions and 

their associations were frequently ambiguous and indistinct therefore, at many instances I had to 

go back to the data to read and reread what was transcripted in order clarify and comprehend their 

distinguishable theoretical properties. Additionally, throughout this process extant literature was 

used as a source of reference both for clarifying the language and terminology applied  to these 

categories (e.g. Clark et al., 2010; Gioia & Chittipeddi, 1991; Ravasi & Schultz, 2006), as the use 

of consistent language remained important for the development and advancement of theory (Gioia 

et al., 2013), as well as for better understanding the empirical evidence under investigation. This 

does not mean that there was an imposition of a priory theory to these evidences, but rather extant 

theorical ideas were used as a frame of what could be further developed (Langley, 2017). As 

Langley (2017) suggested in Gehman et al. (2017, p.297) induction is “illusory” to think, and that 

the aim is to understand the relevant theories and how our empirical observations can be used to 

further develop those theories.    

In the final step of the analysis, the aim was to go beyond description and connect emerging 

categories into a coherent theoretical framework that could be used to fulfil the purpose of the 

study (Creswell, 2008). Continuing this iterative method of sorting, synthesizing and categorizing 

data led to the development of the following overarching dimensions: “Disruptions in 

Organizational Social Structures”, “Identity work as remedy” and the motto “We are where we 

are going”. These dimensions allowed the theoretical integration of the first-order categories and 

second-order themes that had been developed as well as their relationships, in a way that could be 

used to understand the phenomenon under investigation. In this sense, these dimensions formed 

the interconnecting links that allowed the development of a theoretical framework that could 

helped us gain insight into the complex and ambiguous evolution of a merger as part of an imposed, 

transformation program.  
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Research Quality Criteria 

The assessment of qualitative research studies through the application of various quality criteria 

has prompted a long and intriguing discussion that is characterized by controversies and debates 

among researchers of different disciplines and backgrounds. This discussion, which follows the 

evolution of qualitative research and its application in the social science field, has led to the 

generation of numerous quality criteria systems (e.g. Guba & Lincoln, 2005; Maxwell, 2005; 

Tracy, 2010) that have been deemed appropriate for evaluating the applied methodological 

approach and the outcome generated by a qualitative inquiry. In f act, this discussion has led to the 

formation of a rather extended list of quality assessment systems, each of which has employed a 

diverse terminology that could arguably be used to evaluate research studies that applied a 

qualitative research design. Some of the researchers that created these systems (e.g. Yin, 2004) 

have argued that different qualitative studies require different criteria, while others (e.g. Tracy, 

2010) have argued for the application of a more universal appraisal system.  

Initially, these quality assessment systems originated from the positivistic paradigm, whereby 

researchers tried to adopt similar criteria that have been used for assessing studies that employed 

a quantitative research design, into studies that adopted a constructivist/interpretive stance 

(Bryman, 2008). These efforts were however contested by the interpretive community , as the 

fundamental differences in the epistemological and ontological assumptions between the two 

communities made such application irrational and inappropriate (Bryman, 2008). Most 

importantly, such application diverted interpretive researchers from their primary research goals 

towards the hypothesis-testing purposes of the positivist paradigm.  

These issues have led qualitative researchers in quest for the development of their own quality 

assessment systems that would respect and account for these differences. One of the most famous 

of such systems is that developed by Guba, Lincoln and colleagues (Guba, 1981; Lincoln, 1995; 

Lincoln & Guba, 1985; Lincoln, Lynham, & Guba, 2011) who advocate for the application of the 

following concepts: credibility, transferability, dependability and confirmability, that can arguably 

ensure the trustworthiness of a qualitative inquiry, and authenticity. Despite that a lot of qualitative 

researchers have employed these criteria to support their studies, there is still lack of an accepted 

set of quality assessment criteria, even among those developed within the interpretive community 

(Tracy, 2010), making their application a challenging and daunting process, especially as 
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qualitative methodologies become more varied and complex (Gordon & Patterson, 2013). 

Nevertheless, what remains critical is the establishment and generation of trustworthy and rigorous 

qualitative research inquiries that can advance our knowledge of the social world.       

These issues were extremely important throughout the designing of the methodology of this 

investigation and prompted careful consideration. Firstly, to ensure that the research design 

employed would be appropriate to fulfil the defined purpose and secondly, to ensure that 

throughout the execution of the chosen methodological process attention would be given to be as 

explicit as possible about the steps that were followed and the inferences that were made. With 

these in mind, the next paragraphs will be concerned with a description and analysis of the 

strategies employed, with regards to the quality criteria of credibility, transferability, dependability 

and confirmability (Lincoln & Guba, 1985) to explain how these have helped support the outcomes 

of this inquiry. At the same time, issues of reflexivity, a major quality control strategy in qualitative 

inquiries, that addresses how the characteristics and experiences of the researcher influence 

research decisions throughout the course of an investigation (Berger, 2015) are also discussed. A 

summary of these issues is presented in Table III.  

Research Criteria Definitions & Assumptions Actions Taken 

Credibility  

Three elements of credibility in 

qualitative inquiries (Patton, 1999):  

(i) rigorousness of the methods 

/techniques applied during the 

data collection and data 

analysis processes.  

(ii) credibility of the researcher as 

the “measuring instrument.”  

(iii) appreciation of the application 

of qualitative inquiries to fulfil 

specific research purposes that 

cannot be met via inquiries 

grounded in the positivistic 

paradigm. 

 

For Guba and Lincoln (1989, p.228), 

creditibility equals internal validity, 

which means: “Ascertaining the ‘truth 

value’ of a given inquiry, that is, the 

extent to which it establishes how things 

really are and really work”. 

 

Use of different data gathering 

sources – (i.e. semi-structured 

interviews, fieldnotes, archives and 

other documentation) (a) to increase 

the depth of inquiry and (b) to 

corroborate data collected.  

 

Variety within each data source 

(i.e. informants from different units, 

selected on the basis of their 

involvement) – better appreciation 

of interaction of processes under 

investigation.  

 

Site 1: Dual Role as an employee 

and as researcher – (a) formal 

request was sent to the 

management informing them of 

research intentions, (b) acquirement 

of written consent.  

 

Informants: (a) All information 

regarding the purpose of research 

and data collection process (i.e. tape 
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Research Criteria Definitions & Assumptions Actions Taken 

Findings in interpretive inquiries are the 

result of researcher’s own 

interpretations and experience.  

 

recording) was given in advance - 

Voluntary participation.  

(b) Informants were allowed to 

select meeting location.  

 

Issues pertaining to the reflexivity 

of the researcher were made explicit 

throughout the research process.   

 

Documents / Archives: Only 

publicly available documents were 

used.   

 

Application of Respondent 

Validation Process: Informal, 

follow-up discussions with a group 

of informants from each site 

regarding findings and 

interpretations.  

 

Transferability 

(Generalizability) 

The extent that findings generated in a 

particular study can be generalized to 

other contexts (Bryman, 2008) 

 

The fundamental principles and purpose 

of interpretive inquiries is to generate 

understanding of the phenomenon 

under investigation and not the 

generalization to a population from a 

sample (Lincoln & Guba, 1985). 

 

Theoretical generalizability or 

transferability – usually concerned 

with the development of a theory that 

can be extended to other cases or 

refined in light of them  (Eisenhardt, 

2009; Maxwell, 2005) 

Collection of detailed, fine-grained 

data through different data 

collection methods (i.e. semi-

structured interviews, fieldnotes, 

archives other documentation) – 

“thick description” (Geertz, 1973) 

– provide a database for the 

assessment of findings.  

 

Data collection and analysis based 

on the premises of the grounded-

theory method – the processes of 

abstracting emerging theories and 

themes help in the development of 

inferences that could be used to 

understand other cases of imposed 

strategic change events.  

 

Dependability 

Dependability refers to the stability of 

findings over time. 

 

According to Lincoln and Guba (1985), 

dependability involves participants’ 

evaluation of the findings, 

interpretation, and recommendations 

of the study, such that all are supported 

by the data received. 

 

 

Presentation of analytic 

descriptions of the processes 

employed during data collection and 

data analysis.  

 

Detail descriptions of the 

contextual characteristics of the 

two cases – to depict the frame of 

the study and the influence of these 

on the inferences made. 

 

Data collection and analysis based 

on the premises of the grounded-
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Research Criteria Definitions & Assumptions Actions Taken 

theory method – to maintain close 

linkage between data and analysis.  

 

Confirmability 

According to the definition of quality 

criteria in qualitative research of Lincoln 

and Guba (1985), confirmability refers 

to the degree to which the findings of 

the research study could be confirmed 

by other researchers.  

 

It is concerned with establishing that 

data and interpretations of the findings 

are not figments of the inquirer’s 

imagination, but clearly derived from 

the data. 

Data collection and analysis based 

on the premises of the grounded-

theory method – ensures the 

systematic analysis of data and the 

inseparability between data and 

findings.  

 

Detailed recording of the processes 

of abstraction of emerging theories 

and themes.  

 

The processes that led the selection 

of data used in the study were 

documented and justified, 

ensuring that their inclusion served 

the purpose of the research.  

 

Issues pertaining to the reflexivity 

of the researcher were made explicit 

throughout the research process.   

 

Table III - Research Criteria: Summary of Actions 

Credibility  

According to Patton (1999) the issue of credibility in qualitative inquiries encompasses three 

critical elements. The first relates to the rigorousness of the methods and techniques that have been 

applied during the data collection and data analysis processes. The second relates to the credibility 

of the researcher as the “measuring instrument” and the ability to demonstrate that both the process 

followed, and the generated outcome of an investigation are based on the data that have been 

collected and analysed, rather than his/her own predispositions, selective perceptions and biases. 

Finally, Patton (1999) argues for a third element of credibility that is rooted in the paradigm stance 

and includes the appreciation of the application of qualitative inquiries to fulfil specific research 

purposes and questions that cannot be met or answered via inquiries that are grounded in the 

positivistic paradigm. For Guba and Lincoln (1989, p.228), creditibility equals internal validity, 

which means: “Ascertaining the ‘truth value’ of a given inquiry, that is, the extent to which it 

establishes how things really are and really work”. 
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During this investigation several strategies were employed, to deal with the issues raised above 

and eliminate possible threats to the credibility of this research. Firstly, during the data collection 

method it was critical to use different data gathering sources that would increase the depth of 

inquiry and allow a deeper understanding of the phenomenon under investigation. This meant not 

only the triangulation of the different data gathering sources that were used, (i.e. semi-structured 

interviews, fieldnotes, archives and other documentation), but also a variety within each data 

source. This was particularly important during the selection of informants, who were the primary 

data gathering source of this research, as I had to ensure a variety in viewpoints that would allow 

a more holistic appreciation of the interaction of the various processes, during the post-acquisition 

integration period. For this reason, informants were selected based on their involvement in the 

process, their knowledge, as well as their potential contribution. At the same time, I ensured that 

they covered different hierarchical levels and represented different business units that had a central 

role in these transformation attempts. In this sense, the data collected did not represent the 

perceptions and experiences of a specific group of people, but rather they were more diverse and 

holistic.  

Additionally, the use of archives, documents and other records allowed the comparison of what 

was reported by informants with other data gathering sources, a process that was necessary for 

corroborating data that have been collected, as well as for appreciating the evolution of critical 

events through the course of time. During the process I followed both Eisenhardt’s (1989) and 

Patton’s (1999) guidelines to search not only for consistency in data that have  been collected 

through the various sources, but also to search for differences and most importantly to try and 

understand why such differences may exist. In such cases, I would usually proceed with the 

collection of further data that could help me explain possible variations – a strategy that is 

inseparable of the application of an interpretive, grounded theory method and was vital in the 

development of the theoretical inferences that support the outcome of this research  (Charmaz, 

2014). 

Further, it was important to account for various credibility issues that could arise from researcher’s 

bias and reactivity (Yin, 2013). This relates to the reflexivity of the researcher in terms of the way 

one portrays him/herself during the research, the experiences and training acquired, as well as the 

strategies employed to avoid the inclusion of one’s predispositions, selective perceptions and 
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biases in the outcome of a research (Patton, 1999). These issues were of particular importance 

during my investigation as my background and my dual position, as an employee and as a 

researcher, in one of the sites under investigation, presented a significant challenge that I needed 

to overcome. Therefore, I had to work hard on specific strategies that would allow me to maintain 

an “informed detachment” (Glaser & Strauss, 2008, p.226) from the cases under investigation.  

Berger (2015, p.219), distinguishes three types of researcher’s positions tha t present both benefits 

and challenges to reflexivity:  

“(1) reflexivity when researcher shares the experience of study participants, (2) reflexivity 

when researcher moves from the position of an outsider to the position of an insider in the 

course of the study, and (3) reflexivity when researcher has no personal familiarity or 

experience with what is being studied.” 

This study is an example of the first type of researcher positioning, when the researcher is sharing 

the experience of study participants. My concurrent roles of an employee, for site 1, but also of 

someone who shared a similar situation in my own workplace, for site 2, meant that throughout 

the research process I would be consider an “insider”. This presented various challenges, but at the 

same time it presented an unparallel opportunity of studying a  familiar phenomenon (Berger, 

2015), in a contemporary research setting.  

Specifically, my “insider” role allowed me an easier access to the sites, a better understanding of 

the situation and the experiences of organizational members of Fin Bank and Deposit Bank (Kacen 

& Chaitin, 2006; Padgett, 2008). It also helped me to build trust and rapport, be aware of their 

emotions and potential sensitivities, especially while discussing issues that related with the 

management or their work relationships and interactions. On the other hand, the insider’s position 

also carried certain challenges and risks (Berger, 2015). These involved the risk of imposing my 

own values, beliefs, and perceptions and the blurring of boundaries during my interactions (Drake, 

2010), both of which could influence the inferences made.  

To deal with these issues a number of strategies were employed. With regards to my access to the 

site, I proceeded with a formal request to the management, to allow me perform my investigation 

at the organization. This was critical as I wanted to ensure that my-then-employers were aware of 

my research intentions. Their response was unexpectedly positive, and they even provided me with 
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a written consent that I could use in cases I had any difficulty during my data collection process. 

At this point, it is important to note that I have not in any case found myself in the position to feel 

that I needed to use that document to arrange for an interview with an informant. On the contrary, 

my contacts with informants always relied on their own choice, whether they wanted to proceed 

with the interview or not, so as to avoid any misconceptions that my research was in anyway linked 

with the management. Additionally, I always informed them that this investigation was done solely 

for the purposes of my PhD studies, and that no findings would be reported to the management, or 

at any time I would disclose their identity. Their positive reactions to assist me through my 

investigation enforces my belief that their participation was genuine and voluntary and that at no 

point had anyone felt obligated to participate.  

Further, although it is legitimate to think that my employment at that site during the specific time 

period could have acted as a limitation to my research, I strongly believe that this situation worked 

in favour for this investigation, for two main reasons. Firstly, because it allowed my smoother and 

faster immersion in the site, and secondly, because my “insider role” increased their level of trust 

and openness. As Morse (2015, p. 1214) stated: “With increased trust (and intimacy) you will get 

better, richer data. More will be revealed, and therefore, data will be more valid”. This was 

something conveyed both during the interview phase and during our informal, unrecorded 

conversations about the progression of the integration and transformation processes.  

With regards to the second site under investigation, things were more straight-forward, as I did not 

have to face the employee-researcher challenge. Still, during my contacts with potential informants 

all relevant information regarding the purpose of the study was given, includ ing the required 

assurances that the data collected during our meetings would be used only for the defined research 

purpose. Additionally, I informed them that no findings would be reported outside the context of 

my studies, or at any time would take any action that could disclose their identity. Again, their 

positive reaction to assist me through my investigation and the fact that they have accepted that  

our discussions would be tape-recorded, enforces my belief that they were genuine in their stories 

of how they experienced their transformation process. Also, in both cases, informants had the 

option to choose the location of our meetings, to ensure that they would feel free and secure to 

share their perceptions, viewpoints and experiences of the changes in  their organizations.  
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Another point that needs to be mentioned that influenced the data gathering selection process 

relates to the choice of documents and archives that were used in the study. Since I was employed 

in one of the sites under investigation, I have decided that no internal or confidential documents 

would be used as data sources, for theoretical and methodological/ethical reasons. From a 

theoretical perspective, as explained in the data collection section, I wanted to focus on publicly 

available documents and archives that were used to record the history and background of these 

organizations, as well as on other documents used for reporting data related to the processes under 

investigation. The aim was to examine the unravelling of critical incidents that influenced these 

organizations’ course of action, through time, including the official way and language that 

executive teams used to address issues to their internal and external audiences. From a 

methodological/ethical perspective, I did not, in any case, want to involve any confidential or other 

internal documents which, even though I had access through my work, they could influence my 

interpretation of the events. Therefore, I committed to stay closely connected to the data that I 

gathered solely for the purposes of my research, without the effects of any other forms of 

information or data or in that sense, of my personal preconceptions. 

Further, another approach that was used that helped in dealing with potential credibility threats 

was the respondent validation process (Bryman, 2008), which includes the process of gaining 

acceptance and confirmation for emergent findings from informants, in order to ensure that the 

researcher has formed a valid appreciation of the social world under investigation that reflects their 

experiences and understandings. However, this process was not used in its traditional sense of 

providing informants with written parts of my analysis, as it was highly unlikely that informants 

would be able recognize their stories in a combined text that was interpretively analysed (Morse, 

2015). Rather, in the study, this validation process was achieved through the establishment of an 

open communication path with a group of my informants, coming from each site, whom I 

contacted, at different instances of my data analysis, to discuss various issues relating to findings 

and interpretations. These were more like informal, follow-up discussions, rather than the 

application of a member-checking technique, yet they increased my confidence that what was 

observed, and eventually concluded, reflected the meanings and understandings of these people, 

and that there was a congruence between my interpretations and their experiences.  
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Overall, these strategies have helped me overcome many of the challenges that follow the 

implementation of an interpretive inquiry, the most important being my commitment to maintain 

a close connection with my data. This has been a fundamental principle that guided me throughout 

this investigation even though its outcome still remains part of my interpretation and analytical 

insight as a researcher (Charmaz, 2014; Glaser & Strauss, 2008; Nag et al., 2007), as well as part 

of the interpretive and social construction underpinnings that formed the basis of this study.  

Transferability  

Transferability in qualitative studies parallels the measurement of external validity, which refers 

to the extent that the findings generated in a particular study can be generalized to other contexts 

(Bryman, 2008). The application of generalizability as a quality criterion in qualitative inquiries 

has traditionally been seen as problematic, especially when approached from a positivistic stance 

(Morse, 2015), whereby the aim is to form predictions of events and behaviours by transposing 

the outcome of an inquiry from a sample to the population (Schwandt, 2001). In this sense, 

generalizability has been mostly associated with the application of quantitative research methods 

which have as their main research purpose the discovery and application of universal laws and 

statistical generalizations (Delmar, 2010).  

The conceptualization of generalizability from a positivistic perspective has been one of the 

dominant issues of the paradigm debate (Patton, 2002; Morse, 2015) and led to considerable 

criticism as to whether it could have an application during the enactment of qualitative 

inquiries that adopt an interpretivist stance. Specifically, criticisms that qualitative inquiries could 

not satisfy the quality criterion of generalizability, as applied in the positivistic stance, have led to 

the well-established notion that such application not only is inappropriate for qualitative inquiries, 

but it violates the fundamental principles and purpose of qualitative inquiries that aim towards the 

generation of an understanding of the phenomena under investigation, rather than the 

generalization to a population from a sample (Lincoln & Guba, 1985).  

However, once generalizability is approached from a revised theoretical stance, that departs from 

the hypothesis-testing exercise of the positivistic perspective and appreciates the theoretical 

analysis, as well as the contextual effects that are involved in qualitative inquiries (Andrade, 2009; 

Carminati, 2018), then a whole different sense of generalizability can be given, that better fits the 

philosophical tradition of interpretivism (Carminati, 2018). In this sense, the application of a 
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systematic theoretical analysis in qualitative studies, such as grounded theory, besides generating 

theory that enriches our understanding of various social phenomena, it may also pursue theoretical 

generalizability or transferability (Carminati, 2018), through the theoretical analysis of the aspects 

generating the outcomes and the effects of the context (Eisenhardt, 1989; Yin, 1994).  

In this study, the research purpose was not to produce a generic outcome, but rather to generate 

understanding, through detail inquiry, with emphasis being on richness and accuracy (Eisenhardt, 

1989). Therefore, I cannot eliminate the possibility that emerging findings may reflect the 

specificities of the two cases under investigation, like the sector in which the study was 

commenced (i.e. financial service sector) and the nature of merging decisions (i.e. externally 

imposed). However, it is argued that both complexity and uncertainty, caused because of the 

mergers and the accompanied transformation attempts, are traits present in all third-order change 

events. Additionally, the concept of organizational identity is not specific to the context under 

investigation, therefore I have no reason to believe that what was observed, the unfolding of the 

specific processes and their interaction with the strategic actions and decisions cannot be extended 

beyond the parameters of the present study.  

Although no assertions of generalizability are made, I have followed some of the proposed 

strategies suggested in literature that could increase the possibility of transferability of the findings. 

Specifically, the collection of detailed, fine-grained data through the implementation of the semi-

structured interviews, along with the collection of data from various documents and archives, has 

helped in the development of what Geertz (1973) called “thick description”, which in the present 

case are the accounts of the details of the post-acquisition integration processes in Deposit Bank 

and Fin Bank. These accounts, a description of which is presented in the next section of the thesis, 

provide a database which could be used to assess whether the findings that have emerged in the 

present study could be used to enhance our understanding of M&As in other contexts, or in more 

general terms, to enhance our understanding of the implementation and management of third -order 

change events. 

Most importantly, the use of grounded theory guidelines for data analysis provided a basis for this 

assertion through the systematic analysis of the data that has been collected. In particular, the 

process of abstracting emerging categories and themes, which essentially involves the 

conceptualization of the phenomenon under investigation to provide understanding (Charmaz, 



86 

 

2014) means that the researcher is required through the raw data collected to move to a higher 

level that would lead to an explanation of what it is observed. Even though this explanation is 

deeply rooted both in the context of this inquiry and in my interpretation as the researcher, it does 

not eliminate the possibility that it may be used to understand the interlink of related processes 

unravelled in other contexts that are characterized by third-order change, especially imposed 

strategic change.  

Dependability 

Dependability is concerned with whether findings are likely to apply at other times (Bryman, 

2008). It relates to the consistency of the outcome of a study (Lincoln & Guba, 1985) or the 

stability of findings over time. In their definitions of quality criteria in qualitative research Lincoln 

and Guba (1985) argued that dependability involves participants’ evaluation of the findings, 

interpretation and recommendations of the study, such that all are supported by the data as 

collected from participants.  

However, the criterion of dependability presents challenges for interpretive researchers.  Firstly, 

because the subject of inquiry in qualitative studies involves different social structures, which are 

naturally dynamic (Glaser & Strauss, 2008), constantly changing through the course of time. This 

means that the data collection process is not something which can be repeated, as any gathering of 

data should be treated as new data that corresponds to a context which operates under revised 

conditions and dynamics (Glaser & Strauss, 2008). Secondly, and most importantly, the results 

generated in an interpretive study are inevitably the outcome of the researcher’s interpretation, “his 

perceptions, his personal experiences and his own hard-won analyses” (Glaser & Strauss, 2008, 

p.225). Therefore, the theoretical inferences made are stigmatized by the researcher’s 

understanding of the social phenomenon under investigation. In this sense, even if the data that 

have been collected are made available in their purest form to other researchers or if another 

researcher investigates the specific site using the exact same data collection sources, it is difficult 

to expect that these different people could reach to the exact same interpretations (Corley in 

Gehman et al., 2017).   

These issues have been extensively discussed in literature, both as part of the criticism that falls 

over the implementation of qualitative inquiries, but also as part of the appreciation of the ability 

of this form of investigations, to unravel otherwise unseen elements and processes of the social 
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world. However, specific strategies have been proposed which can provide an understanding of 

the way a researcher has reached to a specific explanation or has acquired the specific insights that 

are portrayed in the study (Morse, 2015). Much of these strategies are involved with how the two 

processes of data collection and data analysis have been approached and executed, throughout the 

course of the investigation.  

Throughout this study effort has been made to provide analytic descriptions of how data collection 

and analysis have been performed, including the role and position of the researcher in the field, as 

well as to explicitly state the assumptions that governed this investigation. Additionally, a 

description of the contextual characteristics of the two sites under investigation has been made, to 

depict the frame in which this study was commenced, as well as to account for the influence of 

these characteristics on the results that have been generated. 

Further, although it is recognized that the data analysis process in qualitative inquiries is an 

inherently complex and multi-layered process, difficult to explicate (Thorne, 2000), the application 

of the grounded-theory method is particularly helpful in demystifying the whole process. 

Specifically, the application of the coding phase, as the core of the theory building process, 

provides a linkage between data and analysis that can help c larify the way an explanation or 

theoretical inference has been concluded, (Charmaz, 2014; Morse, 2015), especially in cases where 

semi-structured interviews are used as the main data-gathering source (Morse, 2015). This 

systematic process and their analytic description and presentation in the study, were key in 

enhancing its dependability, while acknowledging the fact that much of the interpretation remains 

an internal and complex process, that fundamentally links with the researcher as an individual.    

Confirmability 

The confirmability criterion parallels objectivity (Bryman, 2008) and concerns the aspect of 

neutrality (Lincoln & Guba, 1985). In qualitative inquiries it is recognized that achieving 

objectivity is practically impossible (Bryman, 2008), as there is an inseparable link between 

findings and researcher’s interpretations and experience (Korstjens & Moser, 2018). However, it 

should be evident that this interpretation is not based on the researcher’s preconceptions, 

preferences, or viewpoints. Rather, interpretation and essentially the processes that guide theory 

development, should be grounded in the data (Lincoln & Guba, 1985). For that reason, emphasis 

should be given on the processes that guide the selection, collection, and analysis of data , while 
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any personal values, thoughts and predispositions of the researcher should not influence the 

integrity of the research process.  

The main strategy proposed in literature that deals with the issue of confirmability in qualitative 

inquiries is known as audit trail (Bryman, 2008; Korstjens & Moser, 2018; Lincoln & Guba, 1985). 

This strategy entails the detailed documentation of the steps that have been followed, and the 

decisions that have been made, throughout the research process. These could include, f ieldnotes 

on meetings, research material adopted, reflective thoughts of the researcher, both during data 

collection and data analysis processes, as well as other information regarding the management of 

data. The application of this strategy aims to provide the auditor with a clear path, regarding data 

management and other decisions related to the research that secure the inter-subjectivity of data.  

Several steps have been taken to secure the confirmability of this inquiry. First, as already 

mentioned, the use of grounded theory guidelines for data analysis provided a basis for the 

systematic analysis of data and ensured the inseparability between data and findings. Details, 

relating to the processes of abstraction of emerging theories and themes are also portrayed, 

providing a transparent path on how these were constructed from collected data. Additionally, the 

processes that led the selection of data used in the study, starting from the selection of informants 

to the selection of documents and other archives, have been documented and justified, ensuring 

that their inclusion served the purpose of the research.  

However, it is noted that the application of a constructivist approach is by default a method where 

“theory depends on the researcher’s view” (Charmaz, 2014, p.239), and assumes that interpretation 

of data is influenced by the experiences of the researcher.  Also, the interpretive perspective 

assumes that understanding is co-created and there is no objective truth or reality to which the 

findings of an investigation can be compared (Charmaz, 2014). Further, as already mentioned, the 

application of an audit process in interpretive inquiries has been recognized as problematic 

(Bryman, 2008). This is because the researcher and the auditor do not share the same experiences 

in the setting, which transposes to different experiences with the data. For these reasons , issues 

pertaining to the reflexivity of the researcher were made explicit, throughout the research process.   
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CHAPTER 5: CASE STORIES  

This section will be concerned with the detailed presentation of the two cases under investigation. 

In particular, this section includes an overview and analysis of the pre- and post-integration 

contexts of Fin Bank and Deposit Bank, based on the descriptions made by the informants and the 

data that were collected via archives and other documentation. For each case, an introduction that 

depicts key elements of the merging decision is made, with emphasis being on the idiosyncratic 

characteristics and content of these decisions, while the following sections will be concerned with 

a description of various other decisions, events and phenomena that influenced the progression of 

the pre- and post-integration periods, as these were experienced by informants. The aim here is to 

provide a detail depiction of the contextual characteristics of the two cases with emphasis being 

on understanding their similarities and differences and how these have led to specific 

interpretations regarding the evolution of post-acquisition integration processes.  

 

Fin Bank Case Story 

Introduction 

The creation and restructuring of the new entity Fin Bank, was one of the key pillars of the 

economic adjustment program that aimed for the reorganization and downsizing of the financial 

services sector of the country. Its creation has been the outcome of the merger of two domestically 

owned banks (AC Bank and WD Bank), both of which faced severe solvency issues, as a result of 

overexpansion and poor risk management practices that had threatened, not only their individual 

survival but also, the national socioeconomic stability. Notably, both of these organizations were 

considered to be the ones leading the disproportionate expansion of the sector, since through their 

practices and policies they had managed to cause unprecedent challenges to the system.  

These challenges came as a result of a shift in their applied business models, which could be traced 

back to almost a decade before the crisis. Traditionally, these organizations were mainly occupied 

with serving the local market, through the application of a rather conservative, lower-risk model. 

However, a shift in their management structures, along with various other changes in their 

institutional environment, led to an alteration of their business strategies and to the application of 

higher risk practices that critically changed the way they contacted business. Particularly, in the 
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years before the crisis these organizations had managed to attract substantive capital from foreign 

depositors which encouraged strong growth rates of bank credit to the private sector, mainly 

through real estate purchases. This led to the distortion of the real estate market and the creation 

of a real estate bubble, while severely increasing private indebtedness. At the same time, these 

seemingly strong growth rates were used to fund their fast and extensive expansion in various 

foreign markets, which however left them overexposed to macroeconomic developments.  

The coming of the economic crisis surfaced and intensified the underlying problems caused by the 

implementation of higher-risk practices and policies, stimulating the need for more decisive 

measures that could correct the imbalances caused, while providing that any practices which posed 

a risk for the stability of the system will be eliminated. In fact, this was the case where policy had 

to intervene to correct the insufficiencies and imbalances caused as a result of the practices that 

these organizations engaged before these infect the rest of the system. In this sense, the merging 

and restructuring of these two organizations followed specific guidelines and rules, as agreed 

between the local government and international partners, and had to be implemented under strict 

supervision, within set timelines.  

However, despite the strict monitoring process that was set in place, the concurrent merging and 

restructuring of two of the largest local banks, in a critically disrupted socioeconomic context, was 

a rather challenging attempt for regulatory authorities, who had to account for the consequences 

and influences of this decision on various internal and external stakeholders, like employees, 

customers, trade unions, other competitors, as well as on the rest of the financial system. Therefore, 

this decision and its successful implementation was perceived as being a complex, yet critical 

process, that aimed at correcting the significant vulnerabilities that have been created as a result of 

the poor risk management practices of these organizations, while at the same time significant effort 

had to be made to minimize the impact of these imbalances in an already struggling economy. In 

this sense, the integration of these organizations was multi-purposed as it intended to restore capital 

and liquidity problems, tackle the issue of rising non-performing assets, including the 

establishment of sound risk management mechanisms that could  help to strengthen the overall 

financial regulation and supervision of the sector, while ensuring that the impact of these decisions 

would be strictly retained on those baring the responsibility for the creation of these issues. This 

meant that disruptions in existing structures of constituting organizations were severe, as 
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implemented changes touched upon the fundamental aspects that defined who these organizations 

were and how they performed, influencing core elements of their existing business models.  

The implementation of such drastic changes was pursued under the guidance of a new management 

team, therefore the program provided for specific changes in the composition and structure of the 

management of the new organization. Initially, these changes were fulfilled through the 

appointment of a transitory Board of Directors (BoD) mandated to prepare a restructuring plan that 

would define the new organization’s business objectives and credit policies, including measures 

for enhancing the viability and profitability of the Bank, in view of the changed situation. Their 

mandate also provided for the reorganization of the Bank’s executive team, including the 

appointment of a new Chief Executive Officer (CEO) who would be responsible for the 

implementation of the restructuring activities of the new entity that has been formed, as well as for 

the definition of a new strategy that would lead the organization in the post-crisis era. This meant 

that the integration process which would lead to the creation of a sound and viable entity was a 

multilevel, complex process that involved all aspects of constituting organizations, while from a 

policy perspective it would lead to the immediate deleveraging and downsizing of the financial 

services sector of the country.   

Pre-integration context 

As already stated, the two organizations that constituted Fin Bank were the ones that led the 

expansion of sector, which means that they were also the ones that dominated the local market. 

This gave them specific characteristics in terms of the strategies they followed, the products they 

developed, but also in terms of their culture and dominant mindset, as these were understood by 

the people who worked for these organizations. In particular, when organizational members were 

asked to describe their organizations in the pre-crisis and pre-merger era their perspectives of their 

organizational life, through their recounting of various incidents and events, were important 

considerations of how they experienced the overall merging process, their reactions, feelings and 

attitudes towards the changes they had to confront. 

Over the years they both struggled for the “market leader” tag, with their rivalry reaching its peak 

during the last decade before the crisis. This constant competition had led them to develop higher 

quality services and gave room for the introduction of new technologies and processes making 

them particularly appealing to local and foreign clients. Additionally, as informants argued, the 
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expansion that these organizations have experienced throughout their course allowed them to 

consistently attract and recruit some of the best qualified professionals in the market and that was 

an important consideration of how they perceived themselves in their organizations, their attitudes 

and mindset.  

The fact that each of them controlled a large part of the local market share and the fact that both 

have managed to transit the national boundaries through their expansion in foreign markets, 

fostered a sense of “superiority” among organizational members, as they considered these 

“achievements” an important part of their capabilities and who their organizations were. 

Specifically, they both viewed their organizations as places where they could develop and expand 

their skills and knowledge, as well as places which provided new opportunities and challenges for 

their career development. In their descriptions of their organizations, they highlighted the 

progressiveness that characterized these organizations which they viewed as some of the best 

employers in the local market, both in terms of benefits enjoyed, but also in terms of given 

opportunities. These perceptions gave room for the emergence of feelings of “pride” as they 

recalled various past developments and milestones, which they linked to the overa rching 

willingness and dedication of their individual managements towards the creation of high impact 

learning cultures. A notable example of this was the establishment of inhouse training and 

development centers, which they considered pioneering for the national standards, as well as the 

numerous opportunities they were consistently given to participate in seminars provided by 

internal and external training specialists. Especially for WD Bank, some informants have stressed 

the “prestigious” training sessions they had the chance to participate in the past years in foreign 

training centers and the knowledge they have managed to acquire, under their previous owners.  

This interlink between their development and the performance of their organizations was a key 

characteristic of the culture that dominated these organizations in the pre -merger era, as high 

growth rates have led the way for the creation of highly committed personnel and that was 

instantiated through the development of two significantly strong organ izational identities. 

However, despite the fact that through their descriptions there were notable similarities in terms 

of the experiences that these people shared, as these organizations have consistently moved across 

similar strategic paths, especially in the years that led their high growth, they themselves perceived 

extensive differences among them. These differences, which focused primarily on aspects related 
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to their organizational cultures, were grounded to how each group came to realize its work, the 

principles and values that guided their organizational life, their connection to hierarchy and the 

way they communicated across their organizations. Yet, some of them were grounded on their 

long-aged rivalry instead of facts, however these perceptions were powerful enough to create a 

pre-merger context that was characterized by uncertainty, conflict and resistance.  

The issues raised above along with the forceful nature of the decision to proceed with the merging 

of these organizations had a pervasive impact on how these people would come to experience the 

changes imposed.  In their descriptions they argued that this situation that they had to confront left 

them in a state of shock, unable to believe that their organizations would come to face such  

immense challenges that would severely alter the status-quo of these long-standing institutions. 

These feelings of disbelief did not emerge out of naivety but were the outcome of a mindset that 

dominated the pre-merger context. According to organizational members, despite the fact that, at 

least to some degree, they were aware of the difficulties that their organizations experienced during 

the last couple of years, these were mostly asserted to external factors, linked with the 

macroeconomic developments and not with the internal policies and practices that were applied, 

which essentially involved the fundamental failure to fulfill regulatory requirements. Therefore, in 

their minds this situation had reduced the possibility of the enforcement of such drastic measures 

that would radically distort the essence of their organizations, leaving them completely distressed 

and unprepared to meet the challenges ahead. These f eelings and attitudes towards the forthcoming 

changes were also reinforced by their former executive teams, who at various instances suppressed 

and undermined any emerging worries related to the future survivability of these organizations, 

aiming to preserve the feelings of euphoria that dominated the pre-crisis era.  

This situation led organizational members to view this integration as an externally imposed 

“punishment” that lacked any strategic rational. Specifically, the rush and pressure that followed 

this decision fostered a climate of opposition against its implementation which peaked with va rious 

demonstrations against policymakers, as uncertainty and confusion spread across organizational 

members. In their minds, this decision lacked any internally driven motives and was perceived as 

the means of fulfilling violently imposed external requirements, therefore any “collateral 

damages” or “losses” were considered both as inconsequential and inevitable towards the 

achievement of these goals. For organizational members, these contextual details left them 
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overwhelmed, as they realized the scale of disruptions they would come to experience. These 

disruptions extended both to the way they would come to understand their organizational identity, 

as well as to more practical aspects of their work life, like the basic principles which they relied 

during the enactment of their daily work. This was particularly important as the initiation of the 

integration process also brought the initiation of a struggle for dominance.  

These issues emerged early on, as organizational members realized that the new entity would be 

an equal part of two former competitors which in the previous state of affairs, they have 

experienced prolonged periods of rivalry. In this regard, this union was viewed as a paradox to 

their existing identities, as both groups expressed perceived inconsistencies in terms of the 

philosophy of these organizations, their cultures, practices and mindset. These comparisons always 

led to discrepancies in their existing understandings of “who their organizations were” and “how 

things were done” and fostered a context that was prone to tension and conflict. The preservation 

of these contextual characteristics was further reinforced by disruptions in their long-established 

sense of security, which was mostly the outcome of a strong unionized workforce. The fact that all 

employees who worked for these organizations were members of the same trade union gave them 

exclusive work benefits over these years, but most importantly it had allowed the establishment of 

a strong sense of job security which was badly shaken and severely challenged under the new 

conditions. This unprecedent sense of insecurity strained existing work relationships and led 

organizational members from both parts of the dyad to become more introvert and individualistic, 

while in some cases, as it was argued, they experienced behaviors that resembled the “laws of the 

jungle”. This situation had an adverse effect on their attitudes towards the merging decision which 

consequently restrained their daily work interactions, and, in some cases, it even managed to 

sabotage workflows and decisions related to the integration process. Most importantly, this 

insecurity blocked communication and social interaction processes among co-workers and co-

workers-to-be and that had an adverse effect on the progression of integration processes as it 

brought out inactivity, fear and lack of accountability.  

From a more practical point of view, the newly appointed BoD which was responsible for setting 

the framework in which the integration would proceed, based on the guidelines that were provided 

by the regulatory authorities, was eager to physically integrate the two organizations early on. 

However, the physical integration of these institutions was not the outcome of thorough planning 
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and diagnosis but rather, it was perceived as a jerky process that was done in a rash, without the 

consideration of preconceived plan that would align with the strategy of the new organization that 

was formed. This was another important contextual characteristic of the specific period that 

influenced organizational members’ attitudes towards imposed changes, since the urgency to 

proceed with the merging of the two entities overshadowed the importance f or diagnosis and 

planning. It is important to note that during this process it was decided that all symbolic elements 

like the name, logo and colors of one of the two merging entities would be completely abandoned, 

which meant that there was a symbolic dominance of one of the merging partners. This decision, 

which reportedly had various underlying meanings linked with the political aspects of the merger, 

turned to be extremely salient for organizational members understandings of their identity, while 

at the same time the offhand way this decision was enforced fuelled further tensions, conflicts and 

a context of uncertainty. These became evident in organizational members’ accounts of the 

integration process, where they reported their feelings and thoughts once they had to relocate to a 

premise that was previously owned by their merging partner. In some cases, they characterized 

this process as the moment they came to realize the new reality while in other cases, they described 

it as the spark that fuelled a period of extreme tension, resistance and insecurity.     

Besides the symbolic issues that were raised during our discussion of the integration process, 

organizational members experienced strong distinctions about the way each constituting partner 

performed its work. Members coming from WD Bank concentrated on the technological 

differences between the two organizations, which they perceived as salient to their organizational 

identity. In their accounts they highlighted that the way they have managed the integration of new 

technologies and the enforcement of  various automated processes in their daily work routines, 

revolutionized the way operations were performed and increased their overall efficiency, but most 

importantly, they felt that this made their organization distinct in the pre-merger era. A 

characteristic example they provided was the time they previously needed to process a loan 

application. They claimed that through the implementation of automated workflows and processes 

they had managed to reduce the loan application and assessment processes to a minimum, 

compared with other financial institutions and this allowed them to offer higher quality services to 

their clients through the enforcement of cutting-edge technologies and practices that met 

international standards. These accomplishments were mostly attributed to past ownerships and 

collaborations with foreign market leaders, but also to the highly skilled professionals who 
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comprised a large part of their workforce. In contrast, the entity they would  now have to integrate 

with was perceived as outdated, traditional and inefficient, which was believed to depreciate the 

experiences and skills they gained all these years. In many instances, they have stated that they did 

not expect that their future in Fin Bank held many opportunities for expanding their skills and 

expertise.   

On the other hand, organizational members of AC Bank, although they recognized the superiority 

of their merging partner in terms of the incorporation and implementation of new technologies, 

they believed that these were not so important if there were not sufficient controls that would 

ensure that the outcome of this work would comply with regulatory standards and best banking 

practices. Specifically, they perceived severe deficiencies in the practices that were followed, the 

controls that were imposed and the level of meticulosity that was enforced during the 

implementation of the work of their partner. These assertions became even more intense once they 

had to integrate the portfolios of the two organizations, one of the most important integration 

projects that was set in motion, where both groups came in contact with the details of the work 

performed by their partner.  

Further on, in their accounts organizational members of AC Bank claimed that even though their 

organization had to face critical challenges as a result of changing circumstances, but also because 

of past mistakes and omissions, their commitment to perform collectively, according to formal 

procedures and controls and with respect for hierarchy, were important conditions that could help 

them overcome the challenges ahead. Again, taking on the example of loan application and loan 

assessment processes, they argued that even though their procedures could be more time -

consuming, sometimes even bureaucratic, they allowed for better documentation and assessment 

of each case which was critical in the quality of their portfolio. These characteristics were 

reportedly important for them, as the way they performed their work influenced the way they 

defined who their organization was, including how their organization distinguished from its 

merging partner and former competitor.  

Additionally, they highlighted their perceived cultural differences as organizational members of 

AC Bank believed that one of their most salient characteristics as an organization was the nurturing 

of a collectivistic culture, where value was given to the team and not to the individual. This 

assertion was contrary to how they viewed their merging partner, whereby more individualistic 
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attitudes were thought to prevail. The existence of these perceptions widened the distance between 

the two merging entities and significantly influenced the social interaction processes among 

organizational members, while at the same time it elevated the challenges associated with the 

mobilization and sharing of required knowledge and skills that would allow the effective 

integration these two institutions. These assertions also expanded to the way they conceived the 

very own decision to merge as they believed that although they as well faced various problems, 

the decision taken by policymakers forced them to bear not only their own share of responsibility 

in this urgent situation that threaten the socioeconomic coherence of the country, but also the 

weights and responsibilities of their merging partner. In this sense, the merger was perceived as 

being unjust, driven by policy-related motives, rather than as a means of reforming and renewing 

their organization.  

Overall, these concerns, as articulated by the organizational members of the two merging partners 

that formed Fin Bank, had a detrimental influence on the way each group experienced the 

integration process. Issues of identity were explicitly stated and underpinned in their accounts 

throughout their descriptions of their organizations and their past experiences in them, but most 

importantly through the way they performed and understood their everyday work. Both groups 

expressed concerns that the merging process would have a deterio rating effect on their 

organizational identity not only from the obvious, symbolic point of view, as it were the name, 

logo and colors used, but also from the very basic actions that determined the mindset that 

governed the operations of these organizations, the basic principles that formed the frame of their 

everyday work, turning this process into a struggle for power and control. These issues created, in 

its majority, a hostile context that inhibited the formation of necessary connections that could 

support the effective interaction among organizational members during the enactment of various 

projects and tasks, which in turn had an adverse effect on how integration decisions were taken 

and how they were enforced, as the selection of core processes and technologies turned into a 

struggle for dominance. Therefore, these presumably unjustifiable decisions became the focal 

point that guided the overall integration process.  

Post-acquisition context 

The integration of these two organizations was, as already said, multilevel and implied a full 

human, procedural, task and organizational integration. However, it was understood, both among 
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organizational members and among policymakers, that the integration of these two entities was 

going to create a huge yet inflexible organization, unable meet the challenges ahead. This meant 

that the goals of downsizing and restructuring had to be made explicit early on, since the main 

priority was to create a new, sustainable organization that could successfully manage and 

implement initiated changes.  

This downsizing had as a starting point the reduction of personnel through the implementation of 

a series of voluntary redundancy schemes that were agreed between the new organization and 

stakeholders. The first of these schemes was put in motion approximately two months after the 

announcement of the decision to merge and was officially presented to personnel who were given 

a timeline of one month to take their decisions. In fact, the reduction of personnel was number one 

priority as it had to precede any decisions related to the appointment and segregation of personnel 

to the various business units. Specifically, the management of Fin Bank had set explicit goals 

regarding the number of personnel that had to be reduced, which at that time involved a minimum 

reduction of one fifth of current workforce. This meant that a significant number of people would 

have to leave the new entity, in order to meet the defined target.  

In their accounts of the integration process, organizational members raised specific issues 

regarding the way this form of schemes were implemented, as a means of reducing workforce size. 

The first thing they mentioned was that initial attempts lacked any form of selection and although 

they realized both the voluntary nature of these schemes as well as the need for downsizing, due 

to the urgency and need for cost reductions, these schemes did not target specific groups, but rather 

they were made available to all members who constituted the new organization. This presented 

significant challenges since a lot of people who applied were young, highly skilled professionals 

that could easily find a job elsewhere or long-served managers who other people in the 

organization trusted and appreciated. For some people this led to a perceived loss of skills and 

experiences that were deemed valuable for the post-merger era as well as to the distortion of their 

work relationships and interactions, while others viewed this as an opportunity to get new roles 

and responsibilities that could help them to further develop in the new organization.  

However, the prevailing notion was that these schemes acted as cost reduction processes, which 

did not account for the quality, skills and experiences of applicants, while their implementation 

and the provision to make them available to all members of the personnel was, at many instances, 
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perceived as unfair, especially for the organizational members of AC Bank. As they argued their 

organization was not facing the same challenges as their merging partner therefore, they shouldn’t 

be put at the same position as people working for WD Bank. These views induced a feeling of 

injustice and further fuelled tensions and conflicts among organizational members, as there was a 

perceived inequality in the “burden-sharing” process, while realizing that some people would have 

to leave in order for the new organization to be sustainable. Additionally, it was noted that these 

feelings fostered a culture led by individualism, as some people tried to make themselves 

“necessary” and “needed” either by withholding knowledge that was thought to be valuable for 

the progression of several developments in the new organization or, where their position allowed 

it, by influencing decisions related to the preservation of core processes and technologies.  

Further, in their accounts, organizational members stated that during the period where a scheme 

was activated and until final decisions were taken, there were a lot of distu rbances in the 

operational efficiency of the organization, while emotions of anxiety, insecurity and mistrust 

prevailed. In fact, it was noted that most of these periods were characterized by reduced 

productivity and disorganization, while attitudes that fostered individualistic behaviors dominated 

their work relationships. These issues seemed to remerge every time a new voluntary redundancy 

scheme would be launched, contributing to the perseverance of a prolonged period of uncertainty. 

It is noted that within a period of 3 years, since the initial decision to merge, the Fin Bank’s 

management launched a number of these schemes that led to the reduction of the initial number of 

employees by almost half.  

The enforcement of the voluntary redundancy schemes brought about significant changes in the 

managerial structure of the new entity, as positions became vacant, launching a long-range internal 

recruitment process. In particular, both the voluntary redundancy schemes and the emergence of 

new requirements gave the opportunity to organizational members coming from the two merging 

partners to apply for various job positions which had to be filled either because current holders left 

the organization or because there was an emerging need to reassess current job posit ions. This 

meant that the upper levels of the hierarchy would now be constituted by people coming from both 

merging partners and this reportedly had a prevailing effect on the way organizational members 

perceived ‘who this organization would be’, as the changes that occurred in leadership and in the 
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organizational structure of the new entity influenced their understandings of predominance and 

power, including the overall functioning of decision-making structures.  

As reported, this process created a new managerial amalgam that essentially influenced the 

operations of the new entity through changes in existing practices and work routines. These 

changes extended across the whole organization and range of operations and involved both 

symbolic elements, like the use of specific terminology during the execution of a task, as well as 

more substantial things, like the steps that were followed during the execution of a specific process. 

These changes were sometimes realized as a different appreciation of technology, even in simple 

everyday tasks that had to do with the way people in the organization communicated, as well as 

more complex tasks that involved the way a procedure would be performed, or a risk would be 

assessed.  

Specifically, in their accounts organizational members reported two main issues that led this 

influence. The first involved the background of the person who would fill a specific managerial 

position and the second involved the critical decision of which system would be maintained out of 

the ones used by the two merging partners. These issues, which were considered as being 

interrelated, provoked a series of discussions that extended from the way the new entity would 

choose to continue its operations and the form it would take, to a game of dominance among the 

two partners. Both sides had the strong assertion that if the system they used was preserved then 

associated practices would also be preserved and that was thought to give them a head start against 

their partner. At many instances organizational members stated that in the case that the system 

they used was abandoned they felt vulnerable, as they would have to rely on their former 

competitors for the acquisition of new skills. On the one hand, this situation was thought to cancel 

their previous experiences and skills, since they believed that they would have work hard to prove 

themselves from the beginning, while on the other hand, such change made their disruption with 

their past more perceptible, as they lost connection with things that were conceived as significant 

for their organizational identities.  

Additionally, it was noted that initial official decisions regarding the preservation of processes and 

systems were made under excruciating time constrains therefore, these decisions were criticized 

and, in many cases, challenged as the group whose systems and practices were abandoned felt that 

their competencies and technologies were discarded with no proper justification. These issues were 
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detrimental on the way the integration process proceeded since such attitudes fostered a context 

characterized by resistance and conflicts. Especially for organizational members who came from 

WD Bank, these issues reinforced their initial perceptions that their most distinguishable feature, 

which involved the application of high-end technologies in their work routines, was neither 

appreciated nor recognized which made them feel demotivated and lose their morale. On the other 

hand, organizational members from AC Bank argued that although these decisions initially made 

them feel relieved and uplifted their confidence, as time progressed, they realized that a lot of these 

initial decisions were altered. Some conceived this as a step that could help the organization move 

forward, as the introduction and implementation of new developments and processes was thought 

to reflect their integrated efforts as a new entity, while others believed that these changes were the 

projections and outcome of the effect of people who managed to get key management positions in 

the new organization.   

Despite these differences and their explicit impact on the integration process, in their accounts 

organizational members coming from both merging partners argued that there was one key 

development that led the way for the integration process and that was the appointment of a new 

CEO. This event was believed to have shifted the course of action of Fin Bank, which up till that 

time was thought to act spasmodically, without a clearly defined strategic plan. However, a change 

in leadership was thought to be critical in defining the future course of the organization, which 

inevitably brought a change in organizational members’ attitudes on enforced changes. Although 

they reported instances where they tried to connect an imposed change to their past conceptions of 

their organizations, the dominant view was that changes resulted from a necessity to move forward 

and create an organization that could above all, be able to serve its new purpose.  

This change in the flow of the integration process was particularly evident through the outcomes 

of major integration projects, as was the integration of these institutions’ portfolios, which overall 

was deemed as a successful project that helped the organization proceed as a unified entity. This 

effect had a technical aspect which involved the management of a unified portfolio but most 

importantly, through this work people were forced to find common grounds and work collectively 

to ensure the survival of the new organization that was formed. In this sense, the clear definition 

of a new strategic path managed to change the focus of attention of organizational members from 

the past to the future which was critical in creating a new organization that could overcome the 
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challenges brought out by the legacy of its constituents. However, in order for this to have an effect 

on the integration process it had to be realized at an individual level and that was primarily 

achieved through the processes of social interaction in the context of daily work routines as well 

as during the implementation of critical integration projects. The necessity to survive led to the 

establishment of new connections as people realized that in order for the new organization to 

become sustainable, they would have to disconnect from the burdens of the past and look forward, 

as they searched for their moral redemption.  

 

Figure 2 Timeline of key events - Fin Bank 
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Deposit Bank Case Story 

Introduction 

The restructuring of the financial services sector meant that all licensed financial institutions 

operating in the country would have to undergo extensive changes and reforms on various 

segments, with emphasis being on the institutions that were categorized as systemically important, 

since those presented the highest risk of infecting the economic soundness of other institutions and 

economies operating in the Eurozone area. Under these conditions, and after an assessment that 

was performed by the various regulatory bodies, it was concluded that the entities which were to 

form Deposit Bank were in serious risk of default, making their restructuring an immediate need 

that had to be fulfilled in the context of an economic adjustment program, to safeguard the proper 

execution of proposed measures through strict supervision. This meant that the two cases under 

investigation shared a similar goal, that involved the restoration of the financial sector’s stability 

and capacity to contribute to the overall economic growth of the country, through a comprehensive 

restructuring process.   

Deposit Bank was to be formed through the merging of several financial institutions which, after 

being assessed by the regulators, they were found to face severe deficiencies in their ri sk 

assessment policies and practices, which along with a lax supervisory framework led to an 

unmanageable increase in their non-performing loans that threaten both their profitability and the 

overall stability of the system. These problems were the outcome of their long-established, 

problematic structures that led to the application of inadequate business models and practices, 

which over time constrained their development and alignment with their changing operating 

environment.  

However, the identification of these deficiencies was not a novel observation that emerged as a 

result of the economic recession, but rather it was something acknowledged almost a decade 

before, when the regulatory environment of these organizations was undergoing important 

structural changes. This situation led to a series of internal discussions and attempts that aimed to 

correct deficiencies and align these organizations with their new regulatory and operating 

framework. This meant that when the crisis hit the economy, these institutions were already 

involved with the implementation of various reforms, which however were found to be inadequate 

in helping them withstand the current economic developments, highlighting the need for more 



104 

 

drastic action. As it was noted, this was mainly because during the past years the progression of 

required changes which targeted towards the strengthening of their internal structures an d the 

enforcement of sound business models, mainly via the execution of various merging programs, 

were constrained by a highly politicized context that led to indecisiveness and delays in their 

enforcement. Even in cases where required reforms were actually implemented, there were 

significant challenges involved, due to fundamental differences in the way these institutions 

realized their role in the market, their practices and cultures. 

These differences were the result of their extensive variations, in terms of their size and geographic 

coverage, which inevitably influenced prevailing work attitudes, including the skills that the 

people in these organizations acquired, but also, the power and control that they could exert on 

each other in the case of a potential merger. For instance, an institution which operated in an urban 

area, with multiple branches that managed to gain a significant market share, was able to develop 

and offer more inclusive services, as well as to handle more complicated requests than an 

institution that operated in a rural area where demand for services was more simplistic and 

standardized. Such diversities made their merging and restructuring an overly complicated process, 

as the years prior to the crisis led to the creation of a highly constrained context which could only 

be restored via the enforcement of more radical actions. However, their implementation requested 

for responsibility and engagement by various powerful stakeholders, as the changes that were to 

be enforced were about to change everything that these organizations stood for. 

Under these conditions, policymakers decided the restructuring of these institutions through the 

application of a merging program that was to be executed in various phases. This program was to 

be implemented under specific rules and restrictions, within tight time frames and under strict 

supervision by regulatory bodies, with the overall aim being the creation of a financially solvent 

and viable institution, able to withstand challenges and serve its purpose in the market. 

Specifically, the program provided for changes in the supervisory framework of these institutions, 

their ownership status, as well as the establishment of a new business model that would ensure 

compliance with industry’s standards. In this sense, the changes that were imposed influenced core 

aspects of these organizations, as the new structures and processes which had to be established 

radically departed from the way things were previously understood and done.  
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These changes were to be pursued under the guidance of a new management team, therefore the 

program also provided for determinative changes in the corporate governance of these 

organizations, which started with the resignation of all members of the BoD from all merging 

entities. The aim was to create a new organizational structure, led by a unified, centralized BoD 

that could direct the intensive reforming strategies, as these were agreed in the context of the 

program. Additionally, the new BoD was mandated to appoint a new executive team which would 

be responsible for the smooth and unhindered implementation of all provisions included in the 

restructuring plan. With these in mind, it was therefore realized that the integration of these 

organizations was a complicated process that transcended any previous attempts for restructuring, 

as the new context required for actions that could break through the constrains of the past and lead 

these organizations forward, challenging the foundations over which these organizations based 

their very existence. 

Pre-integration context 

The pre-integration context of Deposit Bank was a period characterized by intensive negotiations 

between policymakers, constituting organizations and other important stakeholders. These 

negotiations concentrated on the formulation of a restructuring plan that would come to address 

the problems and disparities that were identified by regulators in their previous assessments, since 

it was evident early on that in order for these organizations to be viable, they would have  to 

undergo severe structural changes. Specifically, these assessments have recorded that many of 

these organizations were in high risk of failing due to the application ill-defined business models, 

characterized by insufficient internal structures and controls, as well as poor governance 

mechanisms. However, as reported by organizational members, despite the given warnings, 

internally these were consistently undermined, as decisions on the restructuring of these 

institutions were mostly driven by political motives and power games, instead of the objective 

facts and evidence portrayed in the assessments. 

However, the coming of the economic recession, along with a number of additional changes in the 

legal and supervisory framework, raised the need to intensify this process, taking involved parties 

out of their comfort zone, exerting tremendous pressure for the development of a comprehensive 

restructuring plan that would above all ensure that the new entity which was to be created would 

be viable and able to operate in a revised regulatory context. Practically, the restructuring program 
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provided for the implementation of an intensive merging program that aimed to reduce these 

organizations to a number that policymakers would come to consider as viable and could meet the 

purpose of deleveraging and downsizing the sector. Later revisions of these initial provisions 

would however lead to the formation of a single entity, Deposit Bank, intended to  fulfill an 

upgraded role as a key player in the commercial banking sector of the country.   

In order to achieve these goals, policymakers had to impose necessary changes, as they realized 

the indecisiveness and ineffectiveness of those involved to proceed with the required measures, by 

incorporating these in the context of an economic adjustment program to ensure their effective 

execution through the application of a strict monitoring process. In this sense, the program had to 

follow specific sets of rules and restrictions, having as starting point a change in leadership which 

would be reinforced through the centralization of all decision-making processes, as it was 

understood that that this would be the only way to meet the new requirements, maintain control of 

their progression and face the challenges ahead. These changes were a drastic departure from 

anything that these organizations held familiar, from the way they were governed and their 

dominant mindset. In their accounts organizational members reported that the imposition of these 

decisions shocked the long-standing foundations of their organizations, as imposed changes 

involved severe alterations in their current business models and practices, as well as the social 

structures and ties which these organizations based their very existence. In many instances they 

reported that these changes brought a perceived loss in their autonomy, which was further 

reinforced by the changes brought in their ownership status, while the composition of the newly 

appointed BoD and senior management team caused unprecedent disruptions in their existing 

understandings of their organizational identity. These disruptions extended to the philosophy, 

culture and ideals, as well as to their way these organizations operated, their connection with their 

customer bases and the way they managed to fulfill their purpose.  

Specifically, the enforcement of these decisions launched the beginning of a period that was 

characterized by prolong uncertainty and insecurity where, although there was a realization that 

things had to somehow change, the actual changes were perceived as ambiguous, confused and 

unplanned. Additionally, as it was noted, the fact that most of these organizations were already in 

transition meant that newly agreed changes would have to somehow align with a series of other 

changes already put in effect under the previous conditions and that was an extremely difficult 
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attempt that led to the creation of an operational chaos. These contextual details along with the 

fact that a lot of energy was already lost in ineffectual discussions, instead of  the development of 

the new set up that could support the revised structural framework which would make the new 

entity operational and viable, left organizational members overwhelmed, confused and 

disorganized. In their accounts, organizational members reported that even in times where they 

would be asked to participate in various meetings about the new developments, discussions were 

ineffective and would usually divert into issues of a more political nature, related with the 

preservation of various symbolic elements used by constituting organizations, or with the creation 

of an organizational structure that secured placements in various positions of influence, instead of 

the real issues concerned with the creation of a functional and viable infrastructure that would 

allow people to work in an effective and organized manner. As they noted, even in cases where 

these issues were discussed, there was usually no substantive outcome, as each group remained 

attached to its own beliefs of how changes should actually be implemented, based on their previous 

experiences, fostering a context characterized by resistance and frustration.   

In their descriptions of the integration progress, organizational members stated that a lot of these 

reactions emerged as a result of the implementation of a single decision, which involved the 

changes that were enforced in the leadership and overall governance structure of these 

organizations. In fact, organizational members highlighted this decision as one of the most 

important issues that dominated the pre-integration context and although they realized the 

inevitability of change, they believed that this transformational process had to be undertaken with 

their participation, as they were the ones who knew best the specificities of the o rganizations 

involved. However, there was a growing perception, especially among policymakers, that the 

problems and operational deficiencies identified in the business models of consti tuting 

organizations were the outcome of past “wrongdoings” that had to be handled by people who were 

thought to hold the necessary experiences to get the new organization forward but, would not hold 

any string connections with the past of its constituents. In this sense, it was decided that both the 

BoD and a large proportion of the senior management team would be constituted by new members 

who were externally recruited, with the aim of bringing in a new mindset, knowledge and skills 

that could ensure the successful restructuring of the new entity that was formed.  
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This decision spurred a lot of tension and conflict that restricted communication and cooperation 

between members coming from the various merging partners, but also between them and the newly 

appointed management, while at the same time, it had a disturbing effect on the way they realized 

their organizational identity. Specifically, in their reports they repeatedly linked this decision with 

the deterioration of their past identities, as their lack of participation in the creation of a unified 

entity that would be representative of all constituting partners, was perceived as the beginning of 

a series of actions that aimed to dissolute everything that these organizations stood for. This would 

start from the abolition of all symbolic elements used by these organizations and the imposition of 

new ones and would extent to the actual practices and routines which they performed during their 

everyday work. Further, this “lack of involvement” made them feel alienated, unappreciated, and 

demotivated, while from a practical point of view they felt confused and frustrated as they were 

called to enforce things which, as argued, in many cases they could not practically be implemented. 

In their accounts they reported that at many instances, decisions related to the new era lacked any 

consideration of the specificities of constituting organizations, including their distinctive 

characteristics that for so long differentiated them. This lack of consideration extended both on 

practical issues like the tools, processes and mechanisms used to perform their everyday work, as 

well as on more subtle issues like the way people in these organizations used to communicate and 

their affiliation with their customer bases. They reported that a new procedure would be launched 

for implementation without any prior consultation with the people who were to actually enforce it, 

whether it could technically fit the existing infrastructure, without causing bottlenecks and other 

disruptions in operations. In many cases, they would report these processes as not applicable and 

send them back to a centralized unit for revision, while in other cases they chose to ignore them 

and proceed with their own way of doing things. Allowing for this situation led to segmentation, 

which in turn hindered both the sustainability of any effective work interactions among the various 

groups and the development of required social processes that could support any meaningful 

exchange of skills and knowledge among them, leading to great dysfunctionalities.  

These issues did not emerge only between the various business units that were formed as a result 

of the merger and the headquarters, but also within and among business units themselves. 

Specifically, it was reported that organizational members felt as if they were fighting two different 

battles, where on one hand they had to face a newly appointed management team, that was 

perceived as being absolute and authoritative and on the other hand, they had to confront the 
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challenges that emerged as a result of the integration of several different organizations, each of 

which bared its own legacy. In most instances these organizations were the outcome of previous 

mergers, already challenged by unresolved issues, creating a situation filled with unparallel 

challenges and complexities.  

Specifically, organizational members reported that there were great variations among merging 

partners that extended across their adopted attitudes towards the changes imposed, to the practices 

and actions they performed during the enactment of their everyday work. For instance, they 

reported great differences and inconsistencies among them, even in fundamental processes linked 

with the essence of their work and the purpose that these institutions served, like the “know your 

customer” and the loan application and assessment processes. As they argued, some constituting 

partners would follow detailed, well-documented, structured procedures in their assessments while 

others adopted more general, less-structured approaches that subsequently undermined the quality 

of their portfolios and their ability to respond effectively in the new situation. Even among those 

who had managed to enforce stricter approaches which were considered to be closer to best 

practice requirements, there were still great deviations as to the actual implementation of such key 

business processes. These deviations, as they reported, were the outcome of their different cultures 

but also, of their diverse knowledge bases, since there were some strong, underlying notions 

regarding the quality of the skills and knowledge held by various groups, which were reflected in 

their different appreciations of involved risks as well as in their comprehension and use of language 

and key business terminology during the enactment of critical business procedures.  

These issues further strengthen by the fact that constituting organizations also varied in size, which 

meant that these differences extended to the people who worked in these organizations, resulting 

in the formation of a diverse workforce base, in terms of the sk ills they acquired and their 

embedded work attitudes. For instance, people who worked in larger-sized organizations, most 

which operated in urban areas and controlled a significant part of the local market share, had to 

confront different challenges in the pre-crisis era, part of which arose from the fact that they had 

to face more intense competition and at the same time fulfill the needs of a more diverse and 

demanding customer base. This situation led to the incorporation of more advance technologies 

and the provision of more complicated and inclusive products and services than their smaller-sized 

merging partners, which had to face a varied operating context. In addition, people working in 
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these larger-sized institutions would usually have more opportunities to attend numerous training 

seminars that would allow them to better accommodate changes in their operating environments 

and maintain their market share, therefore they would come in contact with updated banking 

practices and tools. On the contrary, for people working in smaller-sized institutions this situation 

did not only meant less opportunities for expanding and developing their knowledge and skills 

through training, but most importantly that the acquisition of these skills would not find application 

in their constrained, traditional operating context.  

As it was argued, these significant differences meant that in most cases people did not shared 

common business experiences, making it particularly difficult to align and agree how the new 

organization could move forward. To further emphasize these issues, organizational members 

described examples of the difficulties they faced while performing basic procedures in the context 

of their everyday work. A characteristic example they provided that portrayed these difficulties 

involved the implementation of one of the most basic, yet fundamental procedures in the operations 

of a financial institution, the collection and updating of customer information. In their descriptions 

organizational members argued that variations and inconsistencies among merging partners were 

so great that it took them months to decide on a common, unified process. Even then, they reported 

that there were instances that different branches would proceed with the implementation of 

different practices, despite official guidelines and policies.  

Overall, it was realized that the changes undergone by the people who constituted the new entity 

Deposit Bank, were multi-level, multi-staged, drastic and ambiguous. It was evident early on that 

the creation of a single entity, out of so many different organizations, was a challenging task that 

would have a deteriorating effect on the way these people would come to perceive their 

organizations, as it was extremely difficult to encompass and align all these variations in a single 

organization. However, what seemed to challenge them the most was the fact that they felt 

deprived of the chance to be part of the formation of this new entity as there was a widely spread 

notion that decisions were imposed and enforced without their consideration and involvement. 

Issues of identity became explicit early on in their descriptions, as they realized that they could not 

implement a vision that they could not associate with and evolved without their participation. At 

the same time, it was also evident that the extensive variations in their skills and experiences, 

whether actual or perceived, could inhibit the overall merging attempt.   
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Post-acquisition context 

The integration of these organizations implied, as in the case of Fin Bank, a full human, procedural, 

task and organizational integration of constituting partners. However, due to the fact that this 

integration involved multiple organizations, emphasis was first given in creating a strong center 

that would be able to progress with the provisions of the restructuring plan, while at the same time 

it could provide direction to the remaining business units. This was an integral part of the 

downsizing and reorganization goals and was expected to lead to the fulfilment of important 

regulatory milestones. This process proceeded in two main steps. The first involved the 

centralization of key administrative functions of the various merging partners and the second  

involved the development of a new organizational structure, including the creation of new business 

units necessary for meeting the requirements outlined by the policymakers.  

This was a complex and multi-level process, that would serve as the cornerstone for the 

development of a unified, functional entity, able to correct the deficiencies of the past, while at the 

same time, would allow the new organization to meet its revised purpose as a key player in the 

financial services sector. The progress of this process was to be monitored very closely by 

policymakers, indicating the importance that was placed in its successful implementation, since 

any failure could risk the success of the whole program. This had put tremendous pressure on the 

new management team, as they would have to execute these changes and meet the goals set within 

strict deadlines, while remaining operational throughout the whole process. In this sense, the 

transitional period for the implementation of all structural changes was perceived as an illusion, 

since organizational members were expected to manage this transit to the new setup with minimum 

disruptions; however, considering the scale of these changes, this was an extremely difficult task 

to achieve. Specifically, in their accounts organizational members raised specific issues and 

concerns as to the way this process was executed. These concerns focused both on issues related 

to the practical difficulties they faced during the post-integration period, as well as on issues related 

to how they would come to realize these changes in terms of their organizational identity.   

One of the first things they mentioned was that both the centralization and the development of new 

divisional units were thought to decrease their autonomy and their decision-making powers, since 

the new structure opted for higher concertation in decision-making processes in order to ensure 

compliance with revised regulations, policies and procedures. Most importantly, as it was argued, 
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these changes had set the foundations for the deterioration and dissolution of everything that these 

organizations stood for, as the new setup radically changed the structures by which these 

organizations managed and fulfilled their role in the market.  

These feelings were the outcome of many interrelated actions that were implemented as part of the 

integration process and involved both the selection, composition and background of the new 

executive team who would lead this process, as well as the actual integration of these 

organizations. Firstly, the fact that most of these centralized units were managed by newly 

appointed senior managers, who were externally recruited, inflicted a context characterized by 

great stress and insecurity and that had a detrimental effect on the motivation and mora le of the 

people in the organization. Further, the enforcement of a new organizational structure that 

encouraged their absence from the decision-making process, was thought to emphasize this lack 

of consideration by the new executive team to include these people in the development of an 

integration plan that would above all be feasible to implement. At the same time, they stressed that 

enforced actions brought further disorganization that caused severe disruptions in the overall 

operational efficiency. In particular, they interpreted this lack of involvement as a depreciation of 

their skills and experiences, and a downgrade of their status as professionals who know the 

specifics of their work. This, as it was argued, fostered a context of introversion that restricted the 

development of constructive social interactions among organizational members, which could help 

in the activation and mobilization of knowledge related processes required for redefining the 

content of their work life. In turn, this led in missing out significant details about the way 

constituting organizations used to work, their infrastructures and potentials, as well as their 

relationships with various internal and external stakeholders.  

These issues were considered critical in the development of the new business model and their 

dismissal was thought to jeopardize the success of the whole restructuring attempt. In their 

accounts, organizational members argued that in many instances, this persistence to dismiss 

existing structures, as well as any special characteristics that distinguished these organizations in 

the market during the pre-crisis era, led to a series of ineffective decisions that led to a disoriented 

organization. These decisions extended from the imposition of various policies an d procedures 

that were deemed contradictory with the principles that guided their work and especially with the 

way they used to serve their customer bases, to the misalignment between existing and new 



113 

 

infrastructures, which had a detrimental effect both on the effectiveness and motivation of people 

working for the organization. Specifically, in their descriptions of the post-integration era they 

provided various examples that were characteristic of the way they used to interpret these 

decisions. For instance, some service expansion initiatives were seen as been alien to these 

organizations, their cultures and mindset, while it was believed that they did not conform to the 

skills and experiences shared by the people in the organization. At the same time, it was thought 

that the launching of specific services that did not appeal to their existing customers and resembled 

those of their competitors, made them loose their connection with their history and traditions, and 

eventually with their own customer bases.  

Additionally, most of the changes that were enforced, required the relocation of a very large 

number of people across the organization and although this was believed to reinforce the central 

units, at many instances it left severe deficiencies in operations, especially in the units that were 

involved with the first line of business. Organizational members reported that suddenly everyone 

wanted to join the centralized divisions, as there was a dominant perception that these positions 

were intended to be filled by “elite” members that were selected by the management as being able 

to help the organization achieve its new goals. This action, although it was initially thought to help 

rebalance the inequalities that were created, increase the representation of merging partners in the 

management of the new entity and lead to better utilization of the knowledge of the people working 

in these organizations, it disarmed the first line of business and led to significant fragmentation in 

the new entity that was formed. As it was noted, a lot of these people were the ones who knew the 

business, who had good connections with customers and throughout time had provided guidance 

and support to the lower levels of the hierarchy. At many instances their relocation meant that 

organizational members who were left to bare the weight of serving the customers felt unprotected, 

unguided and detached from the remaining parts of the organization, as they saw their workload 

to increase and their resources to be minimized. Further on, their own relocation to other branches 

made them loose their connection with their existing customer bases, which was a very distinctive 

feature of their previous operating model. In their reports they explicitly stated that these issues 

left them disoriented, while it deteriorated their existing perceptions of identity, as they could no 

longer understand for who they were working for.  
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These feelings further strengthen as they were required to work with people coming from other 

constituting partners, whereby challenges elevated. As they stated, this rearrangement of business 

units had put them in a situation where they would have to confront a mixture of various cultures 

and attitudes, which were translated mainly through the way that each part would come to realize 

how to perform a specific task. In their descriptions of their interactions with members coming 

from a different merging partner, they described these instances as overwhelming, filled with 

frustration, conflicts and resistance. This was particularly  evident in cases where people 

represented organizations of different size, as there was an underlying conception that the practices 

and processes of larger merging partners were more structured, comprehensive and should hence 

prevail. Therefore, on the one hand, they had to find common ground between the guidelines, 

policies and tools imposed by the center and on the other hand they had to manage their own 

individual differences in the way they came to realize and perform their daily work.  

This was not an easy process since as already stated, in many cases the official procedures would 

not consider the specificities of constituting organizations, while at a divisional level there were 

important deviations as to how members coming from different constituting parts would come to 

understand and interpret these guidelines based on their individual experiences. As it was reported, 

although theoretically decisions regarding the perseverance of practices were centralized, there 

were many instances where these were deemed as not applicable and were send back for revision 

or, they were thought as being inadequate to cover the whole spectrum of operations, which led 

organizational members feel that they would have to rely on their previous experiences to fill these 

gaps. In this sense, they had to manage a battle in two fronts, as they tried to incorporate elements 

of their work, either through a perceptually authoritative center or, during their daily work 

interactions with members coming from other merging partners.  

It was therefore clear that this perceived isolation and division between the center and the 

periphery, along with the individual differences that occurred among the various merging partners, 

had a deteriorating effect on how organizational members would come to define their organization, 

as well as on the way they would choose to interact and work, which eventually hindered the 

overall progression of the integration process. The fact that they could no longer associate the new 

entity that was formed with any previous conceptions of their organizations and the lack  of a 

clearly defined prospective that would be able to mobilize them and lead to integrated 
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organizational action, fostered a context characterized by ambiguity and confusion as to what this 

new organization embodied and what was its direction. These feelings of estrangement and 

resistance seemed to dominate the post-integration context and although the new management 

team proceeded with explicit actions to address issues related to the organizational identity, 

especially through the development and launch of a new branding strategy, these were at many 

instances undermined and, in some cases, even intimately rejected, as they were perceived as being 

unfit with organizational members experiences and perceptions of “who these organizations used 

to be” and “who these organization should become”.  

 

Figure 3 Timeline of key events - Deposit Bank 
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Contextual Analysis of Cases 

The two cases under investigation shared a number of similarities in their contextual environment, 

yet each was unique in its own way. This section will be concerned with the analysis of these 

similarities and differences and the way they have influence the progression of the processes of 

post-acquisition integration, since understanding the contextuality of the settings under 

investigation was an important element that defined the steps of the analytic process.  

As already mentioned, the unit of analysis in the two cases was the post-integration processes and 

the way they evolved in a period of three years, having as a starting point the time of the 

announcement of the decision to merge. However, in order to understand this evolution and the 

dynamics that progressed during this process it was important to also examine the pre-merger 

context of involved organizations, their history and culture, including the way that these 

organizations realized and fulfilled their roles in the market. This was achieved retro spectively, 

through analysis of archives and other documents, but most importantly through the descriptions 

and understandings of organizational members who acted as the primary data gathering source of 

this study.  

In the pre-merger context, organizational members outlined a number of characteristics that they 

considered important for their individual organizations and were thought to distinguish them from 

other financial institutions operating in the market. These characteristics would range from the 

way technology was incorporated and used in their organizations, to the way they serviced their 

individual customer bases. What is notable to mention about these descriptions is the fact that 

although there were variations as to what each member would perceive as being important for its 

own organization, most of the characteristics described, were somehow linked with the  way that 

these people realized their daily work and how these characteristics helped in the achievement of 

a wider purpose that allowed these organizations to meet their strategic goals. In this sense, in both 

cases the association between organizational members’ perceptions of ‘who their organization 

was’ and the practices that they performed in the context of their daily work was made early on, 

while at the same time these dynamics were subtly linked with the way these organizations pursued 

their strategic direction. This was a critical, common characteristic in their accounts, which defined 

the analysis of how these people experienced the disruptions that were made in their organizational 
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identities, as well as the evolution of involved dynamics during the post-integration period in the 

two entities that were formed as a result of the merging process.  

Despite these similarities, in terms of the associations that organizational members made during 

their descriptions of their organizations, there were some notable differences that influenced their 

experiences of imposed changes and involved various events and actions which they considered 

as an important part of their history and background. These differences had to be carefully 

considered and would for instance include the way in which organizational members would choose 

to position these organizations in the market, their perceptions of the competencies developed 

during the time before the mergers, as well as more day-to-day issues associated with way in which 

they acted and interacted within their organizations. All of these were the outcome of their 

accumulated experiences and were linked with the way they viewed and understood their pre and 

post-merger organizational contexts.  

In their recounting of the milestones, which in their opinion seemed to have defined the course of 

action of these organizations, they provided records of various such events. These ranged from 

periodic changes in management composition, to the development and provision of new products 

and services to their customers, especially in cases where these were linked with the incorporation 

of new technologies, but also with decisions associated with their expansion in new markets. 

Analysis of these accounts has revealed that although these organizations shared a common 

operating environment, the challenges that arose from this environment were experienced 

differently. For instance, the organizational members of the institutions that constituted Fin Bank 

considered their organizations to be market leaders and while there were different perceptions and 

attitudes towards the way each would come to experience and enforce various changes, the fact 

that they perceived themselves as the ones to lead most of the changes that occurred in the local 

market made them feel more reflexive and competent to face the changes ahead. On the other hand, 

for the organizational members that made up Deposit Bank their history lacked such 

breakthroughs, as they considered their organizations more traditional, with  focus being on serving 

specific customer needs rather than expanding into markers or services that did not match their 

customers’ profile. Realizing and appreciating these differences and specificities between the two 

cases was therefore very important, as it would allow a more thorough understanding of how the 
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events that followed the post-acquisition integration processes in the organizations under 

investigation unfolded.  

With regards to their post-acquisition context, a characteristic that was common in the two cases 

involved the descriptions that organizational members made of the emotions that they felt and 

experienced, during this challenging process. Specifically, in their accounts organizational 

members reported that although there were signs of the difficulties and problems that their 

organizations faced, the decisions that led their restructuring and transformation processes were 

not something they anticipated and that fostered a context of uncertainty , ambiguity and stress. 

These issues were more intense in the case of Fin Bank as organizational members of constituting 

organizations perceived no strategic rationale behind this decision, but rather they viewed this as 

an irrational decision which encompassed great challenges, most of which stemmed from extreme 

variations in the mindset and culture of the organizations involved in the merging process. For 

Deposit Bank on the other hand, the implementation of mergers was not something new as most 

of these organizations, who would constitute the new entity, had already merged with other 

institutions in the context of a long-ranged merging program that started some time before the 

economic crisis. However, the creation of a single entity out of several individual organizations, 

even though it was more gradual, it led to the emergence of emotions and behaviors similar to the 

case of Fin Bank, as these people experienced a loss in their autonomy and decision-making power, 

but most importantly a loss in their ability to define the parameters of their everyday work through 

the imposition of “the new way of doing things” and the dismissal of their own knowledge and 

skills by their new management team. In this sense, although the two mergers were implemented 

under different rules and restrictions, as these were defined by policymakers in their individual 

restructuring plans, they have both generated a similar outcome in terms of the emotions that 

organizational members experienced during the implementation of enforced changes. Therefore, 

in both Fin Bank and Deposit Bank, reports described a context defined by feelings of uncertainly, 

ambiguity and resistance which led to the rise of individualistic attitudes, conflicts and introversion 

all of which disrupted the social cohesion in these organizations.  

Additionally, a key parameter that was similar in the two cases under investigation was the fact 

that both experienced severe changes in their existing management structures. The execution of 

the merging process and the period that followed, had found both entities with a new management 



119 

 

composition in all levels of the hierarchy. This change was reportedly one of the most significant 

decisions that had to be implemented as part of the restructuring process, with catalytic influence 

on the progression of their individual integration processes. For Fin Bank the execution of a series 

of voluntary redundancy schemes, although it was in many ways challenged by o rganizational 

members, it opened the path for the creation of a new management team that would mostly be a 

mixture of the two constituting partners, while the recruitment of an external CEO was perceived 

as the force that came to neutralize the tensions and conflicts that emerged throughout the post-

integration period. For Deposit on the other hand, the fact that most of top management positions 

were filled through external recruitments, was linked with the dismissal of organizational 

members’ skills and experiences and was perceived as a lack of consideration of the specificities 

that distinguished each of the constituting entities. These perceptions formed a chasm between the 

top management team and the remaining of the organization, which led to severe fragmentation 

and had a detrimental effect on the progression of the post-acquisition integration process.  

In this regard, the changes that were brought in the management structure of these organizations, 

the role of the new top management teams and the way this role was fulfilled and experienced 

through the eyes of organizational members, were key issues that dominated their descriptions of 

the post-merger era. Most importantly, these descriptions were used to provide insight on how 

different understandings of this complex and multi-leveled role influenced the dynamics of the 

post-integration process, its momentum and overall progression.   

The final issue to be discussed involves the changes that these organizations had to implement, in 

terms of their existing business models. Specifically, an important parameter, similar in the two 

organizations under investigation, was the fact that for both cases the merging process coincided 

with their restructuring. This meant that this study would essentially be involv ed with the 

examination of a transformational process that had as a starting point the execution of the mergers 

in the two cases, with changes eventually being extended to all levels and aspects of the 

organizational life. Additionally, these changes coincided with the development of a new operating 

environment as policymakers enforced significant changes in the overall legal and regulatory 

framework. Therefore, for both cases, the execution of the mergers and of the changes that 

accompanied their restructuring meant that these organizations would have to abandon their 

previous business models and proceed with the development and implementation of new ones that 
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would firstly, align with the changing market requirements and secondly, comply with a stricter 

regulatory context. This inevitably demanded a shift their existing practices and work routines, but 

most importantly a shift in the mindset that guided those practices for so many years, which could 

only be made possible by reframing and rebuilding the social structures that constituted the essence 

of their interaction and work in the new organizations that were formed.  

Overall, it is noted that the contextual analysis of Fin Bank and Deposit Bank has revealed that the 

two cases shared similar changing forces, as both had to face the external imposition of a series of 

changes that would radically alter the structures of constituting organizations. These forces, which 

essentially summed up to a transformational process accomplished through the restructuring o f the 

new entities that were formed as a result of the mergers, generated a context which in both cases 

was characterized by confusion and uncertainty, where feelings of insecurity, stress and anxiety 

prevailed. At the same time, it was noted that in both cases these changes led organizational 

members to question their existing perceptions of ‘who their organization was’, severely 

challenging the way that these people realized and fulfilled their given definitions in practice. 

Nevertheless, the experiences that each group had developed and shared in each of constituting 

organizations in the pre-merger era, had to be carefully considered in the overall analytic process 

since the history and legacy of these organizations was something that essentially influenced the 

way they experienced enforced changes and that was particularly important in understanding how 

emergent dynamics evolved in the post-acquisition context.    
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CHAPTER 6: FINDINGS 

Preview of Emergent Model 

This section presents a preview of the theoretical model that emerged from the analysis of the data 

collected during this investigation. The aim here is to provide the frame of the model, which will 

help in understanding the themes and concepts discussed in the following sections, before the 

presentation of the raw data. At this point it is important to restate that even though this was an 

inductive study the research questions addressed were both informed and framed by extant theory 

on organizational identity and post-acquisition integration processes, as this was integral in 

identifying the research gap that had to be fulfilled, but also, in understanding what was observed 

during the data collection and data analysis processes. Therefore, the theoretical model presented 

here was the outcome of an iterative process between data and existing theory, while it is noted 

that at various instances it became necessary to import additional literature, especially from the 

area of strategic management that could inform the overall analysis.  

With these in mind and before proceeding with the presentation and explanation of the model, it 

is important to reiterate on the research purpose that guided this investigation. This study emerged 

as a response to calls in literature that requested for the incorporation of new perspectives in the 

examination of organizational change phenomena, such as M&As, that account for their multilevel 

and multidimensional nature (Graebner et al., 2017; King et al., 2018), as our understanding of 

how change unfolds in contemporary organizational settings still remains partial (e.g. Graebner et 

al., 2017, Meglio & Risberg, 2010). These calls were, at most times, interlinked with the need to 

align a dynamic conceptualization of change with methods that could accommodate and, at the 

same time, appreciate its complex and processual nature, but also with methods that place human 

agency at the center of investigation (Bengtsson & Larsson 2012; Meglio & Risberg, 2010).   

In this sense, this study started as a quest for understanding how change unfolds in a contemporary 

research setting, at a time where the internal and external boundaries of organizations a re becoming 

increasingly blurred (Hatch & Schultz, 1997; Oliver, 2015), while the creation of new 

organizational structures enrooted in the work performed by teams and in the management of 

projects, have raised organizational complexity to new levels (Dennis, et al., 2007). Aligned with 

the social constructionist stance and based on prior research into strategic change efforts, the focus 

of this investigation was therefore directed towards understanding how social processes evolve 
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during the enactment of third-order change initiatives, as it is the case of M&As, since it has been 

contested that although “prior research has provided many insights regarding the antecedents and 

consequences of post-merger events it has provided little guidance regarding the processes through 

which these events unfold” (Graebner et al., 2017, p.2).  

This goal was pursued through the incorporation of the concept of organizational identity as 

empirical evidence have shown (e.g. Clark et al., 2010; Dutton & Dukerich, 1991; Nag et al., 2007; 

Ravasi & Schultz, 2006) that identity related processes are likely to interfere and influence any 

major organizational change initiative, while, at the same time, organizational identity has emerged 

as a “relevant reference” to consider in pursue of understanding critical organizational phenomena 

(Gonzales-Miranda, Gentilin & Ocampo-Salaza, 2014, p.129). The interest here was to use this 

theoretically important concept as a perspective to investigate and unravel the interlink of critical 

activities and processes that occur during the post-acquisition integration period and how these 

might be used to understand the route towards adaptability and survival (King et al., 2018).  

However, attaining this goal also required the grounding of organizational members’ conceptions 

of ‘who we are as an organization’ with ‘what we do as an organization’ (Nag et al., 2007) since, 

recent theoretical advancements have suggested that organizational identity besides being a 

concept that captures the cognitive aspect of  the organizing processes, it also “inheres in work 

practices, especially in the ways that members use knowledge” (Oliver, 2015, p.340). In order 

therefore to understand the role of organizational identity during the progression of post -

acquisition integration, it was also necessary to investigate the routes by which people associate 

and exemplify their understandings of who their organizations are with their daily practices and 

routines, during their involvement with knowledge-based work processes. This assumption 

requested for the incorporation and examination of the processes that involved the deployment 

knowledge-intensive tasks, as they could provide valuable insights on how new structures are 

constructed in an entity undergoing transformative change.  

Consequently, this study has built both on prior work on organizational identity in the context of 

strategic change, which means that some of the concepts presented in the model are concepts that 

have been informed by the existing literature. For instance, the concept of “identity ambiguity”, a 

well-established concept in the literature of organizational identity in the context of strategic 

change, unraveled by Corley and Gioia in their investigation of a corporate spin -off (Corley & 
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Gioia, 2004), was used to explain a set of first-order categories concerned with the way that the 

two mergers under investigation, along with the accompanied restructuring efforts pursued, have 

influenced organizational members’ perceptions and understandings of ‘who we are as an 

organization’. This was a purposeful process, which essentially involved the construction of 

concepts based both on prior theory and the empirical evidence of this study and has helped in 

understanding how these empirical observations could be used to further develop relevant theories 

(Gehman et al. 2017). At the same time, it provided a reference for the use of consistent language 

and terminology, which remains critical for theory advancement (Gioia et al., 2013).  

Further, as already noted, during the data analysis additional literature was brought in that could 

inform the analytic process, as it became apparent that issues relating to the processes of strategic 

management were salient in the way organizational members experienced and understood the 

overall change process. This literature, directed by the empirical evidence of the two cases, came 

primarily from the area of strategic management and specifically, from the evolving perspective 

of strategy-as-practice (e.g. Golsorkhi, Rouleau, Seid & Vaara, 2015; Whittington, 1996). In 

particular, research on the conceptions of “identity as work” (Snow & Anderson, 1987) and of 

“identity work as a strategic practice” (Oliver, 2015; Oliver & Bürgi, 2005), were found to be 

vital in understanding how the processes of strategizing could contribute to the creation of revised 

understandings of organizational identity, a desired outcome of post-acquisition integration 

process. In this sense, empirical evidence was used to explore this connection which led to the 

emergence of three intertwined processes: “sensegiving via strategy formulation”, “sensemaking 

via strategy implementation” and “authenticating”. These processes form the fundamentals of 

how identity work involved in the two cases, providing insight on the recip rocal relationship 

between strategy and identity through their connection to practices, routines and artifacts, at a time 

where organizational transformation was underway. 

With these in mind, the first part of the model provides insight on the contextual characteristics of 

the pre-integration period and specifically, of the contextual forces that were developed as a result 

of the implementation of an imposed strategy (Mintzberg & Waters, 1985) that entailed the 

prominent decision to use mergers as part of an economic adjustment program to correct the 

inefficiencies and imbalances of a rather problematic sector. This application and imposition of 

mergers as a restructuring tool in the hands of policymakers was an important consideration that 
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defined the context of this investigation, making the “nature and content” of the specific merging 

decisions an inseparable element of the model. In particular, the unexpected, violent and externally 

imposed characteristics of these decisions have triggered the development of four contextual 

forces: “operational dysfunction”, “disordered sense of collectivity”, “identity ambiguity” and 

“sub-cultures”.  

These forces, which essentially led to a “disruption of organizational social structures” (see 

Figure 4) in the entities that were involved in this restructuring process, concerned (a) the 

emergence of an unprecedent “operational dysfunction”, which represents the operational chaos 

that existed during the pre-integration period, as a result of the severe changes that these 

organizations had to undergone. Particularly, each of the changes imposed greatly challenged the 

structures and foundations that supported both their existing business models and their reason for 

being, leading to unpresented disorganization; (b) the appearance of a “disordered sense of 

collectivity”, that was embedded in the existence of a strong emotional context as persistent 

feelings of uncertainty and insecurity strained existing work relationships; (c) the evolution of 

“identity ambiguity”, that emerged as a result of the inconsistent and indistinct expressions of 

organizational members during their assessments of ‘who they were as an organization’ and ‘who 

they were trying to become’ amid the changes; and (d) the presence of a profound cultural divide 

that was imprinted in the formation of strong “sub-cultures”, based largely on the presence of 

perceived inconsistencies and biases in terms of the work routines and practices applied by the 

different merging partners. These forces have dominated the pre-merger period and were 

characteristic of the depth and magnitude of changes that these organizations would have to sustain 

in order to meet the requirements that were set.  
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The second part of the model provides insight on the dynamics that emerged during the post-

merger period based on the experiences recalled by organizational members, as well as on their 

interpretations of various key events and decisions that determined the course of action of the new 

entities that were formed. Specifically, this part of the model describes the application of “identity 

work as a remedy” (see Figure 5) for the disruptions caused by the perseverance of the four forces 

described above – each of which jeopardized the survivability of these organizations, as they 

restricted their capacity to reform the structures necessary for the development of an integrated 

entity able to serve its purpose. In turn, this application progressed through two interrelated 

processes (a) “sensegiving via strategy formulation”, and (b) “sensemaking via strategy 

implementation”, both of which encompass perceptions and understandings on various sets of 

actions performed by different organizational groups, that aimed to correct the disruptions caused 

by the imposition of the specific decisions. In particular, the process of “sensegiving via strategy 

formulation” refers to the implicit and explicit actions of the newly appointed executive teams, as 

these were perceived by organizational members, to link the provision of a new strategic direction 

with the reconstruction of new identity conceptions, in an effort to eliminate the disorientation and 

fragmentation of the new entities that were formed. The process of “sensemaking via strategy 

implementation”, refers to organizational members’ interpretations of these actions, but also to 

their interpretations of various key decisions concerned with the definition of the new working 
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mode, like the selection of prevailing practices and symbols that would lead the way forward for 

these organizations in the post-merger era.  

Despite the fact that the two processes named above had led the way for the remediation of the 

disruptions caused, their progression did not proceed in a liner manner. Rather, it was contingent 

on a third process termed “authenticating”, which organizational members used for validating and 

reconciling their divergent frames and understandings of their organizational identity, embedded 

both in their past conceptions of ‘who we were as an organization’ but also in their future 

expectations of ‘who this organization should be’. This process formed the cornerstone of the 

“identity work remedy process” by allowing for the “negotiation and reconstruction of new social 

structures via knowledge transfer”. Specifically, the work performed in the context of teams and 

projects created a platform that facilitated blending and induced acceptance  among co-workers, 

while at the same time it allowed for the creation of new linkages that could support the 

establishment of new social structures. Still, as the exchange of knowledge and the work performed 

during this process are by large human interaction processes, they were to a great extent affected 

by the post-merger social context, especially by the decisions and actions of the newly appointed 

executive teams that influenced their already challenged perceptions of trust, justice and security. 

Therefore, it was necessary for the establishment of what was termed as the “enablers of social 

interaction”, that could provide for the development of a context which could withstand the 

challenge of reinforcing the four forces that dominated the pre-merger period.  
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Figure 5 Identity Work as Remedy: Interrelated Processes 
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 In this sense, the process of “identity work as remedy” was a recursive, multilevel process, 

influenced by various events, actions, decisions and the way these were interpreted by divergent 

groups within the new entities that were formed. The alignment of the processes it involved could 

change the course of action of these organizations and lead to adaptability, while any perceived 

misalignment or failure to “pass” the authenticating process sustained the social disruptions caused 

by the mergers. This alignment was achieved via the creation of “revised identity constructions” 

that would reflect a consensus in “who we are trying to be”, supported by the development of “new 

adopted practices” that could be the outcome of the establishment of new social structures, 

through knowledge-based work processes, performed in the context of daily work and the 

management of projects (see Figure 6). Essentially, the reconciliation of divergent identity frames 

and the establishment of new social structures that would signify the integration of constituting 

organizations, were reflected in the capacity to mobilize organizational members towards the 

achievement of a new strategic direction. This was imprinted in the quote “We are where we are 

going”.  

Finally, Figure 7 represents a graphical illustration of how the themes described above interrelate 

to form the final emergent model of this study. In this representation emphasis was given to show 

the flow and progression of emerging processes, as well as their interconnections during the 

different stages of the pre-merger, merger and post-merger period, in an effort to highlight the 

processual nature of complex organizational phenomena, as it is the case of M&As.  
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Figure 7 Emergent Theoretical Model 
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Emergent Data 

This section presents the data structure of the study, with the aim of linking the emergent 

theoretical model to the raw data. In particular, this section examines how the first-order categories 

and representative data from each of the two cases under investigation are linked to comprise the 

second order themes presented in the emergent theoretical model and in turn, how these are 

combined to form the three overarching dimensions of (a) “Disruption of Organizational Social 

Structures”, (b) “Identity Work as Remedy” and (c) “We are where we are going”. Figure 8 

provides an illustration of the data structure of the study while in the sections that follow, first a 

presentation of each overarching dimension is made and then a discussion of each of its comprising 

second order themes. Tables with the necessary supporting data are also provided at the end of the 

description of each second order theme.  

 

Representative Data 

from case 1 (FB)  

and case 2 (DB) 

1st order 

Categories 

2nd order  

Themes 

Overarching 

Dimension 

    

 

Figure 8 Template for Data Structure 
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Disruptions in Organizational Social Structures 

In order to understand the unfolding of post-acquisition integration processes it was necessary to 

understand what dynamics were generated at the point of the announcements of related decisions 

and how these dynamics evolved through time, as integration and restructuring of the new entities 

progressed. At first, organizational members were asked to identify the milestones that they 

experienced in their individual organizations from the beginning of their careers, both as a way to 

understand the history, culture and background of these organizations, as well as a way to reflect 

on how organizational members positioned the phenomenon under investigation in the spectrum 

of their organizational history and evolution.  

As it was expected, all informants identified the events that led to the merging and restructuring 

of their organizations as one of the most critical in their history, since, in both cases, these events 

were thought to proclaim the end of an era. In fact, during their recalls these events were presented 

as the most significant of all and that was mainly due to the magnitude and scale of changes that 

they encompassed that altered not only the way their operational structurers, but also the basic 

foundations that guided the purpose of their existence. Thus, despite the fact that these 

organizations experienced significant changes throughout their past history, some of which were 

considered as breakthroughs, such as the overseas expansion for Fin Bank’s constituents and the 

computerization of all of Deposit Bank’s constituents during the 1990s, no other events or changes 

were considered to radically alter the structures and foundations that held these organizations 

together, as the events under investigation.  

From the moment of this revelation, which organizational members consistently pointed out 

throughout their recalls, it was therefore important to understand the processes that led such a 

dramatic influence on their perceptions, with emphasis being on how the merging and restructuring 

underway altered the way they conceptualized their organizations. With these in mind, 

organizational members were asked to explain the reasons that led them place such importance in 

the events under investigation, as well as to explain how they experienced the impact of these 

events personally and in the context of their daily work. This led to the emergence of four themes 

(1) “Operational Dysfunction”, (2) “Disordered sense of collectivity”, (3) “Sub-cultures” and (4) 

“Identity Ambiguity” all of which were in some way interrelated with a fifth theme that involved 
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the (5) “Nature and Content of decisions” that guided the implementation of a series of 

transformative processes designated to form the two new entities, Fin Bank and Deposit Bank.    

The emergence of these five themes, each of which is explained in detail further on, was the 

outcome of the extensive comparisons that organizational members made between their pre and 

post-crisis periods. In fact, their past experiences in their individual organizations were 

consistently used as the basis for comparison with their post-crisis experiences. These past 

references of “how things used to be” versus “how things are”, after the imposition of involved 

decisions, were used as a way to signify the extensiveness and depth of these changes as well as 

their profound impact on various important aspects that guided the principles of their 

organizational life. For instance, the emergence of the four themes named above were used to 

explain the emotional impact and distress that these changes brought on to organizational 

members, as well as the distortions that were caused in their work relationships, reflected in the 

way these people interacted and communicated under the new conditions. Further, these themes 

were also used as a means of explaining the practical difficulties that these people experienced 

during the implementation of their daily work tasks and routines, due to the immense 

dysfunctionalities that were created as a result of the changes in their existing operating models. 

Most importantly, these comparisons between their past and present states articulated their 

difficulties in determining ‘who their organizations are now, amid the changes’, as they saw the 

eradication of everything which was used to provide meaning to their organizational identities.  

Overall, the four themes named above, and their interconnecting theme of “Nature and Content of 

Decisions” led to the emergence of the overarching dimension of “Disruptions in Organizational 

Social Structures”. This dimension, which encompasses all five themes, summarizes the extent 

and magnitude of imposed changes and highlights the knock-on effects brought by the imposition 

of specific sets of decisions that bared the characteristics of constraining and eventually 

dismantling the structures used to maintain these organizations in their previous states. Notably, 

this dimension was used to draw attention to the complexity that characterized the specific 

organizational settings, where at some point the boundaries that defined the impact of the four 

interconnecting themes on these organizations became indistinguishable.  
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1st order categories 2nd order themes 
Overarching 
Dimension 

No time for diagnosis. 
Nature and Content 

of decisions 
D

isru
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n
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Mergers – “violently imposed”.  

Radical changes – organizational transformation. 

Interruptions in existing networks as a result of HR 

activities and practices. 
Operational 
dysfunction 

Emergence of new requirements as policymakers set 

stricter operating guidelines. 

Fragmented knowledge and miscommunication. 

Technical aspects received highest priority. A sense of 
neglect of managers for employees.    

Disordered sense of 

collectivity 

Emergence of antagonistic behaviors and individualism. 

Profound sense of job insecurity in a strong unionized 

sector. 

Issues of responsibility and accountability relating to the 

pre-crisis era. Old culture as ‘scapegoat’. 

Perceived differences in culture expressed through 

application of inconsistent work routines. “We did it 
differently”. Sub-cultures 

Nostalgia - attachment to old practices. 

“Us vs them” work attitudes. 

“Who we were” no longer exists after the merger – 

comparison with past referents.   

Identity Ambiguity 

 

Imposition of new structures linked with the abolishment 

of past identity. 

Lack of content to “who we are as an organization” due to 

uncertainty.  

Table IV - Data Structure for Overarching Dimension: “Disruptions in Organizational Social Structures” 

 

Nature and Content of Decisions 

The first theme to be discussed is the “Nature and Content of Decisions” that led the merging and 

restructuring of involved organizations. This theme acted as the fueling force that led the 

progression of the four interrelated themes named above, inevitably influencing the development 

of the post-integration processes, both in Deposit Bank and Fin Bank. In fact, the characteristics 

of these decisions, as these were perceived by informants, was an issue that kept surfacing 

throughout our discussions of the integration processes and their progression in the two 

organizations under investigation. This was mainly due to their immense influence on the context, 

since the way that these decisions were enforced, and the scale of their accompanied changes led 

to the emergence of unpresented levels of confusion, uncertainty and resistance,  while in many 
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cases they became a source of tension and conflicts that altered existing work relationships among 

organizational members.  

The most important of these characteristics, as these were determined by informants, were firstly 

their “violent” imposition by external bodies and secondly, the fact that in both cases they were 

accompanied by a series of other changes that transformed every single structure of these 

organizations, such as their ownership status, their corporate governance mechanisms, their 

applied business models and essentially, their position in the market.  

For the first part, the external imposition of these decisions by policymakers was thought to 

undermine and violate their autonomy, as well as their ability to determine the future course of 

their own organizations. At the same time, the strict timelines that followed their implementation 

deprived them the chance to proceed with an organizational diagnosis that could at least help them 

manage emerging integration issues.  

In the case of Fin Bank, organizational members from both parts of the dyad expressed great 

concerns as to the rationale that guided their merging and restructuring decisions, which  they 

viewed as a punishment that threaten their potentials to manage their solo recoveries. Especially 

during the initial stages of the pre-merger period, members coming from both organizations were 

convinced that a recovery would be more feasible and successful if they managed it in solo, without 

each having to bear the weights of their merging partner. Particularly for members coming from 

AC Bank, the imposition of the merger with WD was seen as a burden they were forced to carry 

that influenced their ability to successfully manage their own recapitalization and restructuring 

processes. On the other hand, for members coming from WD Bank this bundle of decisions, that 

essentially dismantled their organization, was seen as unjust, since everyone in the mark et was 

thought to face similar problems, yet they were the ones to bear the greatest consequences.  

In the case of Deposit Bank, there was a prevailing view that since constituting organizations did 

not face the same recapitalization challenges as other organizations in the market, they should be 

left to proceed with their own restructuring plans, as this was a process that was initiated long 

before the crisis. However, the persistence of policymakers to include their restructuring as part of 

the economic adjustment program along with the enforcement of strict and ongoing monitoring 

processes, was perceived as an interventionist measure that tightened the stranglehold on financial 
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institutions and discarded their specificities as individual organizations formed to serve the needs 

of their specific customer bases.   

Additionally, as members from both cases argued, the very content of these decisions was believed 

to be insufficient and unsatisfactory, in terms of the resources, skills and knowledge that were 

required for their successful implementation, especially during the initial stages of their 

restructuring. This was due to the fact that even though specific guidelines were given with regards 

to the financial aspects of these decisions, there were no comprehensive guidelines or information 

relating to the specificities and details of the organizations which would form the two new entities, 

in terms of their operational systems, the efficacy of their individual business processes, the skills 

and knowledge of the workforce. This situation added an immense constraint on planning and 

prioritization processes and created an unknown territory for organizational members wh o felt 

overwhelmed by the intensity and magnitude of upcoming changes that led each of the constituting 

organizations in a profound level of dysfunction.    

The next important part of these characteristics involved the complexity and magnitude that 

followed these decisions, since in both cases the changes that had to be made were multilevel and 

their implementation involved specific organizational action that fundamentally departed from the 

way these organizations realized their past strategic directions. As organizational members from 

both cases argued, the inclusion of mergers in the context of an economic reform program was a 

decision that allowed for the enforcement of critical changes in the business models of constituting 

organizations that radically altered the way business was conducted so far. This was perceived as 

a purposeful decision that aimed to correct the inefficiencies and imbalances that led to the creation 

of an ill-operated sector, yet it opened the route for the future use of mergers as restructuring tools 

in the hands of policymakers. At the same time, as it was stated, it diminished their perceived sense 

of security and stability, by creating a precedent for any financial institution operating in the 

Eurozone area that faced similar challenges. In this sense, organizational members perceived 

mergers as a trigger for the reconfiguration of existing structural processes that severely 

destabilized their status-quo and brought out a series of undefined changes in their current business 

practices.  
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For both Fin Bank and Deposit Bank this meant the abolition of their previous business mo dels 

and the enforcement of new ones that would align with best banking practices, while at the same 

time they would have to find a way to deal with the burdens of their legacies. This required radical 

changes in the way they performed their daily work routines, but more fundamentally, in the way 

they understood and fulfilled their roles in the marker. Essentially, the changes transported by 

these decisions were so drastic that required the assignment of new meaning to ‘who these 

organizations should be’.  

In general, the characteristics carried by this bundle of decisions that followed the merging and 

restructuring of Fin Bank and Deposit Bank, became a recurrent theme in my discussions with 

organizational members, with an immense influence on the context that was created in the two 

newly formed entities. In many cases organizational members turned to these characteristics to 

justify their reactions and behaviors, as well as to explain their emotions and perceptions regarding 

these “unprecedent” change processes that essentially transformed the way they viewed their 

organizations and themselves in them. In this sense, the “Nature and Content” of involved 

decisions was a theme that stood as the cornerstone of the disruptions that followed these two 

organizational change initiatives, which based on organizational members’ descriptions, they were 

classified in the four interrelated emerging themes of (1) “Operational Dysfunction”, (2) 

“Disordered Sense οf Collectivity”, (3) “Sub-Cultures” and (4) “Identity Ambiguity”, each of 

which is explained next in more detail.  

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “We had to work under excruciating time 

constrains... there was no time for evaluation. 

Things had to be done at all cost, with whoever 

was available.” (IBOC-15) 

 
▪ “Everything happened so fast. I think that if we 

had time to bring in experts who knew how to 

deal with the merging process we would be in a 

much better position. There was no planning.” 

(IBOC-27) 
 

▪ “This was not a normal merger between two 

healthy organizations where you could take the 

best of both parts and move forward. We had to 

deal with huge problems and there was no 
precedent… We were on our own. We were 

No time for diagnosis 

Nature and 
Content of 

Decisions 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

taking a decision and we did not know if it was 
right or wrong.” (IBOC-31) 

DB ▪ “There was no time – If we had a longer-ranged 

plan I believe things could be smoother”. 

(ICCB-2) 
 

▪ “We did not have the right infrastructure that 

would help us proceed with the merger. This 

caused problems and delays while business 

units could not receive the required support. The 
main problem was that there was not enough 

time for setting up the central units. Everything 

had to happen the hard way… let’s merge and 

we will see how we proceed.” (ICCB-3) 

 
▪ “The ever-ending problem is that imposed 

timetables are unrealistic, so many things were 

running in parallel and we did not have the 

resources to complete them” (ICCB-6) 

 

▪ “At that time, we had to discuss how the merger 
process was to kick – off. The challenge was 

twofold. To create a restructuring plan one the 

one hand and to proceed with the merging on 

the other – and there was no time.” (ICCB-9) 

FB ▪ “We were acting spasmodically…Things were 

very confused, as if we were living a military 

coup or a war…this was something we felt for 

quite some time…some still feel as if we have 
never passed over that point.” (IBOC-14) 

 

▪ There was no time for evaluation…there was 

this need to be firm – things had to happened in 

that way. It was part of the risk we had to take. 

Unfortunately, things had to move in way that I 
would describe as dictator-like way –yet, there 

was no other way – our survival was at stake. 

(IBOC-22) 

▪ Changes came in a violent way… This was not 

a situation where we had plan anything, things 
happened suddenly.” (IBOC-29) 

Mergers: “violently 

imposed” 

DB ▪ “Everything happened so fast and so violently… 

We are still trying to figure out some things.” 
(ICCB-16) 

 

▪ “This was a violent change impose to us, yet we 

had no choice. Either we proceeded with the 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

required changes or they would close us down… 
we had no choice.” (ICCB-24) 

 

▪ “Extensive changes were imposed, in a violent 

way” (ICCB-29) 

FB ▪ “We used to work in a completely different 

way.” (IBOC-1) 

 

▪ “It was something that never happened before, 

and no one had the experience how to proceed 
with these changes.” (IBOC-26) 

 

▪ “There are a lot of complains that we have to 

enforce so many huge changes.” (IBOC-24) 

 
▪ “There were extensive changes for both sides… 

This was an unprecedent situation, I would say 

it was like a disaster and there was no 

specialization on how to deal with emerging 

issues. Whatever we knew up to that point had 

no practical implementation.” (IBOC31) 
Radical Changes:  

Organizational 

Transformation 

DB ▪ “Everything had to change, our procedures, 

practices and policies had to be redefined. 

Those changes influenced the overall 
functioning of the organization, even the way by 

which new instructions were communicated to 

people… We had to start all over again.” 

(ICCB-1) 

 
▪ “The organization was forced to make a lot of 

steps in a short period of time – yet it was 

unready to even take small steps.” (ICCB-3) 

 

▪ “Everything has changed, and we had to re-

organize in order to implement what we had 
promised.” (ICCB-7) 

 

▪ “Everything changed overnight… we had to find 

a way to operate in a completely different 

environment” (ICCB-26) 
Table V - Representative Data for Theme: “Nature and Content of Decisions” 

 

Operational Dysfunction 

“Operational dysfunction” was a theme that emerged early on and dominated all of my discussions 

with organizational members in their recalls of the pre-merger period. Specifically, when 
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organizational members were asked to describe how they experienced the early days following the  

announcements to proceed with the merging and restructuring of their organizations, under the 

rules and restrictions set by policymakers, the one thing that was common to all of their recalls 

was the dominant sense of chaos and confusion. This was attribu ted to the unexpected and 

unprecedented nature of these decisions, as well as on the urgency to proceed with required actions, 

which left little time for preparation.  

As it was mentioned, the fact that all organizations which constituted the new entities of Fin Bank 

and Deposit Bank were already experiencing significant operational failures that restricted their 

ability to meet capital and other regulatory requirements, meant that the disruptions they had to 

face in terms of their applied business models would be extensive and would affect them for a very 

long period of time. This was evident both in Fin Bank and in Deposit Bank, since, as it was stated 

by organizational members and recorded in various documents, one of the main reasons that led 

their failures was their inability to enforce a sound business model that would be based on best 

banking practices and would comply with regulatory guidelines and standards. In this sense, the 

redefinition and reformation of the principles and processes that guided the work performed in 

these organizations was one of the key milestones that had to be managed. Yet, the route towards 

its achievement was nothing but easy and that was something that organizational members firmly 

grounded in the nature and content of the decisions involved in these restructuring efforts.  

Specifically, the need to reconfigure and reinforce their internal infrastructures within predefined 

and strict timelines strained the existing operational context in unparallel ways. In their 

descriptions of the merging process organizational members reported prolong periods of inactivity 

and confusion regarding the execution of even simple everyday tasks, while as they recalled, all 

major projects and programs were officially suspended. In addition, as it was stated, everything 

they knew up to that point, even the basic principles of banking as these were practiced in each 

constituting organization, were made obsolete, due to the major inefficiencies and accumulated 

risks that were created as a result of their application during the pre-crisis era. In this sense, it was 

clear from the beginning that in order for the new entities to be made viable there had to be a 

change in the way that these organizations would manage new business as unified entities, but 

most importantly in the way that they would manage their legacies and the accumulated problems 

that were created in the quality of their individual portfolios.  



139 

 

Further, as it was noted by organizational members during their descriptions of the early days 

following the announcement of involved decisions, there was a dominant feeling that the guidance 

and support they received on how these organizations would move forward were insufficient the 

least, while emphasis seemed to be diverted in sorting out emerging financial and tech nocratic 

issues. Even in cases where they were provided with a timeline regarding the implementation of 

the new set up, which essentially included the enforcement of various corrective measures and 

actions, they reported the lack of a clear pathway that would help them achieve the massive and 

concurrent changes outlined in their individual restructuring plans. This was evident in their 

reports regarding the progression of these plans, where they defined initial implementation 

attempts as a “trial and error” process. As they stated, there were many times that a specific 

milestone would be set, without any consultation whether the existing infrastructure could support 

its implementation, which created an unmanageable workload that strained their emotional health 

and their work relationships with their fellow co-workers. Additionally, the forcefulness of these 

decisions and their accompanied changes left them in an emotional strain which influenced their 

productivity and morale and, in some cases as they reported, even their physical health.  

In the case of Fin Bank organizational members stated that the decisions imposed on these 

organizations led to a “paralysis” of their operations and made their work feel “mechanistic”, 

since the new restrictive context imposed by policymakers did not allow for any business 

developments that could in any case jeopardize the success of the restructuring plan. As they 

recalled, they would only engage with very specific activities and routines, until final decisions 

and detailed action plans were made. This was a common characteristic of the two cases, which 

was also reinforced by a widespread reluctance to take initiatives or act in any way that could put 

them in a disadvantageous position, as organizational members experienced unprecedented levels 

of workplace stress and fear over their job positions.  

This situation was further intensified by the changes that were implemented in the management 

structures of these organizations that included both a change in their BoD and senior executive 

teams, as well as to other major changes in human resources, caused by the enforcement of a series 

of voluntary redundancy schemes, accompanied by continuous internal movements of personnel. 

The enforcement of these practices and in particular, the application of voluntary redundancy 

schemes was, as reported, a practice favored for many years in the sector that helped in achieving 



140 

 

the cost reduction goals set by concerned management teams. Most importantly, these practices 

were also supported by involved trade unions and the employees themselves, as they allowed for 

job rotation, in the case of internal movements, while for the voluntary redundancy schemes, they 

provided exceptional benefits for anyone who for any reason sought to exit these organizations. 

However, organizational members argued that at the specific point of time the target numbers set 

were inevitably too high, which led to a “mass exodus” of personnel. In their view this caused 

unprecedent disruptions in the overall functioning and operational effectiveness of the new entities, 

both due to a perceived loss of key skills and experiences, but also, due to a perceived loss  of 

support among fellow co-workers. Especially in the first of these attempts, it was repeatedly noted 

that individual management teams had not set any restrictions or selection criteria that could 

minimize these effects.  

Further on, as it was reported, the development of new business units, required to support the new 

set up, signed the beginning of a period characterized by extensive internal movements of 

personnel, while there were cases where the newly assigned executive teams proceeded with a 

series of external recruitments that aimed to fill perceived gaps. These practices were common in 

both cases under investigation, yet the recruitment of external candidates was a practice more 

emphasized in the case of Deposit Bank. Specifically, for the case of Deposit Bank, organizational 

members expressed strong concerns regarding the progression of their restructuring plans, as they 

experienced strong biases from their new management with regards to their skills and 

qualifications that were deemed as inadequate to help the new organization towards the 

achievements of its goals. Organizational members repeatedly stated that the existence and 

preservation of these biases inhibited decision-making processes which inevitably led to 

operational ineffectiveness.  

These changes performed in the organizational structures of Fin Bank and Deposit Bank reinforced 

an already disintegrated context and caused severe disruptions in existing communication 

channels, by breaking the linkages that sustained the flow of information. Eventually, the practices 

that were enforced by the new executive teams, along with the imposition of a new operat ing 

context, created fragmented knowledge bases across the different business units. Organizational 

members reported that for a very long period they had absolutely no idea to whom they should 

address emerging work issues as reporting lines became severely  disrupted, while the insecurity 



141 

 

that spurred as a result of these practices constrained their willingness to engage into constructive 

work interactions that could help the new entities move forward. This situation contradicted their 

descriptions of the pre-crisis era which were repeatedly used as a way to stress the differences 

between their past and current experiences.  

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “We lost significant knowledge from the 

organization cause the voluntary redundancy 

schemes imposed were not targeted. They were 

open to anyone who was willing to take them. 
Those who felt strong accepted them and left the 

organization. So, we lost a lot of people with 

significant knowledge.” (IBOC-1) 

 

▪ “There were a lot of problems with the 
placements that were made. HR had to take 

action and place people who were willing to 

take on responsibilities.” (IBOC-2) 

 

▪ “With the voluntary redundancy schemes there 

were gaps. Unfortunately, we lost a lot of young 
people who held key positions from both sides 

as well as people who might be older in age, but 

they had a lot of experiences and you could 

count on them for pulling a team together.” 

(IBOC-10) 

Interruption in 
existing networks as 

a result of HR 

activities and 

practices 

Operational 

Dysfunction DB ▪ “The way things happened was kind of abrupt. 

You could see all previous management being 

downgraded and a new management being 
appointed who did not know but took decisions. 

That inevitably led to wrong business decisions 

but also in an alienated and dissatisfied 

personnel.” (ICCB-3) 

 

▪ “A lot of new positions were created which they 
wanted to fill with external recruitments. They 

did not give the chance to people inside the 

organization to apply for these positions 

depriving them the opportunity to use their skills 

and experiences so as to help the organization 
face the challenges ahead.” (ICCB-7) 

 

▪ “We lacked necessary organization and 

training of personnel. They were moving people 

around without any training… Everything 
happened so fast there was no planning and no 

correct organization…” (ICCB-8) 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

 
▪ “I think what was wrong was not the 

communication of changes and how they had to 

be implemented. That is one issue which could 

be resolved by giving out, publishing a 

newsletter with the required information. What 

was actually wrong was the treatment of the 
employees themselves.” (ICCB-9) 

FB ▪ “There are significant changes and as a result 

there is a continuous need for training. If you 
don’t train people, they won’t bother not 

because they don’t want to, but because they 

don’t have the time anymore.” (IBOC-16) 

 

▪ “At the beginning we only did what was 
necessary and just some basic tasks…We must 

say that the way we used to work was different 

as the purpose for which we worked was also 

different.” (IBOC-18) 

 

▪ “Our productivity went down not just because 
of the confusion that existed at that time but also 

because the operations of the bank changed, as 

a result of the restrictive measures that were 

imposed. We could not operate like a normal 

bank and that was something that continued for 
quite some time.” (IBOC-20) 

 

▪ “We had to work under new rules and 

guidelines that had nothing to do with what we 

considered as ‘normal banking’ up to that 
point.” (IBOC-31) 

Emergence of new 

requirements as    

policymakers set 

stricter operating 

guidelines  

DB ▪ “There were increased, or even undue demands 

and requirements which I believed were the 

outcome of incorrect planning. The situation 
was out of control due to ineffective planning 

and lack of adequate support to critical business 

units.” (ICCB-1)  

 

▪ “We had to change a lot of things in the 
practical aspects of our work in order to be able 

to meet new requirements.” (ICCB-6) 

 

▪ Our workload multiplied… Even to this day 

there are people who haven’t incorporated all 
the changes that need to be incorporated. Some 

still need to read through manuals others call us 

for support.” (ICCB-13) 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

▪ “The new operating framework imposed meant 
that new requirements emerged…Suddenly, it 

was evident that we did not have the right people 

who could help us meet these new regulatory 

requirements.” ICCB-30 

FB ▪ “Suddenly we lost the security we had since we 

now had to work with new people who we did 

not know. Before we were all connected to each 

other but now we were forced to meet people all 

over again.” (IBOC-4) 
 

▪ “Even though we were a big organization we 

knew each other. It was so easy to know who the 

key people were who could help you do your 

work more efficiently. Whatever we needed we 
knew where we could find it and that made our 

work so much easier. Now things take time… to 

build this kind of relationships.” (IBOC-10)  

 

▪ “The truth is that when we wanted to 

communicate with someone, we went into our 
telephone directory to check if there was 

someone we knew, or someone who was from 

our side – someone whom we spoke the same 

language.” (IBOC-19) 

 
▪ “There were problems between various 

business units in terms of their coordination. 

That was the problem. Before things were 

simpler and clearer. After the merger people 

were confused. Those who are older know who 
to contact however the truth is we experienced a 

mess in our communication to each other…” 

(IBOC-28) 

 

▪ “There were problems among people, 

relationships and issues related to 
communication. People had to learn how to 

work differently and that influenced their 

overall performance and productivity.” (IBOC-

27) 

Fragmented 

Knowledge and 

miscommunication 

DB ▪ “We had no direction. The only things that kept 

us on track were the deadlines. This inevitably 

influenced our productivity as we spend time 

doing one thing to discover later that either that 
it wasn’t so important or that someone else was 

doing the same thing as us. It was common for 

two business units to do the same thing or for 

two business units to provide completely 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

different presentations for the exact same 
thing… We had to ask each other to see what 

was going on – there was no right 

coordination.” (ICCB-2)  

 

▪ “Everything was done in a spasmodic manner. 

People at the first line were waiting for answers 
to critical business questions and no one could 

help them…nothing seemed to work. The 

organization was in a state of malfunction.” 

(ICCB-4) 

 
▪ “We worked separately as if we were different 

organizations. Instead of saying “we” we said, 

“business unit X” and “business unit Y”. 

(ICCB-22) 

 
▪ “It was like a broken chain. I used to send whole 

documents with suggestions on how to improve 

certain things and I never received an answer 

for most of them…. There should be 

communication channels, in order to for us to 

understand what was going on. This made us 
feel isolated… and imagine if me who I am a 

cluster manager felt that what was like for first 

line employees.” (ICCB-24) 

Table VI - Representative Data for Theme: “Operational Dysfunction”  

 

Disordered Sense of Collectivity  

The disruptions that occurred in the operational functioning of these organizations, as a result of 

the nature and content of imposed decisions, also had an adverse effect on organizational members’ 

sense of collectivity. This disorder in their ability and willingness to act as a collective was a theme 

that became evident in their descriptions as a “side-effect” of the emotional strain they experienced 

during the pre-merger and merger periods, as their organizational life was undergoing severe 

changes that transformed everything they held steady and secure. For instance, they experienced 

changes on the way they performed their everyday tasks, the way they communicated and 

interacted, even the way they realized their own positions in their organizations. This “side-effect” 

emerged out of their interpretations of various incidents, actions and decisions that occurred during 

the specific period, the primary of which involved the merging process itself, as each group 

confronted its merging partner(s). However, equal emphasis was given on the attitudes and 
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approaches assumed by the newly appointed executive teams, during the course of the two 

integration and restructuring processes.  

As organizational members of Fin Bank and Deposit Bank noted, the operational para lysis that 

emerged as a result of enforced decisions greatly influenced internal prioritization processes. In 

both cases it has been stated that executive teams tried to concentrate efforts and support actions 

that minimized the impact and disturbances of these decisions in business operations, with 

emphasis being on the areas that influenced regulatory requirements and customer service. 

Specifically, the newly appointed executive teams were mandated to manage what was described 

as an “unprecedent situation”, filled with the diverse interests of key external stakeholders, like 

the regulatory authorities, policymakers, customers and the enormous media attention.  

Inevitably, this situation created a context where technical aspects received most attention, 

especially issues related with the effects of these decisions on customers and the industry as a 

whole, leaving little room for issues related with the well-being of the personnel of the two new 

entities that were formed. As far as organizational members were concerned, the “softer” aspects 

of the mergers and the changes that were imposed were systematically overlooked, and that partly 

stemmed from a “burden-sharing” notion which considered the workforce as part of the problems 

that led constituting organizations to trouble. As it was frequently mentioned, at many instances 

they felt that the new executive teams approached them with hesitation, sometimes even with 

suspicion as they encountered various issues related with their daily work routines. In fact, through 

their descriptions there was a prevailing notion that the new management teams considered the 

cultures and mindset of the workforce of these organizations as part of the problem that needed to 

be resolved.     

In the case of Fin Bank, organizational members stated that during this period they experienced a 

strong sense of neglect, while feelings of alienation and estrangement prevailed. They consistently 

compared their current situation with the previous state of affairs, where, as it was argued, the 

notion that their individual organizations acted in ways that fostered their well-being and protected 

their interests has collapsed. This concern, which was common for both AC Bank and WD Bank, 

was translated in many forms like the development opportunities they were offered during the pre-

crisis era, the pride and satisfaction they felt in their profession, all of which peaked in their 
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statements of viewing their former organizations as being part of their families. On the contrary, 

the current situation left no room for such feelings. As it was stated, they felt abandoned and 

betrayed, both by their former managements, but also by the system itself which supported and 

maintained the policies and practices that led their individual organizations to failure. They had 

lost their trust and that was something that extended to their workplace relationships, severely 

influencing their willingness and motive to act collectively.  

In the case of Deposit Bank organizational members expressed similar feelings, as the new 

executive team proceeded with the implementation of the provisions of their individual 

restructuring plan. As it was mentioned, feelings of alienation and work disengagement dominated 

their daily work lives and had a consequential effect on their overall productivity and morale. In 

their case, this situation was further reinforced by the new recruiting strategy set by the newly 

appointed management which favored external candidates for filling key positions, since there was 

an underlying notion that internal resources did not satisfy new requirements. This was perceived 

as an attack towards their principles and values, which speared introversion and restricted the 

formation of constructive work relationships, both among members coming from the various 

merging entities, as well as between them and the “newcomers”. Again, in their statements they 

expressed feelings of mistrust and ambiguity, which led to great confusion and stress. Most 

importantly, as they reported these feelings had at many instances restricted their ability to act in 

a coherent and collective manner.  

Overall, organizational members of both cases reported a lack of attention to the emotional and 

psychological impact of imposed changes, with critical consequences on the successful 

implementation of their individual restructuring processes. As it was reported, the time constrains 

and the forceful nature of the decisions involved, had caused the emergence and development of 

certain behaviors and attitudes that further strained the already disrupted social context of the new 

organizations. The excruciating time limits and the various restrictions that were imposed 

regarding the implementation of imposed changes, left them feeling uninformed and disconnected, 

while as they reported stress, anger, disappointment, fear and a profound sense of insecurity 

dominated most of the pre-merging and merging periods. 
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More than any other theme, the existence of these feelings led to reduced productivity, which 

consequently influenced organizational members’ performance, as the extended fear of losing their 

jobs provoked their unwillingness to take any initiative or responsibility, or to be held accountable 

about decisions influencing everyday work. In other instances, these feelings led to the emergence 

of more aggressive behaviors of opposition and conflicts, strengthening the forces of resistance to 

change initiatives, as organizational members questioned and challenged ‘the new order’. This 

questioning concerned both the motives that guided the imposition of various policies that altered 

the way things were done so far, but also the decision-making processes regarding the way through 

which these organizations should move forward in the post-crisis era. In their descriptions 

particular emphasis was given on the decisions involved with the selection and retainment of 

existing practices, symbols and other artifacts that were part of each individual merging entity. 

Especially, in the case of Fin Bank, these processes were major issues that kept surfacing on 

organizational members’ descriptions, perceived to be a signification of dominance and control.  

In general, the emotional strain that organizational members suffered during this period and the 

fact that this was presumably left unhandled by the new management teams triggered power 

struggles, political and antagonistic behaviors that disintegrated the social bonds that promoted 

cohesion, support and empathy, all of which were perceived to characterize the pre -crisis eras. 

This was a common contextual characteristic of the two cases that contradicted organizational 

members’ perceptions of their past, which in some cases they came to idealize it in order to 

emphasize the impact of these decisions on their daily work lives. In their eyes the new situation 

resembled a “jungle” and in many cases that left them feeling completely overwhelmed.  

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “The executive team just gives orders. They 

don’t care about the people; they only see 

numbers. They don’t care who works at the 
branches; they care about the targets and the 

numbers. All of these branches that closed were 

just statistics and numbers.” (IBOC-2) 

 

▪ “The goal was first to sort out the numbers and 

then the personnel and its emotions. These were 
considered minor things – as an employee we 

did not expect any support, we knew how 

difficult the situation was… we were like a 

Technical aspects 

received highest 
priority. A sense of 

neglect of managers 

for employees.    

Disordered 
sense of 

collectivity 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

sinking ship, everyone was running for his life.”  
(IBOC-9) 

 

▪ “As far as providing support for the staff – that 

was an area we didn’t do well. There was no 

psychological support neither to people from 

AC Bank nor to people coming from WD Bank... 
Each middle manager had to bear the burden to 

support his/her own employees, however there 

was no one to support us.” (IBOC-11) 

 

▪  “The power of an organization are the people 
in it. That was something which the Bank always 

emphasized in the past.” (IBOC-19)    

 

▪ “The bank used to work at a different pace, with 

a different culture which was closer to the 
workforce. This culture is gone – both the 

customer and the employee are just numbers.” 

(IBOC-27) 

DB ▪ “I had no one to help me or to guide me 
through… I was on my own… truly on my own.” 

(ICCB-18) 

▪ People were screaming… ‘we don’t want to 

apply this change’ (referring to the 

implementation of a new service). ‘We want to 
go back to the way we used to be’. Some of them 

were crying. So, I stood up and ask for 

permission to talk. I felt that someone had to 

support these people. They had the need to feel 

that they could find support on those who 
manage them, that they were there to do their 

best.” (ICCB-20) 

 

▪ “The way the management acted they created a 

distance with their employees. How do they 

expect me to work and be productive? They 
created a wall among us.” (ICCB-24) 

 

▪ “I wanted to feel that the personnel were given 

the right attention… Sometimes I felt that they 

neglected the employees.” (ICCB-27) 
 

▪ “There were people who felt disappointed, 

people who were marginalized without any 

apparent reason. We made a mistake in the way 

we handled some cases…” (ICCB-30) 

FB ▪ “In my business unit there was a lot of 

competition…we were killing each other. This is 

Emergence of 

antagonistic 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

not who we used to be. We used to be a team, a 
family.” (IBOC-2) 

 

▪  “That old team spirit was gone. Everyone was 

looking after him/herself. There was a division 

among us, competition, self-promoting 

behaviors. No one was concerned with these 
issues. They thought that time would do the trick 

and that these issues will vanish by themselves.” 

(IBOC-5) 

 

▪ “You could see everyone being hesitant. That 
friendly spirit that we used to have wasn’t there 

anymore. Is that continuous stress, the 

uncertainty… we only kept things at a 

professional level. Those relationships we had 

before disappeared.” (IBOC-10) 
 

▪  “We had to keep things to ourselves. Your death 

was my life… that was a great problem. People 

was concerned. They had to take care of 

him/herself.” (IBOC-12) 

 
▪ “There were issues of trust among employees. 

Some believed that their positions were in 

danger that our survival was at stake. This 

situation led to conflicts.” (IBOC-16) 

 
▪ “In such a competitive environment everyone 

was acting defensively.” (IBOC-21) 

behaviors and 

individualism. 

DB ▪ There was this concern that we had to prove 
ourselves, our skills and knowledge. This 

insecurity made people act competitively. 

(ICCB-2) 

 

▪ There was no team spirit or support towards 

each other. That was something we felt strong 
especially at the early stages of the merging 

period. (ICCB-10) 

 

▪ “The most important thing was trust. We often 

heard that there are misunderstandings among 
people that had to do with the way they behaved. 

The truth is we had to be careful, too much trust 

is never a good thing.” (ICCB-11) 

 

▪ “Before we used to work in a friendly, 
supporting environment. We were a small team, 

we all worked at all positions and we helped 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

each other. I wouldn’t go home unless everyone 
finished his/her work. If I had a problem, I 

would call my manager without second thoughts 

to discuss what was going on. After the merger 

that was gone.” (ICCB-18) 

FB ▪ “The banking sector has completely changed. 

We used to think that we had a steady and secure 

job but now everything is uncertain. I was 

scared that we would be left without a job.” 

(IBOC-3) 
 

▪ “That was a really bad situation. As soon as 

people from WD Bank came to our unit I felt like 

they had just had a car accident. That was how 

shocked they looked like.” (IBOC-14) 
 

▪ “Right or wrong we used to think our job was 

secure. Suddenly, we were in the streets 

protesting for our job rights.” (IBOC-15) 

 

▪ “I cannot describe how upset we were. I don’t 
want to think what happened then. It was very 

difficult. I had lost my sleep… I was wondering 

should I leave, or should I stay… that insecurity 

caused great turmoil...” (IBOC-18) 
Profound sense of job 
insecurity in a strong 

unionized sector. 
DB ▪ “There was that enormous feeling of insecurity. 

The way things happened, there was not enough 

information. That caused me fear of losing my 

job but also anger cause some people came and 
took some positions in the organization which I 

believe they shouldn’t.” (ICCB-1) 

 

▪ “People were reacting due to the insecurity they 

felt and that inevitably influenced the way we 

operated. Most did not trust the new executive 
team so the only way to feel secure was to 

involve the trade unions.” (ICCB-2) 

 

▪ “There was this profound feeling of uncertainty 

which emerged out of agony regarding the 
security of our job positions.” (ICCB-5) 

 

▪ “That was a very difficult situation for us, like a 

rough landing process. The truth is we have 

never thought that we wouldn’t retire from these 
organizations.” (ICCB-6) 

FB ▪ “People were afraid to take responsibility; 

everyone was sending applications to a higher 

Issues of 

responsibility and 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

level for authorization. This created a lot of 
problems in our work…” (IBOC-2) 

 

▪ “People are scared… In my branch I had 

bankers, people who were very experienced and 

they would ask about everything.” (IBOC-4) 

 
▪ “With regards to the operational aspects there 

was a lot fear in taking responsibility. These 

events made people to feel afraid to take new 

initiatives and responsibilities.” (IBOC-6) 

 
▪  “Everyone was trying to protect his/her work. 

If you said something which could bring you in 

a disadvantageous position you could be thrown 

out…” (IBOC-21) 

 
▪ “There wasn’t anyone to take responsibility and 

say let’s do this. It was like who are you, who 

am I, where are we going?” (IBOC-25) 

accountability 
relating to the pre-

crisis era. Old culture 

as ‘scapegoat’.  

DB ▪ “People were scared to take even the slightest 
responsibility. Most of these people felt so 

scared and insecure.” (ICCB-16) 

 

▪ “At the initial stages of this period we were seen 

as common thieves – this is how we were 
handled” (ICCB-24) 

 

▪ People went to work, and they were either 

killing each other or they were afraid to touch a 

pencil. We killed our first line…those people 
who should grown your business. We also killed 

human relationships. (ICCB-26) 

 

▪ After the events and for a very long time we used 

to feel like a foreign body. No one would ask us 

anything, we were called names, we faced great 
hostility. The work we did during the merging 

process was not appreciated. We had to be 

extremely careful. (ICCB-28) 

 

▪ I think that there was this feeling that those who 
were part of these organizations were also part 

of the problem… Especially, during the early 

stages some people felt marginalized. (ICCB-

30)  
Table VII - Representative Data for Theme: “Disordered Sense of Collectivity” 
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Sub-cultures  

The fact that many of the “softer’ issues involved with these change processes were perceived as 

being ineffectively and inadequately managed, created two entities which even though they were 

legally integrated, internally there was a persistent view that they acted in a fragmented way. This 

fragmentation extended far beyond organizational members’ expressed spirit of collectiveness and 

influenced the way decisions were made, as well as the way things were understood and done 

during the execution of daily work tasks. Mostly, this fragmentation became evident in 

organizational members’ descriptions regarding their daily work, through the use of divergent 

symbolic and substantive elements, which represented scattered parts of their individual pre-

merger cultures. This lack of consistency and uniformity, which in some cases was still evident 3 

years after the initial announcements to proceed with the implementation of the specific 

restructuring plans, gave rise to the theme of “Sub-Cultures”, which was used to describe these 

perceived differences between the various merging partner(s) that constituted Fin Bank and 

Deposit Bank.   

As it was expected, the strongest of these variations were reported during the initial stages of the 

pre-merger period, where organizational members felt overwhelmed from the shock and strain that 

followed the announcement of imposed decisions. At that time, even the possibility of working as 

integrated entities was considered unthinkable, as organizational members reported extensive 

differences with regards to their prospective merging partner(s). These perceived differences made 

the articulated merging plans to look unmanageable, complex, even irrational in the eyes of 

organizational members, who expressed strong doubts regarding the success of the two initiated 

integration processes.  

In the case of Fin Bank, organizational members from both sides of the dyad stated that even the 

thought of this integration made them feel nervous and stressed, as it prac tically involved the 

merging of two past competitors which, in their course of time, they have managed to establish 

strong distinctions in the way they were governed and in the way they operated. For members 

coming from AC Bank there was a prevailing notion that the overall culture and mindset that 

governed their organization was contradictory to the ones of WD Bank and any attempts for 

integrating the two equaled a contamination of their own principles, values and other valuable 

artifacts that were inseparable of their pre-merger culture. The same notions applied for WD Bank 
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who thought that the merger downgraded them as professionals, since they considered their 

merging partner as an outdated and bureaucratic organization that did not match with how they 

used to act and perform.  

Specifically, organizational members of Fin Bank, during their descriptions of their pre-merger 

and post-merger organizations, they concentrated on three main areas to highlight these 

distinctions. The first involved their different use and appreciation of technology during the 

implementation of daily work processes, the second their different use of language, symbols and 

prevailing terminology and finally, the different governance and decision-making structures that 

were applied. As members from both sides reported, it was evident that WD Bank had a better 

appreciation of technology than AC Bank and that became obvious even in the ways that people 

in the organization choose to communicate and interact. This revelation through the so cial 

interaction of organizational members was also seen in terms of the language and terms they used 

to refer to the same item or work process. Surprisingly, even 3 years after the merger was 

completed there were people who used different terminology to refer to the exact same thing, 

despite references in official circulars, and that would be a term that resided within their pre-merger 

cultures. Finally, their perceived distinctions in terms of the governance and decision -making 

structures was perhaps one of the stronger ones, which, at many instances, became a source of 

conflicts and tensions. As organizational members reported, their different appreciations of 

hierarchy, job positions, segregation of duties and of issues related with employee accountability 

were of great concern to them since they influenced the way decisions were taken as well as the 

way work teams interacted and functioned during the execution of their newly assigned tasks.  

Similar views were also recognized in the case of Deposit Bank, since organizational members of 

the various entities considered their merging as an extremely complex process with unknown 

consequences and outcomes. They based this assumption on the significant differences that existed 

between the various constituting partners, in terms of their size and geographic coverage which 

they inevitably, extended in their culture that dominated in each of these organizations, to the skills 

and qualifications of the workforce of each entity, their attitudes and overall mindset. Additionally, 

analysis of the history of these entities and of the descriptions of organizational members regarding 

the pre-crisis era revealed that these organizations were characterized by an exaggerated localism, 

with each one of them having strong connections and bonds with the region it served. However, at 
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the time of the announcement of the merger this connection turned to be dangerously restrictive, 

since none was willing to abandon its “kingdom” nor to accept the imposition of the new order 

since this was believed to depreciate their autonomy and distinctiveness. As organizational 

members stated, the notion to consider these organizations as their “kingdoms”, especially by their 

former managements, created an attachment to the old culture which elevated complexity and 

inhibited the entire integration attempt.  

Following the events of the announcement and as we progressed into the merging period, 

organizational members from both cases recalled that significant issues were raised once 

employees from different merging partners were called to work together in the unified business 

units. In the case of Fin Bank most described these instances as “collisions”, as members from 

each constituting partner tried to impose their own “way of doing things” in an effort to create a 

sense of dominance and security that could safeguard their position in the new entity. Suddenly, 

the preservation of symbols, systems and other artifacts became major issues perceived to signify 

the level of power and control that could be exerted on each other. On the other hand, the 

abandonment of these artifacts was viewed as a recognition of past-mistakes and omissions which 

was thought to put members of the specific group in a disadvantageous position.  

In the case of Deposit Bank, organizational members responded to the centralization process that 

followed their restructuring with great doubts, especially with regards to the motives that guided 

involved decisions. As it was stated, these doubts soon turned into “denial” with each group 

continuing to work separately, as if the merger never happened. This situation of disintegration 

and miscommunication that some symbolized with the “Tower of Babel” was partly attributed to 

the underlying resistance demonstrated by various strong, larger-size merging partners that aimed 

to enforce their way of doing things, in an attempt to gain control over their smaller-size merging 

partners and gain influence over the center. This was further reinforced by the perceived separation 

and distance that organizational members felt with the decision-making centers established in the 

new centralized business units. As it was stated, the inability and reluctance of the newly 

established central units to impose consistency in practices across all business units that constituted 

the new entity gave ground for the preservation of practices and attitudes that resided in their old 

cultures.  
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Overall, in both cases, the existence of these discrepancies, highly reflected in the practices that 

were used by organizational members during the execution of their daily work tasks, further added 

to the operational dysfunction, creating a context characterized by fragmentation, ambiguity and 

confusion. This situation was strengthened by dominant perceptions that linked the preserva tion 

of various distinguishable elements of the pre-merger cultures of these organizations, both 

symbolic and substantive, with a perceived notion of power and control, as organizational 

members considered their preservation an indicator of dominance. As o rganizational members 

recalled, the presence of different and sometimes even conflicting cultures, was a strong contextual 

characteristic that was summarized in all the “us and them” statements that were made at every 

opportunity in their daily interactions, during the pre-merger and merging periods.   

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “In cases where there were managers coming 

from AC Bank you could see that their culture 

prevailed. In cases where there were managers 

coming from WD Bank you could definitely see 

that their culture prevailed in their units.”  
(IBOC-3) 

 

▪ “We were sitting next to each other doing the 

same thing and when we discussed it, we 

realized that we had a completely different 

understanding of our work.” (IBOC-10) 
 

▪ “At the beginning discussions mainly revolved 

around the notions “we didn’t do this” or “we 

didn’t do it this way”. At some point I told them 

you need to stop acting this way. It is as if you 
are married and you are still thinking of your 

ex.” (IBOC-19) 

 

▪ “In many cases there were power struggles, 

because no one was willing to admit its 
weaknesses. At the beginning it was very 

difficult and only if you really trust the other 

party you can admit your disadvantages. For 

this reason, some parts of the organization faced 

great difficulties during their merging.” (IBOC-

24) 
 

▪ “It was obvious that each was trying to impose 

its own practices and way of doing things.” 

(IBOC-31) 

Perceived differences 
in culture expressed 

through the 

application of 

inconsistent work 

routines “We did it 

differently”.  

Sub-cultures 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

DB ▪ Everyone was doing its own thing. There were 
some which felt stronger and took their own 

decisions, other wanted more guidance. They 

were calling at the center and we had no clear 

answers for them. (ICCB-2) 

 

▪ “There were so many differences among these 
entities – each had its own procedures. At that 

time there might be common guidelines but 

there were so many different things to consider. 

That created many operational issues.” (ICCB-

6) 
 

▪ “You realize that the merging of so many 

different entities was a very difficult task. We 

had different cultures, different mentalities, 

people with different backgrounds… things 
were very difficult and that definitely influenced 

the operational effectiveness of the new entity.” 

(ICCB-23) 

 

▪ “In the same position you could have 5 

employees each was thinking his/her own way. 
‘But we did this differently’ was the only talk we 

had. It took us a very long time to get over 

this…We were so many different organizations, 

each having its own way of doing things, its own 

culture, its own procedures. Suddenly, we all 
had to do the same thing yet there was no clear 

direction how we should proceed.” (ICCB-24) 

 

▪ It was clear that everyone had its own culture 

and its own way of doing things. Some were 
more professional, others had different 

experiences. It was very difficult to 

communicate with them. (ICCB-27) 

FB ▪ “There was a language issue. There are some 
words… that define where we came from. I have 

a colleague that even to this day he had not 

answer the phone and say the words “AC Bank” 

…that says a lot.” (IBOC-19) 

 
▪ “I wish this thing (merger) never happened. I 

don’t think we learned anything new…it only 

made pour everyday work more complicated.” 

(IBOC-20) 

 
▪ “Things changed we had to work in a new 

reality. Each one of us was trying to keep some 

Nostalgia – 

attachment to old 

practices  



157 

 

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

of the good things of the past but it’s not easy. 
Things changed a lot.  

 

I cannot say that we are the way we were before 

the crisis. I wish we could become even better 

because even though mistakes were made, we 

still had good coordination and collaboration 
among us.” (IBOC-28) 

 

▪ “You could see that different way we used to 

work even in simple things like the various terms 

we used during our everyday work.” (IBOC-31) 

DB 

 

▪ “Before the merger everything was 

smooth…sometimes we remember how nice it 

was before all these…look at us now.” (ICCB-
8) 

 

▪ “I wish things were like the old times – however 

these are the facts now, we have to find a way to 

make it work.” (ICCB-12) 

 
▪ “After the changes there was so much 

bureaucracy so much paperwork and much of it, 

I think might be with no reason. We weren’t like 

this before.” (ICCB-14) 

 
▪ “If it was up to me, I wanted to go back to the 

old days. It wasn’t perfect but things were less 

ambiguous, we had clear guidelines and 

directions.” (ICCB-20) 

FB ▪ “This “us and them” attitude was the worse. 

For instance, when people from AC Bank came 

to our premises, they made signs that stated: 

“Here are the teams of AC Bank”. There were 

many times where I thought that I should have 
left.” (IBOC-8) 

 

▪ “We were a good example of how things 

worked. However, there were cases which I 

would say were like horror stories. People 
wearing t-shirts with symbols, conflicts and 

struggles - these things did not help but 

unfortunately happened.” (IBOC-24) 

 

▪ We didn’t have any problems with the people 
who joined us. However, there were cases where 

that “us and them” attitudes were very strong. 

That created significant problems in the culture 

“Us vs Them” work 

attitudes  
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

of the unit. I must say that a critical issue was 
also who was running the team.” (IBOC-26) 

 

▪  “Practically, at the early stages, we were 2 

different banks sharing the same premises. As a 

manager you had to try to make this work as 

smooth as possible. Two banks that up to that 
point were competitors and people who up to 

that point were considered as our competitors 

were at your space and you had to handle their 

different attitudes and culture.” (IBOC-21) 

DB ▪ “Initially, after the merger there were cases that 

they did not proceed with an exchange of 

personnel among merging units. This meant that 

we were not given the opportunity to know each 
other and the way our co-workers worked. It 

was like we were still separate – each doing its 

own staff.”  (ICCB-8) 

 

▪  “The biggest problem was that we did not 

considered ourselves as part of the same 
organization. We saw each other and said: “you 

came from X institution and you from Y”. The 

worst part was that this also happened with 

people in the higher levels of the hierarchy.” 

(ICCB-16) 
 

▪ “In a situation like ours you cannot assume 

anything is simple. In my opinion there was the 

“top-down syndrome”. There was this 

impression that at the periphery we had the 
weak and at the center we had the strong and we 

forgot that it was those people who developed 

the business all those years.”  (ICCB-28) 

 

▪ “There was a giant gap between the center and 

the periphery. It was like two different pieces, as 
if we weren’t the same organization.” (ICCB-

30) 

Table VIII - Representative Data for Theme: “Sub-Cultures” 

 

Identity Ambiguity  

The profound scale of changes that these organizations had to undergo did not allow for their 

identity to remain intact. In fact, issues relating to their organizational identity became apparent at 

all stages of organizational members descriptions, starting from the pre-crisis era to the post-
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acquisition integration period, signifying the importance that was placed on how imposed changes 

influenced their daily work lives and inevitably, their underlying perceptions and understandings 

of ‘who we are as an organization’. In this sense, the emergence of the theme of “Identity 

Ambiguity” was to some extent anticipated, yet this anticipation was reinforced by organizational 

members themselves through their descriptions, associations and comparisons between their pre-

crisis and post-crisis organizational identities that were evident throughout their recalls.  

Early on, organizational members from both cases made strong and explicit statements of the 

deteriorating effects that imposed changes had on ‘who their organizations are’ versus ‘who their 

organizations were’. Either through the use of metaphors and symbols, like names, logos and 

colors or by referring to various facts, such as their new legal statuses, members of both Deposit 

Bank and Fin Bank stated that the scale and magnitude of the changes that their organizations had 

to undertake vanished their past organizational identities. Among those changes, the execution of 

the mergers and the alterations that had to be performed in their existing business models were 

considered the most critical, as they touched upon key aspects related with the purpose they served 

as independent entities. Essentially, these changes required a complete  redefinition of how 

business was contacted and how their purpose was fulfilled that radically departed from any past 

interpretations.  

In fact, in almost all of my encounters with organizational members there was an expressed, 

recurring feeling that “we no longer are who we used to be”, which seemed to remerge during 

their descriptions of various incidents that stretched across the spectrum of their organizational 

life. These incidents revolved around the implementation of their individual change programs, as 

their focus was naturally drawn to the execution of the mergers. However, what seemed to be 

catalytic in the emergence of the theme of “Identity Ambiguity” was the chaos that followed the 

implementation of involved decisions. In particular, this chaos and the associate disturbances 

which it caused in the social structures of these organizations did not allow for the articulation of 

a clear definition of ‘who these organizations were going to become’, as their aims shifted away 

from the development of business to the creation of a set up that could, first of all things, allow the 

fulfillment of the regulatory milestones that were set. This situation contradicted their past 

understandings and claims of ‘who their organizations were’, where the growth of their business 
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was their driving force and a point of reference that they used for the articulation of clear and 

strong identity meanings.  

In the case of Fin Bank, organizational members of both AC Bank and WD Bank consistently 

provided clear and strong referents of ‘who their organizational were’, prior the crisis. These 

referents included statements linked both to external and more formal projections of their 

organizational identities, as well as statements linked to their own internal perceptions and 

understandings, influenced by their personal experiences. For instance, members of AC Bank used 

expressions linked with their market position like, “We were market leaders”, as a way to draw 

the boundaries between their organization and other organizations operating in the sector, but also, 

as a way to express their pride and fulfillment for being part of this ‘achievement’. At the same 

time, they would use expressions like “AC Bank was an organization that cared for its people”, 

to underline the differences with their current state and the discrepancies that were created after 

the imposition of the new status quo. On a similar note, members coming from WD Bank made 

clear and strong statements of their pre-crisis organizational identity, although more emphasis was 

given on the internal aspects which they considered important. Such included their past-ownership 

statuses and claims linked with their organization’s preferred view of itself like “We were a foreign 

owned bank”, “We were a technology-driven organization” and “We were a customer-oriented 

bank”, that they used to demonstrate the skills and knowledge which were developed in their 

organization, as well as to highlight their past growth opportunities.  

In the case of Deposit Bank, organizational members of the different constituting partners also 

articulated clear assertions of their pre-merger and pre-crisis identities, most of which were closely 

linked with the background and history of their individual institutions.  In fact, these claims were 

at various instances supported by documents and archives that recorded the evolution of these 

organizations in the local market over the years. It thus became evident early on, that for members 

of Deposit Bank the history of their individual organizations was a significant aspect of who their 

organizations were, linked with the purpose they served and the close connection that each one of 

them had managed to develop with its own customer base throughout these years. As such, their 

pre-crisis identity claims included statements like “We were a humancentric organization”, “We 

were a traditional organization with specific guiding principles and values that go way back” and 

“We were an organization created to serve specific needs of our customers”.  



161 

 

What was noticeable however in their case, was the fact that at many instances organizational 

members used extensive comparison-based identity claims in their descriptions, with regards to 

other financial institutions operating in the local market, all of which were some variation of the 

statement “We were not like all other commercial banks”. These statements were used both in a 

positive or negative manner, yet they expressed the need of organizational members to set their 

organizations apart from the rest of their competitors by emphasizing their perceived differences, 

mainly in terms of their philosophy and their applied business models. These variations were 

critical for them as the new status quo opt for uniformity in practices across the sector, in an effort 

to ensure compliance with the new standards that were set. This meant that many of these aspects 

were either abolished or eroded, with consequential effects for their identities.  

The most noticeable of these statements was the fact that for both Fin Bank and Deposit Bank 

organizational members were able to provide well-articulated meanings of their pre-crisis 

organizational identities however, this ability faded as we moved on to discuss the merging and 

post-merging periods. It was at this point where the theme of “Identity Ambiguity” became 

stronger as organizational members turned unable to provide the same clear interpretations of ‘who 

their organizations are now’ or, ‘who their organizations are trying to become’, amid the changes. 

However, what seemed to remain constant in their descriptions of this period was that their 

organizations no longer were who they used to be, and that was the outcome of a constant 

assessment that occurred between their past and present situations. For organizational members of 

Fin Bank, the merger and accompanied decisions, indicated the erosion of their past organizational 

identities as they experienced changes in every aspect that was used to provide meaning, whether 

that was an internal or external reference. Even in cases where symbolic elements were sustained, 

like logos or colors, these were perceived as without content, since they could not find a substantive 

link to attach to them. For members of Deposit Bank this erosion was even stronger, as they  

experienced significant alterations in their existing business models that drove them away from 

their past and closer to a new operating model that was indistinguishable from the norms of the 

market.  

Further on, as organizational members from both cases stated, this situation was reinforced by the 

miscommunication and mistrust that followed the implementation of these decisions, which 

created a context of confusion and insecurity that dismantled the structures they used to provide 
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meanings to ‘who their organizations are’. In their views this situation not only meant the 

sustainment of an ambiguous context but also of an unproductive one, since at many instances the 

fact that they could no longer provide meaningful articulations of their organizational identities 

was perceived to be a threat to the potentials and viability of the new organizations that were 

created. In this sense the emergence of the theme of “Identity Ambiguity” was one of the strongest 

ones that encompassed many different aspects that inf luenced not only the progression of the 

integration and restructuring processes, but also the future survivability of the new entities that 

were formed. 

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “This organization is something 
else…something different from what we were 

before all these happened.” (IBOC-1) 

 

▪ “What we were is over. This is a new 

organization...” (IBOC-14) 

 
▪ “I have trouble to find words. If I had to do this 

before all that happened it would be so much 

easier, I would have so many things to say. After 

the merger everything was under construction… 

I think we hadn’t found our identity yet.” 
(IBOC-19) 

 

▪ “I felt like I was working in the best 

organization in Cyprus. Personally, I felt this 

organization as my home and that was 
something that many other employees felt 

too…Even people at the lower levels felt this 

way and that was our biggest asset.” (IBOC-28) 

‘Who we were’ no 
longer exists after the 

merger – comparison 

with past referents 

Identity 

Ambiguity 

DB ▪ “We used to be a bank that provided service to 
its customer base - the everyday people - and 

helped them meet their needs for housing, 

education as well as small businesses to meet 

their capital needs. After imposed changes we 

lost all that connection…” (ICCB-3) 
 

▪ “After the changes we are a completely different 

organization than the one we used to be. I wish 

we could stay to the old days.” (ICCB-6) 

 
▪ “Before the mergers there was this 

humancentric approach. Before the culture was 

different – the aim was to service your 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

customers. That was what set up apart. All these 
are gone…” (ICCB-16) 

 

▪ “We were trying to figure out who we are…” 

(ICCB-17) 

 

▪ “We were confused…we were trying to find who 
we were. Were we becoming bankers just like 

everyone else? The fact is that what we were no 

long exists.” (ICCB-24) 

 

▪ We vanished our logo and that was like we 
vanished our history…It’s like we were starting 

all over again while I think we could maintain 

some things that connected us with our 

past…We lost connection with our past for me 

this was wrong. (ICCB-25) 

FB ▪ “After the events of 2013 we were in a state of 

continuous change. That did not allow us to 

develop a new identity as an organization...” 

(IBOC-4) 
 

▪ “We had to understand that our past mentalities 

and the systems that supported them were gone. 

We were not the Bank that we used to be. We 

were no longer leading the market.” (IBOC-24) 

Imposition of new 

structures linked with 

the abolishment of 

past identity 

DB ▪ “With all these huge changes that happened, in 

such a short period of time I believe they have 

destroyed our sense of working as a 
humancentric organization.” (ICCB-1) 

 

▪  “Definitely with all these changes it would be 

difficult to sustain anything from the old days, 

including our old identity.” (ICCB-11) 

 
▪ “We said that we were a humancentric 

organization. We, who are part of the first line 

of business, can no longer see how we can 

support this statement anymore. We have 

stopped working locally and that was a part of 
our identity that is gone.” (ICCB-24) 

FB ▪ “At that point it wasn’t clear what they wanted 

this bank to be. I think they (management) were 
trying to figure it out.” (IBOC-8) 

 

▪ “Of course, it was no longer AC Bank…There 

were new shareholders…It was just a name. 

They were trying to build on the cultures of the 

Lack of content to 

“who we are as an 

organization” due to 

uncertainty  
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

two entities to create something new.” (IBOC-
22) 

 

▪ “It was really up to the management to give a 

direction. If they wanted it to be a new Bank with 

potentials, I believe we could do it. But I wasn’t 

sure what was the purpose and vision at that 
time.” (IBOC-31) 

DB ▪ “They (management) made certain efforts but 

that question was if those efforts had a real 
content or not? In my opinion they were without 

content.” (ICCB-6) 

 

▪ “I would say: “Account closed” …In the past 

we used to have certain values and principles. 
After the events we turned faceless.” (ICCB-23) 

 

▪ “I have not seen any other Bank to make 

advertisements just to say: “We are Bank X”. 

We did that and I really couldn’t understand the 

purpose. So, we were marketing a new logo, a 
new image to say what? In my opinion there was 

nothing substantive to say. We had turned into a 

faceless organization.” (ICCB-25) 

Table IX - Representative Data for Theme: “Identity Ambiguity”  

 

Identity Work as Remedy  

The period that followed the announcements of the merging and restructuring of Fin Bank and 

Deposit Bank was characterized as chaotic, while the progression of the four themes described 

above, as a result of the content and nature of imposed decisions, completely dismantled any sense 

of coherence, consistency and alignment in these organizations. Specifically, each one of these 

themes and all together had formed a context, which, according to organizational members, 

presented a threat to the survivability of the two new organizations that were formed, as they 

created two fragmented and disoriented organizations that had to withstand a long and severe 

restructuring process. In fact, as our discussions progressed into the integration phases 

organizational members made it clear that unless something changed, the two programs could end 

in failure.  
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This revelation was expressed through the agony that organizational members of both Fin Bank 

and Deposit Bank articulated with regards to the future of these organizations as well as their own 

future in them, as they started questioning whether the new entities could endure such 

transformative changes in a disrupted context. It was therefore important to understand what, if 

any, actions had been taken to alter this situation but also to understand how organizational 

members themselves perceived these actions, based on their interpretations of various incidents 

and decisions that were thought to influence the progression of their individual integration and 

restructuring processes. With these in mind, organizational members were asked to outline and 

describe the advancement of key integration and restructuring projects, as well as other significant 

decisions that had taken place at that period. At the same time, they were asked to assess the effects 

of these decisions on the issues raised during the pre-merging and merging periods that caused the 

disruptions they experienced.  

This led to the emergence of two themes (1) “Sensegiving via strategy formulation” and (2) 

“Sensemaking via Strategy Implementation” which represent the explicit and implicit efforts of 

various groups within these organizations to correct the disturbances caused, by providing new 

meanings to ‘who these organizations are now’ and ‘who these organizations  are trying to 

become’. Specifically, the emergence of these themes, both of which are explained in detail in the 

next sections, represent the efforts of the senior management teams to use identity work as part of 

the development of a new strategic direction, in an attempt to mobilize their workforce and gain 

the necessary support and acceptance in pursue of the new strategy. At the same time, their 

emergence also embodies the interpretation of these efforts by organizational members, who were 

asked to incorporate and enforce related decisions in the content of their daily work.  

It is noted that the emergence of these themes was something that occurred gradually, as we 

discussed the different stages of the integration periods in the two cases. Specifically,  at the initial 

stages of the integration period emphasis was mostly given in the processes of selection and 

retention of various symbolic and substantive elements that were considered important and could 

be used to provide meaning to ‘who we are as an organization’. At this stage, attention concentrated 

on various aspects that resided in the past of constituting organizations and were deemed necessary 

for sustaining the operations during these early integration stages. However, as the integration and 

restructuring processes progressed, attention shifted towards future developments that were 
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considered to be critical in defining ‘who these organizations are becoming’. In fact, the 

progression of the two themes followed a parallel route with the development and articulation of 

the new strategic direction, where in the case of Fin Bank that was expressed as the development 

of a modern financial institution that followed the digital transformation of the sector, while in the 

case of Deposit Bank that was expressed as the development of a financial institution that could 

act as an alternative choice for the local customer, through the provision of a comprehensive range 

of financial services.  

Most importantly, at all stages of the integration period, the interlink  between the processes of 

identity work and strategic management stood as the cornerstone for the elimination of the 

disruptions that were caused in the pre-merging period. Either at the beginning of this process, 

through the selection and retention processes or at its later stages, through the progression of new 

developments and the articulation of a new strategic direction, identity related processes were used 

as a way of concentrating efforts in moving these organizations forward. This gave rise to the 

overarching dimension of “Identity Work as Remedy” which summarizes the efforts and the 

interpretations of divergent groups in providing new meaning to ‘who these organizations are 

becoming’ as they tried to accommodate the immense changes that were imposed  to their 

organizations.   

1st order categories 2nd order themes 
Overarching 
Dimension 

New strategy provides cues for identity 

conceptualizations.  
Sensegiving 
via strategy 

formulation 

Id
en

tity
 W

o
rk

  

a
s  

rem
ed

y
 

Efforts to promote collectiveness through the new 
strategy. 

Explicit attempts to direct stakeholders’ attention to the 

future.   

Market position as a determinant of identity. 

Sensemaking  
via strategy 

implementation 

Practice designated the content for revised identity 

cognitions.  

Change in ownership and composition of new executive 

teams set the pace for new definitions of identity.  

Table X - Data structure for Overarching Dimension: “Identity Work as Remedy” 
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Sensegiving via strategy formulation  

From the initiation of this program, regulatory authorities had put tremendous stress on the newly 

appointed executive teams who were responsible for meeting the requirements set in the two 

restructuring plans of Fin Bank and Deposit Bank. The urgency and importance in implementing 

agreed changes required the newly appointed executive teams to accept the burden of managing 

any potential threats that could jeopardize the success of the program. This meant that even though 

priority was given in the establishment of the new infrastructures that could help in the 

achievement of the provisions that were set, these could not be successful in a context were  

fragmentation and disorientation prevailed. However, this effect was not something assumed from 

the beginning, but it only became evident as the two new organizations struggled to keep up with 

requirements, both during the early implementation stages of various integration and restructuring 

projects, and, in some cases, even months after the initial announcements.  

As it was reported by senior managers of both Fin Bank and Deposit Bank, the difficulties and in 

some cases the ineffectiveness to meet requirements signified the need for some form of action 

that could help the new management assume control of this chaotic situation. This gave rise to the 

theme of “Sensegiving via strategy formulation”, which comprised the actions taken by the two 

management teams to address these emerging problems, most of which converged with their 

attempts to set a new direction for these organizations. Specif ically, this theme encompasses the 

implicit and explicit actions of the senior management teams of Fin Bank and Deposit Bank, to 

link the provision of a new strategic direction with the construction of new identity conceptions, 

in an effort to address the effects of the disruptions that were caused in the social structures of the 

organizations that were involved. Their intentions revolved around the mobilization of the 

restructuring processes underway and the achievement of the desired performance levels th at 

would above all satisfy the provisions of the program. Most importantly, the aim was to create two 

truly integrated entities, able to serve their new roles in the market.  

However, as organizations members stated the big question was “what was this new role?”, as one 

of the most critical parts included in the restructuring plans of both organizations was the 

development of a new business model that would set the foundations for a sustainable future. As 

it was reported in both cases, the definition of the new role was not something that was made 

explicit from the beginning, as emphasis was first placed in dealing with the operational issues that 
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kept surfacing, as well as with the management of key stakeholders, influenced by imposed 

decisions. This led to the emerging question “who are we trying to become?” which resided both 

in the disrupted social context that was created, as well as in the absence of any meaningful strategy 

that could give these organizations a purpose for the future.  

In the case of Fin Bank, senior managers reported that during the early stages of the integration 

period emphasis was given in managing the operational difficulties of the merger, especially with 

regards to the front service lines that had the burden of dealing with highly  concerned customers. 

The aim was to proceed with the physical integration of the various business units as soon as 

possible and prepare the ground for the integration of the different operating systems used by the 

two merging partners. As it was mentioned, in order to achieve these requirements certain 

decisions had to be taken that involved the selection and retainment of certain elements of these 

areas, either symbolic or substantive, which were previously used either by AC Bank or by WD 

Bank. Such included the names, logos and colors as well as the systems, policies and practices 

which were to be sustained and used by the merged business units during this transitional period. 

Inevitably, these decisions turned out to be pivotal for the creation of new identity conceptions, 

since the preservation and dominance of any aspect linked with the past of each of the two 

constituting entities was thought to signify the way forward for the new organization.  

However, as time progressed and with the restructuring plans paving the way for the new era, the 

management made explicit attempts to shift this attachment from the past that was highly 

influenced by the retainment of existing aspects that organizational members linked to their past 

organizational identities. This was deemed necessary, as the management realized that even if 

some time had gone by, there were still signs of fragmentation, reflected in the underlying culture 

of the organization. As it was reported, this fragmentation was resurfacing every time a decision 

was enforced that was perceived as a threat to their new perceived senses of stability and normality, 

such as the implementation of a new voluntary redundancy scheme, which powered the context of 

uncertainty and the four forces of social disruption.  

Overall, these attempts had as their central focus the development and implementation of a 

communication plan that revolved around the reflection of a new image, which even though it 

sustained symbolic aspects of one of the two merging partners, it concentrated on new elements 
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that were part of the collective work performed. One of the strongest of these elements was the  

creation of a new slogan that departed from the more aggressive branding strategies performed by 

both merging partners in the past and focused on the conveyance of a message that reflected the 

collective work and efforts performed by the new entity to service its clients. Many of actions 

involved in this plan were directed to external audiences, since there was an urgent need to restore 

relationships with key stakeholders, which were disrupted as a result of the decisions taken. Yet, 

as it was mentioned, executive efforts also concentrated on two additional areas, that directly aimed 

internal audiences. The first included the use of middle managers as the primary conveyors of the 

message “We now are a new bank” and the second included the development and provision of a 

strategic direction that could shift attention from the past and mobilize the workforce towards the 

achievement of something that organizational members from both entities could collectively relate 

to. Inevitably, this mobilization, which came through the vision of digitalization, was expected to 

lead to the development of something new that would be part of the collective work  performed, 

instead of a residue of their past as independent entities.  

In the case of Deposit Bank, the new executive team had taken an active and decisive role in 

shaping both internally and externally perceptions relating to the organizational identity  of the new 

entity that was formed, from the beginning of the program. As it was mentioned, the integration 

of so many different organizations and the significant alterations that had to be performed in their 

existing business models, required the creation of a unified organizational identity that could 

support the new role that the new organization was called to undertake. This was something that 

was realized early on, since during the past implementations of various merging programs across 

these institutions, issues related to the preservation of their symbolic elements were always high 

on their agenda and an area that consistently generated power struggles among them. This past 

experience also showed that during merging activity the larger sized institutions aimed, at many 

instances, to promote their dominance through the enforcement of their own practices and 

procedures even though these were not necessarily the best. Therefore, it was believed that action 

had to be taken early on, in order to eliminate such behaviors while at the same time this was a 

way to stress the need for uniformity across all merged business units, which was one of the major 

challenges of the specific restructuring plan.  
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These efforts included the abolition of all the different symbolic elements used by each constituting 

partner like their logos, symbols, colors and slogans as well as the implementation of a rather 

aggressive new branding strategy that aimed to promote uniformity across all merging business 

units. Additionally, this uniformity that the executive team was so eager to promote, did not only 

concern symbolic representations but aimed towards the creation of truly integrated business 

functions, in terms of the practices and policies that were implemented across them. This  meant 

that great efforts were made to abolish their past practices and processes used by each merging 

partner. However, as it was stated, this was not in any case an easy target. Firstly, due to the 

massive scale of the changes that had to be performed and secondly, due to the great diversities 

that existed among them, which in many cases withheld the new entity from achieving the desired 

performance levels.  

This situation initiated the process of centralizing all control functions in an effort to strengthen 

supervision and promote the message that “We now are one bank”. This decision was reinforced 

with the development of new sets of standardized products and services that aimed to eliminate 

the diversities and the special characteristics that for so long differentiated these organizations. As 

it was reported, alongside these efforts came the development of an internal communication plan 

which included elements that were linked with the new strategy and the milestones that were set 

by the new executive team. This information was relayed directly to all members of the 

organization through internal newsletters, as well as through the use of other “promoting tools”, 

like message cubes that employees could place on their offices. The aim was that these statements 

and their associated decisions would attract the collective support of the workforce and lead their 

disengagement from their strong past connections. It was therefore assumed that by growing 

support around the new brand, the executive team could also gain the necessary support in the 

implementation of a new strategy, as well as the promotion of a new philosophy, both of which 

were hoped to lead the organization in the new era.  

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “The directions that everyone adopts are to go 
digital, and paperless. This requires new 

investments in technology, where at some point 

the Bank might not need such a great number of 

employees. So, it going to be a smaller, faster 

more efficient Bank, less personal.”  (IBOC-26) 

New strategy 

provides cues for 
identity 

conceptualizations 

Sensegiving 

via strategy 

formulation 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

▪ “I believe than everyone in the organization is 
well aware of our strategic goals…great efforts 

have been made in that direction. It is clear to 

all of us where we want to go and the most 

important is that we can see these goals being 

implemented…There are various projects and 

actions underway that aim towards the creation 
of a lean organization.” (IBOC-29) 

 

▪ “As member of the management, we had to 

persuade people that the old practices are gone. 

This is the new way the Bank wants to operate. 
We are a new Bank. This has been one of the 

main goals that we have to accomplish as 

managers: to communicate to people that we 

are a new Bank with a new way of doing things. 

People had to forget about the past – that’s 
history…” (IBOC-31) 

DB ▪ “The message is that we will remain a 

humancentric organization, we will try not to 

leave all these to change us, we will try to 
service our market.” (ICCB-6) 

 

▪ “Things change in the way we present 

ourselves, in our mentality but we are sustaining 

the old values and we are trying to become 
better. Our values, besides being a 

humancentric organization, are the security and 

stability we offer to our clients. We are an 

organization that’s being around for a very long 

time.” (ICCB-7) 
 

▪ “We want to enter new markets. We don’t want 

to stay in our traditional business model. The 

model now is the model of other commercial 

banks. In the old days we used to have a different 

character the target now is to be more like other 
commercial banks.” (ICCB-27) 

 

▪ “The new order is following a more correct 

approach – yet we do not have the capacity to 

convince people that we are something different. 
And most probably we are not. Why should we 

be anything different from other commercial 

banks?” (ICCB-30) 

FB ▪ “The management did presentations to all us 

during that period. The message was that we are 

one bank, we have nothing to separate among us 

Efforts to promote 

collectiveness 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

and we need to look forward and make this 
organization viable.” (IBOC-3) 

 

▪ “As a principle we tried to communicate to 

people that we are not AC Bank and WD Bank. 

We are a new Bank; we are all the same and we 

have to find a way to work with each other. I 
think we handle this the right way. Despite 

initial differences we can now see these attitudes 

to disappear.” (IBOC-9) 

 

▪ “In every opportunity I told them that we are 
one bank, we work in the same organization and 

it’s all about the teamwork and the team spirit. 

I tried really hard to pass this message.” 

(IBOC-11) 

 
▪ “It was important for the team leaders to say 

that there is no AC Bank and there is no WD 

Bank. There is a new Bank. If the team leaders 

remained attached to the past this meant that the 

team would not be able to perform. The system 

would reject you in the end. The system does not 
tolerate resistance…” (IBOC-22) 

through the new 

strategy  

DB ▪ “It took time for the center to realize that some 

of the constituting partners were actually 
working correctly and that their (the central 

units) actions and decisions created more 

problems. However, we managed to get over 

this and through communication we started 

building a good relationship. It was a 
transitional period and now we are all ready to 

follow a common policy for the achievement of 

our shared goals.” (ICCB-10) 

 

▪ “We needed to send the message that we are a 

new organization, we all share the same rights 
and responsibilities and that everyone would be 

treated right. Personally, I welcomed my new 

colleagues with positive feelings, and I don’t 

regret that. It was the only way to move 

forward.” (ICCB-17) 
 

▪ “We had to work this with our people. When 

things got tense, I called them and explained to 

them that “we now are colleagues, it’s not “us 

and them”; we need to start working with the 
same philosophy because we share a common 

goal””. (ICCB-20) 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “It was realized that this was the beginning of a 
new era for the organization. That this 

organization would be close to its clients and 

will do its best to serve their needs.” (IBOC-5) 

 

▪ “A lot of people say that in 2013 a new bank was 

formed and if you think about it yes. A new bank 
was created that keeps evolving…” (IBOC-10) 

 

▪ “There is this movement forward. As an 

organization we had to move forward and 

evolve. A new way ahead…” (IBOC-22) 
Explicit attempts to 
direct stakeholders’ 

attention to the future DB ▪ “We are going somewhere…previously there 

was no direction – nothing. Right after the 

merger there was a sense of direction, but it 
wasn’t clear… Now we know where we want to 

go and how we are going to achieve it. It is up 

to us to reach the destination.” (ICCB-9) 

 

▪ “I think the message is that despite everything 

that happened we have passed away that point 
and now we are starting from the beginning. We 

were so many different organizations, but now 

we are making a new start.” (ICCB-25) 

Table XI - Representative Data for Theme: “Sensegiving via Strategy Formulation” 

 

Sensemaking via strategy implementation  

The theme of “sensemaking via strategy implementation” represents organizational members’ 

interpretations of the explicit and implicit attempts of the new executive teams to link the provision 

of a new strategic direction with the construction of new identity conceptions. Specifically, this 

theme encompasses the processes by which organizational members deciphered various incidents, 

decisions and actions, made by the senior management teams of Fin Bank and Deposit Bank that 

influenced the future direction of these organizations and intimately their own understandings of 

their organizational identities.  

This connection between the development of new identity conceptions through the interpretation 

of the processes of strategy implementation was evident throughout organizational members’ 

descriptions of the post-merger era, as they were called to enforce a series of decisions that 

radically changed the structures and methods through which they performed their daily work 
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routines and practices. These changes included the development of new operating structures that 

could support the application of their integrated systems and processes, which were necessary both 

for the fulfillment of the requirements that were set in their individual restructuring plans and for 

the development and application of their new business models. In fact, out of these decisions, the 

ones that seemed to have the greatest influence and attract most of organizational members’ 

attention were the ones that caused a change in their symbolic and substantive referents. Such 

included decisions that led to the redefinition of core business processes, like the loan application 

processes and decisions that intimately changed the way they interacted and communicated, both 

internally and externally.  

At first, organizational members concentrated primarily on decisions involved with the selection 

of prevailing practices and symbols, most of which resided in the past of one of the constituting 

partners, as these were believed to be a sign of dominance that determined the new way forward 

for the two entities that were formed. However, as we progressed into the later stages of the post-

integration period, focus shifted towards decisions and actions concerned with the processes of 

developing and implementing the new strategy, as they searched for answers to critical questions 

like: “Where is this organization going?”, “What is our market position, amid the changes?”, 

“What does this organization stand for now?”. This shift aligned with the sensegiving efforts of 

the new executive teams who realized that even if a lot of their actions and decisions were already 

determined in and constrained by the individual restructuring plans of Fin Bank and Deposit Bank, 

there was this emergent need to shift organizational members’ attention from the past to some 

future cause that could remedy the disruptions their organizations were experiencing.   

In the case of Fin Bank, this shift became explicit during our discussions of the progression of the 

various integration projects, such as the ones involved with the merging of key operating systems 

and their individual portfolios. Specifically, during their recalls organizational members stated that 

the actions and decisions regarding the preservation of symbols, practices and key operating 

systems had a determinative influence on their identity understandings, particularly at the early 

stages of the integration period. As it was mentioned, the outcome of these decisions, which in 

most cases were believed to favor AC Bank, was thought to define ‘who this organization is’ after 

the merger, while at the same time, these choices were perceived as a signification of power and 

control of one constituting partner over the other. 
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However, the changes that occurred in the composition of the senior management team, as a result 

of the implementation of the voluntary redundancy schemes and other HR related arrangements, 

managed to alter these perceptions, as organizational members experienced the enforcement of 

new decisions, which in many cases dismissed original propositions. At that time, as it was 

recalled, the composition of the new executive team became an important constituent of ‘who this 

organization is becoming’, as organizational members perceived a close connection between the 

background of these individuals and the development of new identity projections, portrayed in the 

culture that they tried to enforce inside the merged business units.  

Overall, most of the interpretations that organizational members of Fin Bank provided, as they 

recalled the early integration period, seemed to revolve around their already established notions of 

‘who their organizations were’ prior the merger. These interpretations seemed to be shaped by 

their intensions to preserve specific aspects that defined who these organizations were in the past. 

However, things seemed to change as we progressed through the later stages of post-integration 

period. At that point, their interpretations seemed to depart from their retrospective modes and 

become reshaped by more future-oriented incidents, decisions and actions. This change became 

particularly evident as they discussed the time of the appointment of the new CEO and the 

presumably successful completion of some critical integration projects. As it was stated, that 

period signified the development of a new strategic direction which, according to their 

descriptions, it did not just confine with the provisions and requirements which were set in their 

restructuring plan, but it provided a path for the development of something new. It was at that point 

during their recalls where organizational members’ interpretations made the greatest shifts, as the 

new strategic direction envisioned through the creation of a “modern”, “technology-driven” 

organization that could follow the digital transformation of the sector, designated the content for 

new identity conceptions.  

In the case of Deposit Bank, organizational members articulated similar interpretations with 

regards to their post-merger organizational identities. At the same time, similar dynamics seemed 

to determine these interpretations as they turned towards the actions and decisions of their newly 

appointed management team to resolve the ambiguity and confusion that followed the 

implementation of imposed decisions. However, contrary to Fin Bank, organizational members of 

Deposit Bank had to confront the appointment of a new management team that consisted of people 
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most of whom were externally recruited. This had a catalytic influence on their understandings of 

their organizational identities from the very early stages of the post-integration era, as the 

composition and background of the new executive team, along with the changes in their ownership 

status significantly influenced their identity conceptions. As it was stated, the decision to proceed 

with the recruitment and appointment of people that were not part of what these organizations 

portrayed in the past made it clear early on that what was going to be created would not have 

anything to do with their past representations.  

These initial interpretations were reinforced by a series of decisions and actions, made by the new 

executive team, that influenced both symbolic and substantive aspects linked to their 

organizational identity. The primary of these decisions involved the abolition of all symbolic 

elements that these organizations used as independent entities and the development and 

implementation of a new unified branding strategy that organizational members were eagerly 

called to support. As it was stated, this decision signified the end of their past identities and set the 

agenda for the creation of a new organization that certainly did not match with their history up to 

that point.  

These influences on organizational members’ interpretations of their organizational identity were 

not constrained to the various symbolic identity referents, but they extended to more practical 

elements concerned with the way these people realized their daily work, such as the practices and 

processes that were introduced as part of the new operating model that the new executive team 

aimed to enforce. Specifically, during their recalls of the post-integration period emphasis was 

placed on decisions concerned with the development and promotion of new products and services, 

as well as on decisions involved with the creation of an infrastructu re that could support their 

implementation. As it was stated, the formulation of these new applications provided cues for the 

construction of new identity meanings, as organizational members witnessed the enforcement of a 

model perceived to be closer to the ones employed by other commercial banks in the market. In 

fact, this change was perceived to signify the future direction of the new organization, while, at 

the same time, it caused the greatest shift in organizational members interpretations of their 

identity. This became evident at the point where they started using these new referents to define 

‘who their organization is becoming’.  
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Case 
(FB/DB) 

Representative Data 1st order categories  
2nd order 

theme 

FB ▪ “We are ahead in the way we service our 

clients. We are technically more efficient, and 

we have people who are well-trained and 
experienced. All these are things from our past, 

things that both of us had...We provide quality 

service and I believe that this gives us an 

advantage from everyone else in the market.” 

(IBOC-4) 
 

▪ “We are a much bigger bank… we have the 

means to influence the market.” (IBOC-9) 

 

▪ “I think that we are ahead from everyone else 
in the market. We have a strong management 

team. We are working on these new projects 

which are going to transform the way we 

work… These projects include things that we 

have never thought before.” (IBOC-14) 

 
▪ “Especially, with regards to corporate banking 

I believe we are the only bank that has the 

experience to service this market. It was AC 

Bank and WD Bank, now Fin Bank, no one else. 

Everyone else are still far behind us.” (IBOC-
16) 

Market position as a 

determinant of 

identity 

Sensemaking 

via strategy 

implementation 

DB ▪ “We differ from our competitors through our 

efforts to maintain our humancentric character. 
We are still trying to maintain a large network 

of branches to service our client bases… 

However, we are not market leaders yet – we 

are trying to improve on various aspects that 

concern our systems and processes.” (ICCB-

17) 
 

▪ “We are moving slowly. We are not as 

competitive as other financial institutions in the 

market. Despite the fact that these changes have 

more or else influenced everyone in the market 
we are still behind. Others have started to 

improve and turn more competitive.” (ICCB-

21) 

 

▪ “We are trying to improve our services...to 
reach other commercial banks in the market. 

We are trying to decrease service time, turn 

more flexible and become efficient. This is the 

direction, but we still have a long way ahead.” 

(ICCB-24) 
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Case 
(FB/DB) 

Representative Data 1st order categories  
2nd order 

theme 

FB ▪ “We have a clear view of the new strategy. We 

know what we have to do in the years that follow 

and where we want to be in the next 5 years. The 
Bank wants to turn digital and we are working 

on that.” (IBOC-1) 

 

▪ “They (management) want us to improve 

technologically. This is a difficult 
transformation because we still have some 

applications that are rigid. Yet, we look towards 

virtualization. There is already a designated 

business unit responsible for this.” (IBOC-14) 

 
▪ “We are a huge bank and that makes us 

inflexible…For the last 2-3 years there were no 

developments. We were working to complete the 

integration, however, with the completion these 

projects we are now turning to automation. This 

the new direction…A smaller, more flexible 
bank.” (IBOC-26) 

Practice designated 

the content for 
revised identity 

cognitions 

DB ▪ “We used to serve a different purpose in the 

past. Today we are trying to modernize this 
organization and to violently impose the 

adoption of new practices followed by other 

commercial banks” (ICCB-2) 

 

▪ “We are trying to be more like other 
commercial banks. This is reflected in our new 

working hours schedules, in our fees…how can 

we remain a humancentric organization when 

we are closing down branches in the rural 

areas, living our customers without services?” 

(ICCB-3) 
 

▪ “We are turning into another commercial bank. 

The point is: Can we support this? Can we do 

what other commercial banks do?” (ICCB-25) 

 
▪ “We used to operate in a completely different 

way than the one we are operating now, but 

also in the way we are trying to make this 

organization operate in the future. It takes a 

new form and that is another milestone. The 
way I see things is that at some point we will 

turn into another commercial bank.” (ICCB-

29) 

FB ▪ “The organization has turned page. At least, in 

the last year the Bank has a clear strategic 

Change in ownership 

and composition of 
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Case 
(FB/DB) 

Representative Data 1st order categories  
2nd order 

theme 

direction, with the new CEO and the new 

shareholders…to become an electronic bank.” 

(IBOC-1) 
 

▪ “We have new shareholders and a new 

executive team. They have changed the way we 

operated, there are new, more global-oriented 

ideas, we see the enforcement of new methods 
and approaches. It is now critical to operate 

just like other foreign financial institutions.” 

(IBOC-5) 

 

▪ “The new BoD and the new executive team are 
the ones who defined who we are going to be, 

what would be our image and our form, the 

attributes that will prevail.” (IBOC-28) 

new executive teams 

set the pace for new 

definitions of 

identity. 

DB ▪ “The governance structure of the organization 
has changed completely. Everyone reports to 

the center. This is closer to the model applied 

by the rest of the commercial banks – inevitably 

this made us lose our humancentric character.” 

(ICCB-3) 
 

▪ “The organization we are today has nothing to 

do with the organization we used to be. We have 

a completely different shareholding structure – 

and that brought a huge change.” (ICCB-6) 
 

▪ “We have an organization run by people who 

came from other commercial banks. This means 

we want to create a commercial bank – it 

cannot be any other way…” (ICCB-24) 

 
▪ “One of the most important milestones was the 

change in the management structure of the new 

organization. New people with different 

mentalities…for this reason, we also this see 

changes in the form (σχήμα) of the 
organization. (ICCB-29) 

Table XII - Representative Data for Theme: “Sensemaking via strategy implementation” 

 

“We are where we are going” 

The emergence of the overarching dimension of “Identity work as remedy” and its two interlinked 

themes of “Sensegiving via strategy formulation” and “Sensemaking via strategy 

implementation” showed the path by which different groups attempted to resolve critical 
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organizational issues, which were thought to withhold these new entities from moving forward. 

However, during organizational members descriptions of these efforts it was evident that these 

processes did not follow a linear pattern. Rather, they were found to be contingent on a series of 

other important processes that took place, as organizational members tried to align the various 

sensegiving cues with their own interpretations and explanations of ‘who their organizations were’, 

‘who their organizations are becoming’ and ‘who their organizations should become’. Therefore, 

in order to understand how identity work could serve as a remedy for the disruptions that were 

caused in the organizational social structures of Fin Bank and Deposit Bank, it was also important 

to unravel these underlying processes that were thought to influence the building of new structures.  

At this point, it was clear that a lot of this work had been occurring in the  context of various 

projects, as well as during the implementation of daily work routines and practices, as 

organizational members consistently used these interactions to provide evidence for their 

interpretations. Specifically, in their recalls organizational members used various incidents from 

their daily work to explain, decipher and sometimes, to challenge or even reject different cues 

provided by their senior management teams that influenced their identity conceptions and were 

considered significant for the fulfillment of the new strategy. Essentially, these interactions with 

their co-workers and with the details of their new working mode, provided a platform in which 

organizational members attempted to reconcile and validate their divergent frames and 

understandings of their organizational identities. This led to the emergence of three interrelated 

themes: (1) “Authenticating”, (2) “Negotiation of New Social Structures via Knowledge Transfer” 

and (3) “Enablers of Social Interaction”, which encompass the processes involved in these efforts, 

as well as different elements that organizational members linked with the social context in which 

these interactions occurred.   

The emergence of these three themes, each of which is explained in detail in the following sections, 

unveiled the challenges involved in reaching consensus on critical questions related to the future 

course of these new organizations, especially in cases of prolonged uncertainty a nd confusion. 

More importantly, these themes revealed that during these turbulent times, the validity of 

sensegiving efforts of the two executive teams was not something that organizational members 

took for granted. Rather, it was something that they continuously questioned and challenged, as 

they searched for new referents, through their work and mostly, through examples derived from 
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their experiences while implementing various tasks linked with the execution of the new strategic 

direction.  

For instance, there were cases where organizational members would challenge, even reject new 

image projections and other executive statements linked with the future course of these 

organizations, if they believed that these were not supported by corresponding actions or  if these 

were thought to contradict their own conceptions of how their organizations should be presented 

to external and internal audiences; based on their experiences as they executed various strategy-

related decisions. However, these validating efforts did not always lead to rejections. On the 

contrary, there were cases where organizational members provided support to executive statements 

and decisions that influenced their identity conceptions, if these were thought to support and align 

with internal efforts and actions. In general, their interaction with the details of the new working 

mode, during the implementation of important integration projects, such as their portfolio and 

systems integration projects, and, at a later stage, during the introduction  of new business 

developments, provided them an opportunity for the conception of new understandings regarding 

the future course of their organizations, that essentially influenced their conceptions of their 

organizational identity.  

Further, these interactions, besides offering a platform for interpretations they also  offered 

organizational members with opportunities for regaining their lost sense of security, as well as 

their lost sense of belongingness. Their engagement with tasks that were thought to provide 

purpose and value to their work, in a context that favored social connections among co-workers, 

was seen to open the path for the development and adoption of new practices that reflected and 

supported the new strategy. On the contrary, their perceptions of an ambiguously articulated 

strategic direction, in a context that devalued their contribution and involvement, was seen to 

reinforce of the forces of disruption and their inability to find consent to issues concerned with the 

new way forward. At this point it was evident that the social context, under the influence of 

executive decisions and actions, seemed to define the effectiveness of these interactions in building 

new social structures, as organizational members engaged in knowledge-based work.  

Overall, the emergence of the themes named above gave rise to the third overarching dimension 

of “We are where we are going”, which represents organizational members recurring disposition 
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to use the work performed in pursue of the new strategy as an interp reting platform, for the 

development of new identity conceptions. Despite the fact that there were times where 

organizational members challenged the outcome of this process, especially in the case where the 

social context was still inhibiting the effective working of units, organizational members still used 

their experiences of these interactions to derive new meanings regarding their organizational 

identity. Therefore, having the sensegiving and sensemaking processes as the foundation of 

identity work as remedy, the dimension of “We are where we are going”, encompasses 

organizational members’ efforts to reach an alignment between these processes, at a point where 

the validity of sensegiving attempts was under severe scrutiny, as the two organizations 

experienced unprecedent disruptions in their social structures. This alignment was essentially 

linked with the processes of reconciliating organizational members’ divergent identity frames 

through their engagement in teams and tasks that could provide purpose and value to the work they 

performed in their new organizations. 

1st order categories 2nd order themes 
Overarching 

Dimension 

New image projections challenged against 

prevailing work routines and symbols.  

Authenticating “
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“Who are we trying to become amid the 

changes”? 

A sense that the organization was acting out of 

character 

New work teams as change facilitators.  

Negotiating new social 
structures 

via knowledge transfer 

Assimilation of changes through action (hands-
on-approach). 

Sharing of experiences at informal / personal 

level. 

Trust and perceived justice as prerequisites.  

Enablers of Social 

Interaction 

Involvement of ‘periphery’ in decision making 

process. 

Creating a sense of value in current knowledge 

base. 

Time: forgetting as a survival mechanism.  

Table XIII - Data structure for Overarching Dimension: “We are where we are going” 

 

Authenticating  

The theme of “Authenticating” encompasses the processes by which organizational members tried 

to validate and reconcile their divergent frames and understandings of their organizational 
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identities, embedded in their past conceptions of ‘who we were as an organization’ but also in their 

future expectations of ‘who this organization should be’. This theme stands as the cornerstone of 

the processes involved in identity work as remedy, which gave rise to the overarching dimension 

of “We are where we are going” and compiles the innermost structures through which 

organizational members managed the construction of new identity conceptions.  

Its emergence occurred progressively, as organizational members used various substantive, as well 

as symbolic features and artifacts, linked with their everyday work, not only as a means of defining 

and supporting their own conceptions of ‘who we are’ and ‘who we are becoming’ as an 

organization, but also as a means of validating the institutional claims and actions that followed 

these definitions. Further, as discussions progressed, it was evident that its emergence was guided 

by the sensegiving and sensemaking efforts that characterized the different stages of the post -

integration period, as organizational members changed their identity referents.   

For instance, when recalling the earlier stages of the post-integration period organizational 

members used a number of different features for validating and reconciling their divergent 

identities frames, most of which resided in their past conceptions of ‘who we were as an 

organization’. At that time, it was clear that their identity conceptions were still caught up in their 

past, as they anticipated the finalization of the provisions of their individual restructuring plans 

which were thought to provide insight on the configurations of the two organizations that were 

formed. This situation put a lot of emphasis on the various image projections that the new executive 

teams made, both internally and externally, as organizational members searched for cues that could 

provide them with new meanings. As it was stated, this was expected to resolve some of the 

existing ambiguity regarding the future course of their organizations, but also of their own future, 

as members of these new entities. At that point of our discussions, authentication was strongest 

with regards to these image projections, where organizational members’ efforts concentrated in 

understanding how these projections were supported by corresponding sets of decisions and 

actions, with emphasis being on those that influenced the execution their daily work.   

In the case of Fin Bank initial executive statements that claimed the preservation of the systems 

and processes used by AC Bank, fostered the conception that the newly merged entity would be a 

continuation of what AC Bank stood for in the pre-crisis era, as significant identity referents were 
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seen to be sustained. However, as initial operational difficulties began to settle these conceptions 

were severely challenged, as new systems, practices and other symbolic artifacts were introduced, 

perceived to resemble the ones previously employed by WD Bank. These included for instance, 

the implementation of new operating systems and procedures and the introduction of new 

supposedly important terminologies that changed their job titles and business units’ descriptions 

and names. These were enforced both officially, through circulars and internal newsletters and 

unofficially, during the implementation of various daily tasks. As it was stated, at that point some 

organizational members started wondering: “Are we slowly turning into WD Bank?”, “Are these 

changes what’s best of both entities?”.   

On a similar note, organizational members of Deposit Bank questioned executive statements that 

claimed the preservation of the values and principles that guided the existence and purpose of these 

institutions in the pre-crisis era, including their efforts for evolving and enhancing these past 

referents in a way that would help the new organization to meet its new requirements. In this case, 

these statements which the new management team was using as the foundation for the development 

of their differentiation strategy, were seen as illusionary and ambiguous. Specifically, in their 

descriptions, organizational members stated that such claims were thought to contradict not only 

the rationale behind the overall merging process, which completely changed their previous 

organizational and governance structures, but also the provisions of their restructuring plan, where 

the primary aim was the development of a new financial institution that would essentially comply 

with the norms of the market. At the same time, the enforcement of certain decisions concerning 

the centralization process and the employment of new tools and processes left no room for such 

claims, which were thought to provide misleading cues as to what this organization is becoming 

and where it is going.  

As our discussions progressed to the later stages of the integration period, attention shifted to 

representations and elements involved with the development of new infrastructures and processes 

that were essentially linked with the enactment of the new strategy. During this period, 

organizational members became engaged in new work teams concerned with the management of 

new developments, necessary both for the completion of various integration projects and for the 

implementation of the new operating models of Fin Bank and Deposit Bank, which provided 

opportunities for new interactions that essentially led to new interpretations. At this point, the 
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processes of authenticating became closely linked with the processes of knowledge of transfer, as 

organizational members came in contact with the essentials of their new work tasks, but also with 

their new co-workers. As it was recalled, these instances provide them an opportunity to decipher 

the content behind the new strategy and attach meaning to its implementation, based on their own 

perceptions and understandings of ‘who these organizations should become’. In cases where these 

interaction and interpretation processes allowed the legitimization of the claims and actions made 

by the two executive teams, this provided grounds for the alignment of their identity conceptions. 

However, in cases where interpretations led to inconsistencies, this induced a feeling that the new 

organizations were acting against expectations.  

Notably, at this time variations among the two cases became strongest as findings indicated that 

in the case of Deposit Bank organizational members experienced a widening in  their perceptual 

discrepancies, something which was not however observed in the case of Fin Bank; at least not at 

the same scale. Specifically, in the case of Fin Bank organizational members were able to make 

clear and strong articulations with regards to the aims pursued through the new strategy, which 

based on their interpretations, these were believed to be supported by the new image projections 

and a developing internal infrastructure. As it was stated, through their work they were able to 

experience the transposition of the new strategy into concrete actions, as new systems, routines 

and processes were introduced which were perceived to be the outcome of a clear strategic 

direction supported by their collective efforts.  

However, this was not the case in Deposit Bank where organizational members failed to realize 

the potentials of the new strategy, as they perceived great inconsistencies between executive claims 

and decisions and the actual situation that existed in their organization. At this point it became 

clear that any propositions which assumed that this new organization could sustain anything from 

its past constituents were seen as misleading, while any efforts to anchor on their past consistently 

failed. In fact, in almost all my encounters with organizational members, there was this recurring 

notion that “We are turning into another commercial bank; how can we claim to be anything 

different than that”.  Most importantly, through their engagement in various projects and through 

their daily work these people failed to realize how their daily work served these executive claims 

that called for the formation of a modern financial institution that preserved its past principles and 
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values. In their minds, the new strategy lacked a clear content, as they failed to provide clear 

articulations of how it would be pursued and what were its intentions.  

Despite the differences observed, in both cases it was noted that as organizational members 

progressed further into the details of the two integration phases, they became more detached from 

their past identity referents and they started using content derived from the implementation of the 

new strategy for reconciling and validating their divergent identity perceptions. Inevitably, these 

conceptions had the characteristics of the new strategy as these were understood and interpreted 

during their daily work interactions. In the case of Fin Bank these were articulated in statements 

like “We are the institution that leads the digital transformation in the local market”, “We are 

becoming a modern, technologically-advanced financial institution” while in the case of Deposit 

Bank in statements which revolved around the conception that “We are turning into another 

commercial bank”. 

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “We are projecting an image linked to 

automation. We had seen WD Bank to project 

similar images in the past.” (IBOC-9) 

 
▪ “The way things evolved it was reasonable to 

sustain the processes used by AC Bank…But the 

positive thing is that they are now revising these 

decisions, especially the ones that have to do 

with the technology. At the time of the merger 
there was no time for such revision however 

now, from what I understand, is that they are 

trying to find a balance between the good 

elements of AC Bank and WD Bank.” (IBOC-

10) 

 
▪ “We can see the assimilation of processes used 

by WD Bank. Sometimes we joke and we say… 

“WD Bank is closed and all of our systems will 

turn like theirs.” The truth is that they were 

more technologically advanced than us…” 
(IBOC-13) 

 

▪ “I come from AC Bank and sometimes I feel that 

we are turning like WD Bank. This feeling might 

not be so strong but it’s there because we can 
see the implementation of things, especially in 

New image 
projections 

challenged against 

prevailing work 

routines and symbols 

Authenticating  
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

operations, that were previously used by WD 
Bank.” (IBOC-18) 

 

▪ “It was clear that in some cases they have 

adopted the best practices that were used from 

one side and in other cases the best practices 

used from the other sided. The aim was to create 
something new, stronger, more effective and 

efficient.” (IBOC-31) 

DB ▪ “We are trying to promote our humancentric 
characteristics. I cannot see that. With all the 

changes that have taken place in such a short 

period of time I think they have destroyed all 

sense of our humancentric characteristics.” 

(ICCB-1) 
 

▪ “This image they are promoting it does not 

relate to us. We are trying to sell this image, yet 

our actions do not reflect the things we 

say…What do we mean with the sustainment of 

our values? Our values were linked with the 
people we represented and served. Our actions 

have to support what we say. But when you say 

one thing and you do something else it is just a 

matter of time for our clients to realized that 

we’ve changed. We are turning into another 
commercial bank.” (ICCB-3) 

 

▪ “Irrespective of what we are trying to project 

and promote that our organization will be the 

way it used to be…there is no way that is going 
to happen...we are turning into another 

commercial bank. The system does not allow us 

to be anything different than that. In the end 

praxis will show who you really are.” (ICCB-6) 

 

▪ “We are trying to convince our customers that 
we are the organization they always knew. With 

the changes all that is gone and it’s not 

something that we could ever get back.” (ICCB-

23) 

FB ▪ “We are now building new infrastructures that 

will help us achieve the new strategy. We need 

to set this infrastructure first and then go out 

and say for instance: “Here! We did an e-
branch!”. But first we need to make sure that we 

have the right set up.” (IBOC-1) 

 

“Who are we trying 

to become amid the 

changes?” 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

▪ “They want us to become a 24/7 bank – they are 
thinking prototypes that are implemented in 

other countries. They are trying to escape the 

traditional banking models.” (IBOC-14) 

 

▪ “One of the first things that changed were our 

job titles…for me that says a lot…These changes 
extent to issues that relate with how we perform 

our daily work…These changes I don’t think 

they did them for practical reasons…If you want 

to erode and change something this is the way 

to do it…the most important being our job 
titles.” (IBOC-21) 

DB ▪ “The idea of being a humancentric organization 

will vanish unless we find ways to support it, 
unless we clearly define who are we, who do we 

want to be. Are we going to be a bank like 

everyone else? I still don’t think these 

definitions are clear.” (ICCB-1) 

 

▪ “For the last couple of years, we don’t know 
where we are going and in which direction 

should we concentrate our efforts. We see 

decisions that take us back and forth. They say: 

“do this” then “no do the other”. Where do we 

want to go? At the end this is the most important 
question.” (ICCB-3) 

 

▪ “The truth is I still haven’t really figured out the 

true strategy of this organization. Changes are 

so intense sometimes we cannot follow. Where 
are we going?” (ICCB-18) 

FB ▪ “After the merger we moved into a different 

culture which was something unknown for us… 

There were different procedures, more 
bureaucracy, a lot of marketing –no real value 

behind…Those were characteristics of the other 

side – along with an appealing image that bared 

no real value.” (IBOC-1) 

 
▪ “Personally, I want to forget what we were 

before the events… that bank we will never have 

it again. WE are a completely different 

organization, with different goals…we will 

never become who we used to be. However, with 
our work we are trying to do the best thing 

possible…but we will never reach what we used 

to be.” (IBOC-25) 

 

A sense that the 

organization was 
acting out of 

character 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

▪ “I could not see anything different than other 
commercial banks in the market. We used to be 

market leaders…after the events we were just 

another commercial bank.” (IBOC-27) 

DB ▪ “It’s a fact that we have started looking more 
like other commercial banks. What is happening 

does not represents who we are”. (ICCB-22) 

 

▪ “We are trying to mimic other banks…but in 

reality, we are not very good at it. We don’t take 
the essence of this organization and work on it.” 

(ICCB-25) 

 

▪ “They (management) never went back to check 

what decisions were taken in the past. That’s 
because in one night they decided to change who 

we are. This just doesn’t happen… I am a 

division manager. If I – at my level – cannot feel 

like I can understand and align with where we 

want to go…imagine how everyone else in this 

organization feels like.” (ICCB-26) 
Table XIV - Representative Data for Theme: “Authenticating” 

 

Negotiating new social structures via knowledge transfer 

“Negotiating new social structures via knowledge transfer” is a theme that emerged as a sub-

process of the theme of “Authenticating” and concerns the ways that organizational members used 

their daily work interactions as a means of deriving meanings and understandings about their new 

work arrangements. More importantly, this theme encompasses the processes through which 

organizational members acquired and processed information during their work interactions, 

regarding the development and implementation of the new strategy, which led to the construction 

of new identity conceptions.  

Based on organizational members’ recalls, these processes mainly occurred in course of three 

interrelated instances. The first was during their participation in various work teams, the second as 

they practiced new routines and tasks and the third, during informal interactions with their co-

workers. These instances, which basically involved the interactions of organizational members 

with the essentials of their work during the post-integration period, provided opportunities for the 

creation of an interpretive platform used for understanding and sharing different identity related 
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cues, as they engaged in knowledge-based work. Additionally, these interactions provided a forum 

that facilitated blending and induced acceptance among members from the different constituting 

partners.    

Throughout our discussions, organizational members from both Fin Bank and Deposit Bank have 

used examples from their daily work interactions as a means of explaining and justifying their 

interpretations and understandings regarding the progression of their individual integration 

processes, as well as a means for deriving meanings about their organizational identities. These 

would mainly include examples from their involvement in teams concerned with the completion 

of various regulatory projects or with the implementation of new developments, linked with the 

application of their organizations’ new business models.  

While recounting the early stages of the integration period, organizational members from Fin 

Bank, concentrated their descriptions in the work performed during the implementation of two 

critical projects concerned with the integration of their portfolios and their individual operating 

systems. These projects followed executive decisions regarding the selection and preservation of 

specific systems and processes, as well as other important business decisions that were thought to 

define the way forward for the new entity. As it was recalled, the urgency to complete these 

projects required organizational members from both sides to leave their differences aside and work 

closely together to manage the integration and migration of data to the prevailing operating 

systems. That was a very demanding process that required their comprehension and engagement 

with the details of each other’s routines and processes, despite the fact that some of these processes 

and systems were to be abandoned.  

Following the completion of these two projects and as we proceed to the later stages of the 

integration period, came the development of the new strategy where a series of new projects were 

launched that aimed for its implementation. These projects, which were mostly concerned with the 

development of new infrastructures that could help in the digital transformation of the new 

organization, essentially required a shift in the overall mindset that guided the implementation of 

existing routines and practices. Again, the launch of these projects provided opportunities for 

interacting with the details of new working mode, but also with their co-workers, as new work 

teams were set up.  
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Their involvement in these new teams were described as very intensive processes that required the 

collective work of people coming from all different levels and backgrounds in the organization. 

No wonder these projects attracted so much attention in organizational members’ recalls, who used 

their experiences during their implementation to provide descriptions of their new work context, 

as well as for providing new explanations on how these new ways of doing things influenced who 

their organizations were becoming. For instance, at those initial stages, decisions regarding the 

abandonment of specific operating systems and the sustainment of others, were perceived as 

critical incidents that influenced their perceptions of dominance between the two constituting 

partners. At the same time, any work that managed to alter original executive decisions and 

statements, was seen to provide new indications as to where this organization was going and who 

this organization was becoming.  

In the case of Deposit Bank, organizational members also focused in the work performed during 

the implementation of their own portfolios and systems integration projects, as well as in the work 

performed during the huge centralization process that was launched as part of their restructuring. 

In this case, organizational members stressed the importance of the development of new work 

teams as it was the only way to acknowledge the huge diversities that existed among the different 

merging partners. In fact, at many instances it was stated that the interaction that occurred in the 

context of these teams was their only opportunity to come in contact with the specificities of the 

new requirements, exchange views and experiences with their co-workers from other merging 

partners, as well to get informed about new developments and decisions.  

Again, as organizational members’ recalls progressed to the later stages of their integration, 

attention shifted to changes that were imposed to their existing business models and the 

implementation of the new strategy. At that point, emphasis was given in the work performed with 

regards to the development of new infrastructures, concerned with the fulfillment of specific 

regulatory milestones and the changes that were initiated in the area of customer service. 

Specifically, executive decisions related with the expansion of the existing range of products and 

services and with the enforcement of a series of changes in service options, were at the center of 

these new developments. As it was recalled, the establishment of new business units, constituted 

from people coming from different merging partners, as well as from people who were externally 

recruited, provided new content to their work, as they practiced the implementation of new policies 
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and procedures. At the same time, these developments provided opportunities to interact and work 

with people with whom they shared completely different professional experiences as well as 

opportunities to understand where this new organization was heading.   

Overall, organizational members of both Fin Bank and Deposit Bank consistently used their daily 

work interactions as opportunities for acquiring and assessing information that could be used for 

the reconciliation of their divergent identity frames. Essentially, their engagement with their co-

workers in knowledge-intensive work, necessary for the fulfillment of specific regulatory and 

strategic milestones created new opportunities for the establishment of new work relationships and 

the development of new social structures that could remedy the disruptions caused during the pre-

merging and merging eras. At the same time, these interactions formed a basis for supporting, 

challenging and in some cases even rejecting cues related with their organizations’ new ways 

forward.   

Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “There was this need to interact and work with 

other people. We used to feel safe and secure in 

our workplace, we all had established networks 

yet suddenly we were found in this pool of 
strangers and we had to meet people from the 

beginning. From all our interactions we had 

something new to learn – that made us more 

flexible, we realized that nothing is certain and 

that we needed to become more receptive to 
changes.” (IBOC-4) 

 

▪ “At a personal level I think we are in the right 

way. We have started sharing things, there is a 

uniformity inside the various teams, people have 

started to accept each other.” (IBOC-14) 
 

▪ “With the merger there was no need to sustain 

two operating systems - just one. This however 

worked positively because people from the two 

Banks were forced to sit down and work 
together having as primary goal what would be 

best for the bank. What initially seemed like a 

negative thing, in the end it worked out 

positively.” (IBOC-26) 

 
▪ “The project regarding the integration of our 

systems was a good opportunity to see how we 

New work teams as 

change facilitators  

Negotiating 
new social 

structures via 

knowledge 

transfer  
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

could work as teams. Even though there are still 
some unresolved issues due to the merging of the 

portfolios – the overall process worked out 

well.” (IBOC-28) 

DB ▪ “For the big projects we set up teams and I think 
that this is best way since at those instances we 

can share our opinion, our experiences and 

knowledge. It’s a practice that needs to be 

sustain as well as the involvement of people 

coming from different business units – 
especially those from the first line who interact 

with the clients.” (ICCB-2) 

 

▪ “During the various project meetings there is 

this notion to be open…and our managers ask 
for our opinions, even though some things might 

not be implemented which is reasonable 

considering the scale of changes that need to 

make…we all give credit to that. Its a share 

effort…I feel positive about that.” (ICCB-5) 

 
▪ “We did various meetings…we exchanged views 

regarding the way things were done…we kept 

notes of our differences and then we tried to find 

a way how to make all these different things to 

work together.” (ICCB-20) 
 

▪ “At the beginning when we set up meetings to 

discuss various projects things were very 

restricted. However, we are not part of the first 

line, and we were feeling distant, like being in a 
cage. The truth is if you don’t involve the end 

user you will make mistakes and today that is 

something that is well understood. For this 

reason, we now see people from the first line 

joining these teams…but that was not always the 

case, especially during the initial stages.” 
(ICCB-29) 

FB ▪ “In case we there is a different view on how to 

handle a case, both sides write down their 
arguments – something that we did not do in the 

past – and then we discuss it. This was a way of 

training people how to work as well as a way to 

start building a culture of how to implement 

certain things across the different levels.” 
(IBOC-5) 

 

▪ “I had to help my coworkers to adjust to the new 

environment and at the same time train those 

Assimilation of 
changes through 

action (hands-on-

approach) 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

who had to learn the new systems and 
procedures. Even though they followed some 

seminars, training was on a daily basis, on-the-

job.” (IBOC-6) 

 

▪ “What I did – until the integration was 

completed – was to give them (members of WD 
Bank) every day small tasks to perform using 

our systems and processes. This helped them 

adjust more easily to our way of doing things.” 

(IBOC-11) 

 
▪ The approach is to let him/her see you do it. 

Don’t tell him/her what to do. Don’t tell him/her 

that what you do is better than his/her way. Let 

him/her come and ask …this is the way to 

change things. It’s a fact that the two 
organizations employed different practices – we 

can see that things change when we see people 

employing different practices than the ones they 

did before. This was the result of their sharing 

of experiences – and accepting that there might 

be a better way to do something. It is always at 
the level of practice. (IBOC-29) 

DB ▪ “It all starts from our fight for 

survival…Inevitably we had to learn new ways 
of doing things, to implement new approaches, 

assimilate new rules and regulations. All these 

have to do with our instinct to survive…” 

(ICCB-5)  

 
▪ “While I work with my team, we exchange our 

different views and experiences…that is 

something that happens on a daily basis as we 

implement certain changes.” (ICCB-6) 

 

▪ “After the merging we had to train people – 
especially those who used to work in the rural 

areas – in order to be able to respond to the new 

requirements…We send people to work with 

them but also we brought some of them centrally 

in order for them to see how things should be 
done. This is something we employed ourselves 

at the level of the business unit.”  (ICCB-10) 

 

▪ “There is this issue of specialization. The truth 

is that if people don’t practice the changes in 
their daily work, they don’t realize what’s going 

on. We may arrange seminars for them but 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

unless these changes become part of their work, 
then nothing changes. We may send tens of 

different circulars, but the truth is that they 

mean nothing to them unless they start 

practicing them.” (ICCB-13) 

 

▪ “I had the responsibility of training some teams 
in my business unit. Through this training I also 

learned new things…We all had to go through 

this process – however this is something that 

requires time.” (ICCB-20) 

FB ▪ “Before merging the two branches I went over 

to visit them (organizational members from 

other constituting partner) in their branch, to 

meet them, help break the ice. I sat down with 
the to discuss the whole merging process and to 

agree some things together. This has helped us 

a lot and we really didn’t have to face any 

operational issue.” (IBOC-11) 

 

▪ “I made great efforts to help these people work 
together – even the fact that we arrange some 

lunches together helps us get closer, listen to 

each other and share our experiences.” (IBOC-

18) 

 
▪ “Personal contact is really important for us…it 

helps us have a shared direction…Sometimes 

what it is written might not be so clear these 

interactions help us avoid any 

misunderstandings and mistakes.” (IBOC-27) 

Sharing of 

experiences at an 

informal/personal 

level 
DB ▪ “Within our business unit we are trying to 

always stay connected to each other. If I 

experience a problem, I will contact one of my 

colleagues and try to resolve this together…this 
helps us understand how we can also improve 

certain things.” (ICCB-5) 

 

▪ “This is something we do on a daily 

basis…when something comes up, we will 
discuss it among us and try to find a solution. 

This usually occurs informally…” (ICCB-8) 

 

▪ “Through frequent meetings we try to exchange 

our views on certain issues regarding our 
work…or sometimes during a lunch…this has 

helped us build trust among us, but also to get 

to know each other better…” (ICCB-17) 

Table XV - Representative Data for Theme: “Negotiating new social structures via knowledge transfer” 
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Enablers of Social Interaction 

The theme “Enablers of Social Interaction” incorporates the contextual characteristics that 

organizational members deemed necessary for the establishment of new social structures, which 

could support the validation and reconciliation of their divergent identity frames and help in the 

construction of new identity conceptions. In fact, throughout their descriptions of their experiences 

while interacting and practicing the new working mode, organizational members made specific 

references as to the contextual elements that they perceived as important for these interactions to 

be effective and lead to the desired alignment.  

These elements, which revolved around four main areas, were perceived to be contingent on the 

attitudes and tactics that the new executive teams employed during this period. The first involved 

their already challenged perceptions of trust and justice, which inevitably influenced their sense of 

security as well as their readiness to open up and share their experiences and skills with their co-

workers. The second was the level of involvement of the “periphery” in decision making 

processes, where emphasis was given on business decisions that influenced the content of their 

daily work. Such decisions included the retainment or abolition of specific systems, or the 

development and introduction of new services that required alterations in their existing knowledge 

structures, through the development of new skills and experiences. This was considered a very 

important since a lot of times organizational members were presented with a  fait accompli that 

made them feel demotivated and disengaged from their work and their organizations. Next was 

their perceived “sense of value” that the new executive teams showed to the existing knowledge 

base, as organizational members struggled to counterbalance perceptions and biases regarding 

their share of responsibility for their organizations’ failures. Finally, the fourth element involved 

“time”, as a mechanism of survival that induced the motivated forgetting of organizational 

members’ past identity conceptions.  

All of these elements were seen to serve as prerequisites for the effectiveness of organizational 

members’ interactions, which essentially meant the remediation of  the disruptions that these people 

experienced in their organizational life as a result of enforced decisions. At the same time, 

organizational members used these “enablers” to provide explanations for the way they felt and 

behaved during their daily interactions with their colleagues and within their teams, as well as to 

provide explanations for their overall post-merger work relations.  
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In the case of Fin Bank, the feeling of mistrust and was one of the strongest feelings that dominated 

the pre-merger and early merging periods. As it was stated, this was the outcome of the shock that 

these people experienced at those stages that fostered a context characterized by uncertainty and 

confusion. Alongside was the fact that these two organizations were former competitors which did 

not help in the early development of good and effective work relationship s. In fact, at many 

instances, organizational members from both sides of the dyad had stated that during their new 

work interactions they intrinsically turned defensive and distrustful towards their co-workers, as 

they sought to protect their “possessions” and make themselves essential in the new organization 

that was formed. The preservation of these conditions was believed to inhibit the working of new 

business units and the effectiveness of new work teams, particularly during the early stages, as 

organizational members described the problems they encountered while performing their daily 

routines and tasks. 

However, as time progressed, the appointment of the new CEO along with the development of the 

new strategy required organizational members’ engagement in new work teams and projects. This 

situation, which initially started as a necessity, essentially required their constructive engagement 

in the formation of new work relationships, being connected by the pursue of a new strategic goal 

and the very survival of the new organization that was formed. Therefore, despite the fact that even 

three years after initial announcements and decisions, organizational members still expressed 

various difficulties in their personal interactions, their involvement in critical projects related with 

the enactment of a new strategic direction that departed from their past conceptions of ‘who their 

organizations were’, acted as catalysts in their involvement in new work teams. At the same time, 

the need to increase the operational effectiveness of the new organization, so as to escape any 

future challenges led to new collaborations that helped in building new linkages among 

organizational members. As it was recalled, during the later stages of the post-integration period a 

lot of efforts, particularly from the middle management, concentrated in persuading people that 

the need to make this new arrangement work was above all and that required the collective efforts 

of everyone who was part of it, since their collective actions could help safeguard its future as the 

leading financial institution in the market.  

In the case of Deposit Bank, organizational members had not only to encounter a con text 

dominated by uncertainty and confusion, as a result of imposed changes, but also, a new group of 
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people with whom they shared completely different business background and experiences. These 

people, who were not part of the existing workforce of Deposit Bank’s constituting partners, but 

were externally recruited by the new management, were seen with great skepticism and mistrust 

by organizational members who at many instances challenged the reasons for their recruitment. 

Additionally, the fact that most of them were placed in managerial positions further strained the 

existing work environment as organizational members felt marginalized and relegated.  

This situation which dominated organizational members’ descriptions of the early integration 

period, caused considerable fragmentation in the organization and raised significant challenges in 

the working of new teams but also, in the daily work interactions of organizational members. As 

it was reported, organizational members had not only to manage the significant differences that 

existed in the practices and processes of each constituting partner but also, they had to find a way 

to counterbalance those with the “new way of doing things”, enforced by the newcomers. At the 

same time, their lack of involvement in decision making processes that influenced their daily work 

performance caused great stress and frustration, especially in cases where this “new way of doing 

things” could find no practical application due to misalignment with existing infrastructures. 

Despite these challenges, organizational members still used these interactions for deriving new 

meanings with regards to where this organization is heading and who this organization is trying to 

become, as their encountered their new colleagues and the new business requirements.  

Overall, in both cases organizational members came across significant challenges in their social 

context that were the outcome of a prolonged period of uncertainty and confusion. These issues 

were considered especially important for them and at many instances during their recalls they have 

used these issues to raise their concerns about how this situation could impact the future course of 

the new organizations that were formed. It was obvious, that the social context was a great concern 

for them, as it was seen to influence the effectiveness of their work interactions as well as their 

willingness to work collectively. The key to this process, which essentially aimed for the alignment 

of their divergent identity frames, laid in their dispositions of whether the implementation of the 

new strategy provided value and purpose in their work.   
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

FB ▪ “The team leaders were key in dealing with 
emerging issues among employees. Every day I 

had to go to see my units, I wanted to be close to 

them. We did a lot of meetings which helped us 

create a culture that embraces change. It was 

the only way to make them responsive to all 

these changes…The truth is if you are not close 
to them, if there is no trust, then we have failed 

as a team leader.” (IBOC-22) 

 

▪ “I think we treated everyone right. We made it 

clear from the beginning that for us everyone is 
the same. At the initial stages there were cases 

were people were very defensive but when they 

realized that their managers treated everyone 

the same, they started feeling more relaxed and 

they started showing their potentials…this 
helped us achieve the targets that were set.” 

(IBOC-27) 

 

▪ “Justice and Transparency! For me these are 

the most important prerequisites that need to be 

established throughout the organization.” 
(IBOC-29) 

Trust and perceived 

justice as 

prerequisites 

Enables of 

Social 

Interaction  
DB ▪ “There have to be right assessment criteria for 

everyone. To make people believe that they are 
treated right based on their qualifications and 

efforts. The right people need to get to the right 

positions…to have the meanings of justice and 

transparency embedded throughout the 

organization.” (ICCB-20) 
 

▪ “There has to be a connection between the 

different levels. If teams work effectively then 

the organization will do so as well. If we work 

in a centralized or decentralized manner that 

also has its role – because it shows if you trust 
your people all the way down the hierarchy. If 

you think you know it all then this for me is a 

model that will lead us to failure. We have these 

differences now...we live them, and I can assure 

you that nobody likes them…” (ICCB-24) 
 

▪ “We used to have our own culture… certainly 

the center was not aware of this culture because 

we did not share the same experiences…the only 

way to understand this was to invite people from 
the periphery and let them be part of the 

decision-making processes. That was something 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

that didn’t happened – especially during the 
early stages. That for me was a mistake – some 

people had to be trusted.”  (ICCB-26) 

FB ▪ “There is this open communication link where 

everyone can send its suggestions – at certain 
times there are workshops to help us discuss 

emerging issues and teas are build up that are 

mandated to consider the different opinions and 

options before the implementation of a change.” 

(IBOC-7) 
 

▪ “In these meetings there are opportunities to 

share your opinion about certain issues… there 

were cases where we have written our 

suggestions down and send them to our 
manager and he has passes it on to a higher 

level. It works like a chain” (IBOC-18) 

 

▪  “It is common practice to set up work teams in 

which to include people from the first line of 

business. It not something that happens all the 
time but it’s a practice commonly used.” 

(IBOC-29) 

 

▪ “I must say that I give credit to the management 

for the fact that at many instances they have 
altered their initial decisions based on the 

feedback they received from the various 

business units. This is something that I feel 

strong about it…we as business units have a 

responsibility to send our suggestions and views 
on things that have an impact on our work – it 

is the only way to help the organization make the 

right decisions…” (IBOC-31) 

Involvement of 
‘periphery’ in 

decision making 

processes 

DB ▪ Decision-making needs to be done on a 
collective level…there shouldn’t be just 2-3 

people who decide on everything without 

consulting the heads of the various business 

units…One of the first things that they should 

have done was to invite people in open 
discussions, to explain to us the problems and 

challenges we had to confront and set the 

targets that had to be met. “This is the way 

forward…this is what we collectively want to 

achieve.”” (ICCB-3) 
 

▪ “If you don’t get people involved, then you don’t 

get the job done and the job is done wrong. The 

problem is the sharing of information and the 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

way it is transmitted and even the way it is 
discussed. If I forward 100 emails to my 

colleagues, it means nothing…I need to invite 

them in to discuss some of these issues to see 

their understandings…get them involved…that 

is the issue lack of involvement.” (ICCB-9) 

 
▪ “With the central units there were some issues… 

especially at the beginning of this period. They 

used to think that people who worked in the 

periphery were not able to handle some 

situations…However with time and after few 
changes in the management structure this 

situation has been reversed. Through their 

work, these people have managed to convince 

the center that there are people out there who 

have the skills to help this organization. That is 
why we see this turn lately…” (ICCB-10) 

 

▪ “I think that due to lack of time the first line is 

not always taken into consideration – however 

if you want to enforce a new process that 

involves the teller and you don’t ask the teller 
then most probably something will go wrong. 

For instance, today there is a business unit that 

can open an account in 20’ and there is another 

that needs 1h. Therefore, something must be 

going wrong.” (ICCB-16) 
 

▪ “The periphery felt detached from the decision-

making processes – this has contributed in 

making them feel alienated from this 

organization, as if it is not their 
organization...this has also created a gap where 

one side goes to one direction and the other side 

on the opposite direction…sometimes with no 

apparent reason…the only way to revert this is 

to make them feel part of this process, that they 

have a role to play…unfortunately we still have 
a long way to go.” (ICCB-30) 

FB ▪ “There was a need to make training more 

specific – where people could get more 
involved…I believe the “system” needs to 

become more sensitive, more humancentric and 

this requires investing on your people.” (IBOC-

11) 

 
▪ “There is a need to develop the social 

interaction between members of the 

Creating a sense of 
value in current 

knowledge base 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

organization…to develop good relationships 
among co-workers. That is not what everyone 

has done. We see that in case there are good 

relationships then performance also improves. 

We shouldn’t feel like students where if they 

make a mistake there will be a fine!” (IBOC-12) 

 
▪ “We had to be honest with our personnel. They 

had to get the information they required to 

understand the challenges we had to confront. 

This gave value to their efforts as well as an 

opportunity to learn something new.” (IBOC-
22) 

DB ▪ “The existing personnel were not taken into 

consideration and that led to wrong strategic 
decisions. Basically, it is not yet clear how we 

will achieve this “redefinition” they are 

talking…even though efforts are been made by 

the different units we still can see the 

outcomes.” (ICCB-1) 

 
▪ “One of the most important things was to make 

everyone in the organization feel that they are 

taken into consideration, that they are 

recognized…In the beginning there were huge 

mistakes with regards to this. The center did not 
have the experience to handle this situation yet, 

they acted like they were the chiefs and we had 

to follow. In the end it was evident that their 

decisions were creating more problems.” 

(ICCB-14) 
 

▪ “The head of the various business units played 

a very important role…there were some who 

created a competitive climate in their teams and 

that restricted people from working together 

effectively, from sharing their experiences…on 
the other hand there were others who praised 

teamwork. This is how our manager worked and 

for this reason we see our unit working as a 

team...this was very important for us.” (ICCB-

19) 

FB ▪ “One issue was to train people whose systems 

were abandoned. That was really difficult for 

them…they had to let go the things they knew 
and start all over again.” (IBOC-7) 

 

▪ “In order for me to be able to move on I had to 

convince myself that I had changed job. I work 

Time: forgetting as a 

survival mechanism 
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Case 

(FB/DB) 
Representative Data 1st order categories  

2nd order 

theme 

for a different employer now, in a completely 
different organization. I had to start all over 

again, forget everything that I knew. That was 

my way to survive this situation.” (IBOC-8) 

 

▪ “More than good management we also need 

time to heal the wounds that these changes had 
created…People need time to forget and this 

will be done once new people start joining this 

organization.” (IBOC-11) 

 

▪ “We need more time…we need some more years 
to pass by to form a new bank – the new Fin 

Bank – that’s because there are still residues of 

the past that need to go. When this happens, I 

believe we will be able to move forward and do 

better as an organization.” (IBOC-27) 

DB ▪ “In the early stages you could see that each one 

of us had completely different experiences. 

However, as time goes by, we can see that we 

have started sharing the same experiences…this 
has helped in minimizing the effects of “us vs 

them” attitudes.” (ICCB-2) 

 

▪ “Our organization wasn’t like that – definitely 

not…However, the way things 
evolve…gradually we are given the time to 

assimilate these changes and, in the end, to 

eventually accept them...” (ICCB-12) 

 

▪ “After the violent imposition of related 
decisions there was no time for us to prepare the 

right way. For this reason, I think we are still 

facing such great challenges. It’s going to take 

time for us to overcome this situation...” (ICCB-

24) 
Table XVI - Representative Data for Theme: “Enablers of Social Interaction”  
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CHAPTER 7: DISCUSSION 

Following the presentation of emergent data, this chapter examines how these data and theoretical 

model (re-illustrated in Figure 9) are used to provide insight into the overarching research question 

of the study: “How organizational identity dynamics can facilitate adaptability during the 

enactment of third-order change initiatives, as it is the case of mergers and acquisitions”. Having 

identity work as the basis of this examination, this chapter will therefore examine and argue for 

possible relationships between the concepts presented in the emergent processual model, while at 

the same time these will be analysed and discussed in light of prior research.   

 

Figure 9 Emergent Theoretical Model (re-illustration) 
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Key Concepts and Relationships 

 

Nature and Content of Decisions: The implications of imposed strategy on integration  

A large part of this study was concerned with understanding and delineating the contexts of the 

two cases, in the course of the three-year time period since the announcement of related decisions. 

This was an essential element for the investigation of these complex organizational phenomena 

(King et al., 2018), as the need for understanding the situation of informants is inseparable of its 

interpretation and theorization. This process, which essentially involved the establishment of a 

connection between context and process, gave rise to the first insight of the study through the 

theme “nature and content of decisions”.  

This theme, which represents the initiating point in the emergent theoretical model, encapsulates 

organizational members’ perceptions of the characteristics of imposed decisions that revolved 

around three distinctive elements: (a) the source of decisions, (b) the perceived sense of control 

over these decisions and (c) the treatment of time as a constraint.  

The first element of this theme, which refers to the source of related decisions, is concerned with 

whether these decisions are the outcome of internal or external decision-making processes. This 

was an issue that attracted a lot of attention in the cases of Fin Bank and Deposit Bank, since the 

fact that decisions were enforced by external bodies, such as the government and various 

supranational bodies, was seen to put considerable strain on their implementation. Taking on the 

characteristics of “imposed strategic change” which Mintzberg and Waters (1985, p.270) defined 

as: “strategies that originate in environment: environment dictates patterns in actions either 

through direct imposition or through implicitly pre-empting or bounding organizational choice” –

organizational members viewed these sets of decisions as an interventionist act that limited their 

organizations’ autonomy and deprived them the opportunity to manage their so lo recoveries.  

This external intervention in organizations’ affairs, was also found to limit the perceived sense of 

control, an element that links with the existing notion of “agency” which Sillince and Simpson, 

(2010, p.118) defined as “a sense of ability to control and predict on behalf of the organization – 

that is, individuals’ perception of their ability to make a difference for their organization’s chances 

of success and survival, within the organization’s environmental constraints”.  In fact, in the cases 

of Fin Bank and Deposit Bank, the ability of organizational members to influence their 
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organizations’ course of action, was diminished while the “unprecedent” and “violently imposed” 

characteristics of related decisions were repeatedly used as a justification for the emergence of 

behaviours and emotions that strengthen resistance, conflict and individualism. At the same time, 

these characteristics were seen to influence their perceptions of their own organizations’ “freedom 

of action” (Sillince & Simpson, 2010, p.118), as they recognized an important shift in decision-

making structures, which swept away any sense of control over the implementation of enforced 

decisions, as well as their ability to monitor their development and consequences.  

Alongside, the tight time plans and constraints that were imposed right from the beginning of these 

change processes, led to the emergence of the third element of this theme which involved a 

treatment of time as a critical constraint, able to compromise the overall restructuring efforts. In 

fact, in the two cases, it was evident that the time limitations imposed by regulators, both at the 

initial stages of the integration and throughout their restructuring processes, have increased the 

pace of implementation of key integration processes, such as decisions and actions associated with 

branch relocation and closures, the timelines and terms applied in the voluntary redundancy 

schemes and the selection and retention of critical operating systems and practices, contributing to 

the sustainment of a situation which organizational members from both cases characterized as 

“chaotic”.  

All three of these elements established the theme of “nature and content of decisions” as a 

determinative force that was seen to shape the characteristics of the social context within the two 

organizations, as well as a key driver that influenced employees’ reactions to imposed changes, 

especially during the pre-merger era. Most notably, its emergence raises questions regarding the 

application of imposed strategic change in the context of M&As, with emphasis being on the 

theoretical and practical implications of such application on the implementation of key integration 

processes. Essentially, its mediating effect on the characteristics of the organizational social 

context in the two cases, provides empirical grounds on how decision-making processes and their 

induced characteristics can influence the course of key integration processes and lead to the 

dissolution of existing schemas and structures.   

Specifically, its emergence informs discussions related to the need and benefits associated with 

the enactment of due diligence, a process which extant research has identified as critical, especially 

in the case of M&As (Chatterjee & Brueller, 2015; Horwitz et al., 2002; Marks & Mirvis, 2012), 
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as it is thought to restrict the phenomenon of proceeding with a deal in a state of information 

asymmetry (Very, Metais & Hourquet, 2012). More recently, research also came to recognize the 

importance of implementing more all-rounded due diligence processes that cover not only the 

financial and economic aspects of the merger, but also, the not-so-long ago neglected behavioural 

and cultural aspects (Horwitz et al., 2002). In fact, work on M&As has argued for the importance 

of behavioural and cultural due diligence processes (e.g. Angwin, 2001) as these have been found 

to help in the identification of “potential business and cultural barriers to integration success” 

(Marks & Mirvis, 2012, p.63), but also of “future resource interactions” (Chatterjee & Brueller, 

2015, p.26) which are thought to influence the integration process.  

Yet, the application of due diligence processes in conditions of imposed strategic change is a topic 

that received little attention in the M&As’ literature, as in most cases M&As have been examined 

as strategically planned events, initiated by executive teams in pursue of a new strategic purpose 

(e.g. Clark et al., 2010; Vaara, 2003; Yu, Engleman & Van de Ven, 2005). This means that little 

has been known regarding how the nature of change and, in this case, the possibility of mergers as 

emergent, externally imposed change events, guided by political and economic reasoning, instead 

of clearly articulated, predefined strategic intents, might influence the mode of implementation of 

key processes, that are thought to affect the progression of M&As. In this respect, the contextual 

characteristics of the two cases have raised questions of how such processes, as is the case of due 

diligence, can be completed, in a state where decisions have been imposed, as well as in a situation 

where involved organizations and decision-makers needed to function under conditions of crisis, 

where their primary concern is to minimize the effects of emergent economic and societal 

imbalances. More importantly, it raises the question of what may be the possible consequences of 

excluding its implementation, as in many cases its outcomes are thought to determine the future 

potentials of a merger (Marks & Mirvis, 2012).  

With these in mind, it is therefore argued that evidence from the two cases can be used to provide 

insight to these critical questions, as organizational members consistently turned to what they 

stated as “a lack of diagnosis” to describe the ineffective planning that followed the 

implementation of the two mergers, both with regards to the “harder” and “softer” aspects of the 

two integrations. Specifically, this “lack of diagnosis” was seen to have a determinative effect on 

the creation of a context which in both cases was characterized by insecurity, stress, and fear for 
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the unknown, as organizational members failed to realize the potentials behind the enactment of 

these sets of decisions. At the same time, this ineffectiveness was also used as a justification for 

the emergence of behaviours and attitudes that further strained their already complicated situations, 

by sustaining behaviours that prompt conflict and resistance.  

These findings extent current notions that argue for the importance of the enactment of more all-

rounded due diligence processes (Angwin, 2001; Chatterjee & Brueller, 2015; Marks & Mirvis, 

2012), by providing an interlink between the characteristics that defined the nature and content of 

decisions and the triggering of specific behavioural responses, such as organizational members’ 

hesitation to interact with their new co-workers or engage in practices introduced by other 

constituting partners. Further, it is also noted that these responses, which called for immediate 

management action, as they set these organizations in great dysfunction, originated not only from 

the target organization, which is usually the focus of in extant research (King et al., 2018), but 

also, in the case of imposed strategy, from members coming from all organizations involved, as 

initial conceptions of predominance gave their way to uncertainty.  

These implications, associated with the influence of the “nature and content of decisions” on the 

progression of integration, also provide practical insight to decision-makers, especially in cases 

where decisions originate outside involved organizations. Specifically, they provide insight on the 

implications of proceeding with the enactment of imposed strategic change through mergers, under 

conditions of crisis, as the mode of implementing such approach can hinder the potentials of their 

decisions and inflict new imbalances. In fact, evidence from the two cases has shown that that is 

not only a matter of acknowledging the importance of implementing more all-rounded due-

diligence processes that would incorporate the “softer” aspects of the merger, which contemporary 

research extensively argues for (e.g. Angwin, 2001; Chatterjee & Brueller, 2015; Marks & Mirvis, 

2012) but essentially, it is a matter of acknowledging and accounting for the time and other 

requirements associated with their implementation. Consequently, even in the case where the 

merger takes on the form of an imposed strategic change, it is argued that the implementation of 

due-diligence acts as a valuable source of information that can inform decision-making processes 

– especially in cases where decisions might trigger undesirable responses such as the ones 

mentioned above.  
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Moving on, another important implication that rises out of the emergence of the theme of “nature 

and content of decisions” for M&As’ research, is the need for the inclusion and better 

representation of diverse groups of stakeholders in the investigation of mergers (King et al., 2018). 

This is an issue that links with the comprehension and elaboration of the motives that drive merging 

activity, especially while considering the possible implications associated with the inclusion of the 

institutional context in the investigation of M&As (Ferreira, Santos, Ribeiro de Almeida & Reis, 

2014). Specifically, evidence from the cases of Fin Bank and Deposit Bank support the  

conceptualization of M&As, and organizational change in general, as idiosyncratic processes 

(Bengtsson & Larsson, 2012; Meglio & Risberg, 2010), where the inclusion and appreciation of 

the possible effects of various key stakeholder groups is inseparable in understanding their 

progression, during the different stages.  

In this sense, identifying the source of these decisions in the two cases has helped uncover the role 

of the government in the implementation of these mergers and realize the diverse role of 

policymakers in the investigation of M&As, this time not just as regulators, but also, as initiators 

of merging activity. This finding, extents current investigations of the role of policymakers in the 

implementation of M&As, most of which have been concerned with how legislation has been 

shaping their institutional context, through the enforcement of various antitrust laws and other 

competition policies (King et al., 2018). In fact, this stream of research, which has its origins 

primarily in the disciplines of economics and finance, concentrates on the efforts of governments 

and other policymakers to control and regulate the market for M&As, where the main concern is 

how changes in the macroeconomic environment influence merger waves (e.g. McNamara, 

Haleblain & Dykes, 2008; Vazirani, 2015). Yet, little has been known with regards to the role and 

influence of policymakers as initiators of merging activity, either through economic reform 

programs or through other such government interventions that can reshape existing institutional 

settings. In support of this, Ferreira et al., (2014, p.2556) have stated that “institutional theory is 

remarkably absent from M&As research”, an issue which creates questions as to how national 

institutional contexts and governments shape merging activity, including the ways integration 

processes evolve under conditions that involve such significant interventions in organizational 

strategy.  
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Therefore, although the present study did not explicitly adopt an institutional theory lens in the 

investigation of Fin Bank and Deposit Bank, it is argued that the significant role of policymakers 

in organizational course of action identified in these cases, provides insights of how the 

institutional context has shaped the progression of these integrations, through the enforcement of 

specific guidelines and restrictions. Such included time limitations, which influenced integration 

speed (e.g. Angwin, 2004; Bauer & Matzler, 2014), as well as various cost-reduction policies that 

influenced issues like employee turnover (e.g. Mayer & Kenney, 2004), like the enforcement of 

voluntary redundancy schemes, and decisions related to the prevalence and selection of practices 

and key operating systems (e.g. Drori et al., 2013). Most importantly, their involvement was 

critical in the dissolution of existing structures and the redefinition of new ones, through their 

requests for the development of new, sustainable business models, with emphasis being on the 

redefinition of critical business aspects that determined who these organizations would become, 

after the completion of their restructuring. Essentially, these findings shed light on the ways the 

institutional context can influence the processes that lead the (re)definition of organizational 

identity, especially during periods where internal organizational structures and existing schemas 

subside – through the imposition of new directions and policies that impact organizational business 

models. 

Overall, the emergence of the theme “nature and content of decisions”, along with its three 

interrelated elements, as the initiating point of the emergent theoretical model, provide evidence 

of how decision-making characteristics could influence the organizational social context and 

essentially, organizational members responses to imposed strategic change. At the same time, it 

provides new insights in the under-researched area of mergers as an emergent, externally imposed 

strategy, by providing evidence on how such application interlinks to key integration processes, as 

is the case of due diligence. In fact, its emergence brings out new challenges in the M&As literature 

by informing how institutional forces can alter organizational structures, at a time where 

organizational and institutional boundaries have become increasingly blurred (Hatch & Schultz, 

1997; Oliver 2015).   

Making Sense of Disruptions in Organizational Social Structures  

Understanding how the nature and content of decisions has influenced the social context in the two 

cases, would not be complete without delineating the outcomes of these decisions. Thus, in order 
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to have an all-rounded depiction of the social context of Fin Bank and Deposit Bank, it was also 

important to understand how organizational members from different hierarchical levels and from 

different parts of constituting organizations, experienced the enforcement of related decisions and 

in turn, how these experiences have influenced the progression of post-acquisition integration 

processes. Essentially, this connection between decision-making characteristics and the 

progression of post-acquisition integration processes can be used to provide theoretical and 

practical insights on why and how organizational social structures become disrupted during 

transformative change events, but most importantly, as it will be discussed in the next section, on 

how this impact can be practically alleviated.  

As explained in the findings section, the pre-merger and early-merger social contexts in the cases 

of Fin Bank and Deposit Bank were dominated by four interconnecting themes: (1) “Operational 

Dysfunction”, (2) “Disordered sense of collectivity” (3) “Sub-cultures” and (4) “Identity 

Ambiguity”. These themes which constitute the contextual characteristics of the two cases during 

the specific period, represent organizational members’ understandings of the outcomes of enforced 

decisions, as these were experienced and perceived during their daily work interactions. In fact, 

all four of them are notions which either explicitly or implicitly have been identified and discussed 

in extant literature as potential sources of problems that could occur in course of transformative 

change events, contributing to what Vaara and Salara (2017, p.2) have named as the “merger 

syndrome” to describe negative employee reactions to M&As. In fact, in the cases of Fin Bank 

and Deposit Bank, each one of them enclosed various sets of responses. These arose from 

organizational members’ perceptions and experiences of enforced decisions, influencing critical 

aspects of these organizations, while calling for immediate management action. These aspects 

included the activities, systems and structures that determined these organizations’ operations and 

cultures but also, organizational members’ emotional state, work relationships and interactions, 

including their perceptions of their organizational identities. 

With regards to the first of these themes, the notion of “operational dysfunction” is a general issue 

that has been linked with failure to effectively manage post-acquisition integration, especially the 

processes involved with the operational or task integration (Birkinshawn et al., 2000; Junni, et al., 

2012; Pablo, 1994). In fact, even though different studies have adopted different measures for 

assessing the level of operational or task integration and its impact on different definitions of 
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performance, the ineffective management of  the elements linked with these processes is an issue 

that has been found to hinder the ability of the new entity to achieve the expected synergistic value 

(e.g., Birkinshaw et al., 2000; Larsson & Finkelstein, 1999; Stahl & Voigt, 2008). Yet, in the cases 

of Fin Bank and Deposit Bank, its emergence was not only conceived as a result of the application 

of various ineffective management practices, but also as a consequence linked to the characteristics 

that defined the decision-making processes at that time (i.e. source of decisions, perceived sense 

of control and time). Specifically, these issues which constituted the basis of imposed decisions, 

being exclusive to the regulatory and cost-reduction targets that had to be fulfilled, created a 

restraining context that did not allow for any flexibility or contingency planning that would 

account for the specificities or apprehension of the existing operational structures of these 

organizations. These restraints essentially interrupted existing networks and infrastructures that 

could support the implementation of effective operational integration , leading to severe 

fragmentation and miscommunication.  

Further, the notion of “disordered sense of collectivity” although it does not currently exist in 

organizational science literature per se, it is a notion implied in empirical and conceptual efforts, 

especially those that had been concerned with the emotional impact of M&As (e.g. Buono & 

Bowditch, 1989; Graebner, 2004; Mirvis & Marks, 1992; Lubatkin, Schweiger & Weber, 1999). 

For example, the notion of “disordered sense of collectivity” can relate to the notion of “self-

centred activities” of Buono and Bowditch (1989, p.119), which refers to the “politicking 

behaviours that organizational members engage in order to protect themselves after a trust break 

down”. Nevertheless, in the cases of Fin Bank and Deposit Bank the emergence of this theme 

extended beyond the emotional strain that employees from different constituting partners felt after 

the announcement of related decisions. Specifically, its emergence was it also the outcome of 

complex interactions and interventions between internal and external stakeholders – such as 

policymakers and trade unions – that influenced organizational members’ ability and willingness 

to interact, share their experiences and knowledge and work as a collective.  

For instance, with regards to the role of trade unions, it was evident that the way certain issues 

were presented and managed, such as workforce reductions, compensations, voluntary redundancy 

schemes and new placements, were decisive on organizational members’ perceptions of justice 

and transparency (Drori, Wrzesniewski, & Ellis, 2011; Monin, Noorderhaven, Vaara, & Kroon, 
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2013). On the other hand, decisions relating to protests action and other similar measures, taken 

both at the mark of this situation and at different stages of the integration period, were seen to 

influence organizational members’ expectations about their sense of control of these decisions, but 

most importantly, their perceptions of dominance between the different constituting partners. 

These findings are indicative of how trade union action shaped the organizational context in the 

two cases, by providing insights in the important, yet, under-researched role of trade unions during 

the enactment of M&As, both as advocates of their members, as well as influencers of policy 

making (Rajwani, Lawton & Phillips, 2015).  

In this sense, the emergence of the theme of “disordered sense of collectivity” can shed light on 

how such complex interactions may impact organizational members understandings and 

responses, as it entails a more inclusive approach on how and why organizational social structures 

dismantle during discontinuous change events, by accounting for the influence of both internal and 

external social actors, especially in cases that hold the characteristics of imposition. At the same 

time, its emergence highlights the need for expanding our understanding on the role of important 

stakeholders during the implementation of M&As, as well as how interactions among these diverse 

groups can affect organizational members’ perceptions and ultimately their behaviours and 

actions, especially among communities of practice (Lave & Wenger, 1991).  

Next, the role of culture and more precisely the role of cultural differences during merger activity 

is perhaps one of the most extensively researched topics in M&As’ literature (e.g. Bjӧrkman, Stahl 

& Vaara, 2007; Vaara et al., 2012). This load of work, most of which follows the seminal work of 

Buono and Bowditch (1989) on “the human side” of mergers, has been concerned with the 

implications of organizational and national cultural differences on organizational performance 

(e.g. Sarala et al., 2016; Stahl & Voigt, 2008) and on critical integration processes, with special 

emphasis on knowledge transfer processes (e.g. Bjӧrkman et al., 2007; Sarala & Vaara, 2010; 

Vaara et al., 2012). Several other studies also have examined how these differences influence the 

attitudes and overall behavioural responses of organizational members towards the merger (e.g. 

Weber et al., 1996).  

In the cases of Fin Bank and Deposit Bank, the emerging notion of “sub-cultures” was something 

that kept appearing on organizational members recalls, as a means of explicating various deviant 

and sometimes even distressing behaviours that were taking place during the early acquisition 
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period, as well as a means of explaining the practical challenges they faced during the two 

integration processes. Reflecting on extant literature, the notion of “sub-cultures” can relate to the 

already-established notion of “countercultures” (e.g. Buono & Bowditch, 1989; Martin & Siehl, 

1983) that has been used to describe the existence of “norms, values, and behaviours that sharply 

contradict the dominant norms, values and behaviours of the larger organization” (Buono & 

Bowditch, 1989 p.176). In this sense, the perceived differences that organizational members 

experienced in terms of their applied work routines and practices, but also in their attitudes towards 

presumably important issues that defined their work environments, became an important 

constituent of their new social contexts.  

These issues which mostly focused on divergent attitudes and behaviours towards hierarchy, power 

and authority structures, but also on the application or the persistence to support the application of 

specific practices and systems, were characteristic of the inconsistencies that existed both at the 

functional and organizational levels in the two cases. Most importantly, organizational members’ 

perceptions of these differences led to negative associations between their new organizational 

situations and the way related decisions were enforced. For instance, as already noted, the 

excruciating time constraints imposed by regulators were thought to inhibit the application of an 

effective due-diligence process, which even though it wouldn’t eliminate these differences, it 

would at least make interested parties aware of their existence. As it was noted, this was believed 

to minimize the “unpleasant surprises” that they experienced once they started working as merged 

units. Essentially, these findings can be used to strengthen the relationship between decision-

making characteristics and the configurations of the social contexts during the implementation of 

imposed strategic change. 

Finally, the notion of “identity ambiguity”, first introduced by Corley and Gioia (2004, p.178) is 

used to describe: “a collective state wherein organization members found themselves without a 

good sense of who they were as an independent organization during and after the spin -off or a 

sense of what the future held for them as an organization”. As it has been argued, the concept of 

identity ambiguity can be used to explain the loss of sense and the collective failure of 

organizational members to assign meaning to ‘who we are as an organization’ (Corley & Gioia, 

2004). However, despite its connection to transformative change events, the concept of identity 
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ambiguity is not the “classic” representation of how identity change progresses in the course of a 

merger. 

Specifically, most of past empirical work on M&As (e.g. Clark et al., 2010; Glynn, 2000) has 

referred to the existence of multiple interpretations of ‘who we are as an organization’ that stem 

out of organizational members’ past interpretations of their independent organizations. These 

multiple interpretations are usually in a state of conflict, competing for dominance. However, some 

characteristics found in the cases of Fin Bank and Deposit Bank, such as the extensive structural 

changes that accompanied both mergers and the need for redefining these organizations’ business 

models, in ways that radically departed from their past doings, have induced a sense of loss, usually 

associated with subtractive change initiatives, like spin-offs and de-mergers, rather than a sense of 

gain or unification, associated with the implementation of additive change, as it is the case of 

mergers (Corley & Gioia, 2004). These characteristics, along with the perceived lack of  a clear 

strategic ident, which organizational members expected to arise after internal consideration and 

not in course of external imposition, have induced the emergence of different dynamics that 

resembled more the characteristics of identity ambiguity. Specifically, the fact that organizational 

members could not realize the strategic purpose behind these decisions was catalytic in their 

attempts to assign meanings to ‘who they were as an organization’ amid the changes, or ‘who they 

were trying to become’ –  as everything revolved around uncertain notions ‘who are they are trying 

us to become’. Essentially, this finding expands the application of the concept of identity 

ambiguity in settings that involve both substantive and additive changes, with emphasis being in 

settings where transformative change is followed by ambiguous strategic idents, as in the case of 

externally imposed transformations or restructurings.  

Despite the distinctive insights discussed above, the overarching insight that arises out of the 

emergence of these four themes involves the connection between the three elements that 

characterized the nature and content of enforced decisions and their impact on the structural 

configuration of the social contexts of the two cases. Specifically, the emergence of these four 

themes signifies how the enactment of imposed strategic change, which in the two cases was 

outlined in the context of an economic adjustment program, have led to the emergence of 

unintended behaviour consequences and attitudes able to alter existing structural configurations 

and organizational dynamics. In effect, this connection opens new potentials for understanding 
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how decision-making processes through their distinct characteristics, which in the cases of Fin 

Bank and Deposit Bank did not follow the rationalistic, value-creating norm (e.g. Vaara, 2003) 

adopted in the majority of M&As research (Graebner et al., 2017), could relate to the development 

of social interaction impediments, such as the unwillingness of organizational members to 

constructively engage in the adoption of new systems and practices, and how these in turn may 

influence the ability of the new entity to perform to target.  

Besides, even if each of these themes has been discussed separately, it was the concurrent 

emergence of all four that led the disruptions in Fin Bank and Deposit Bank, and this is an issue 

that raises questions as to how each of these seemly distinct outcomes might actually interact and 

possibly even reinforce one another, in conditions of radical change. For instance, research has 

managed to establish a connection between the processes that lead organizational identity change 

and culture (e.g. Hatch et al.,2015; Ravasi & Schultz, 2006), as well as between organizational 

identity change and practices (e.g. Nag et al., 2007 ; Prado & Somoza, 2013). Yet, little is known 

with regards to how emotions influence these processes or how interactions between internal and 

external actors influence organizational members’ ability to act and think as a collective and in 

turn how these might influence the overall progression of change initiatives (Graebner et al., 2017; 

Huy, 2012). However, the emergence of all four of these themes and their bilateral connection to 

the nature and content of decisions and to identity work at the next stage of the theoretical model, 

can help in unravelling such interrelations.  

Essentially, their emergence complements existing M&As’ literature concerned with the 

investigation of the consequences of employee responses on the progression of integration 

processes (a) by incorporating the decision-making characteristics of source, perceived sense of 

control and time as possible antecedents for understanding employees’ attitudes, (b) by providing 

insight on how interactions among different stakeholder groups can shape the  social context and 

the progression of integration dynamics, and (c) by providing insight on the under-researched area 

of mergers as restructuring tools in the hands of policymakers, a characteristic that helps shed light 

in the examination of the implications of policy in organizational life.  

Identity Work “as Remedy” 

The emergence of the overarching dimension of “identity work as remedy” was perhaps the most 

significant element of the emergent theoretical model. This is due to the fact that its emergence 
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contributes to an understanding of identity work as an inclusive strategic practice (Oliver, 2015) 

that can be used to “remedy” not only identity-related issues and more precisely the emerging issue 

of identity ambiguity, but also other disruptive consequences induced from the imposition and 

implementation of these radical and discontinuous changes. Most importantly, the evolution of 

identity work in the two cases, through the three sub-processes of “sensegiving via strategy 

formulation”, “sensemaking via strategy implementation” and “authenticating”, can be used to 

provide theoretical and practical insights to the critical question of how cognition, action and 

practice intertwine to alleviate the disruptive impact of transformative change on organizational 

social structures.  

Specifically, identity work, an existing notion in social science literature, first introduced by Snow 

and Anderson (1987, p.1348) to refer to “a range of activities individuals engage in to create, 

present, and sustain personal identities that are congruent with and supportive of the self -concept”, 

turned out to be the “hub” of the emergent theoretical model, where action was seen to shape 

cognition, and vice versa. In fact, its emergence in the cases of Fin Bank and Deposit Bank, 

highlights the role of human agency in shaping organizational action (Kreiner & Murphy, 2016; 

Oliver, 2015; Phillips & Lawrence, 2012), turning it into a primary component of how 

organizational members from different parts of the hierarchy assigned new meanings to ‘who are 

we as an organization’, amid the changes, as they attempted to reduce the disruptions that they 

experienced after the imposition of related decisions. As such, identity work came to represent the 

individual and collective efforts to work around a complex set of consequences that were brought 

by the enforcement of specific sets of decisions, as these were transcripted in the four themes 

explained in the previous section. 

This concentration on “agentic activity”, (Brown, 2015, p.33), therefore allowed the unravelling 

of identity work as a bundle of intertwined processes that centred around key activities and events 

involved with the development and implementation of these organizations’ new business models. 

Specifically, in course of fulfilling their regulatory requirements and later, the new strategy, 

organizational members searched for new understandings regarding “who their organizations are 

trying to become”, by drawing new meanings from their interactions with the essentials of their 

work. These involved, decisions and actions concerning the selection of prevailing practices and 

operating systems, the development of new products and services, as well as decisions and actions 
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regarding training and placements, even changes in the use of internal and external communication 

tools. This is no surprise, as recent research on organizational identity (e.g. Canato et al., 2013; 

Oliver & Vough, 2019; Ravasi & Canato, 2010; Schultz & Hernes, 2013) has managed to establish 

a connection between organizational identity and various symbolic and substantive artifacts, such 

as the products developed or the practices followed, during the implementation of fundamental 

business tasks. In fact, this contemporary work on organizational identity has provided insights on 

the practical component of organizational identity and has underlined the importance of accounting 

for the materiality of this concept (Watkiss & Glynn, 2016), especially the ways by which 

organizations address their members’ use of knowledge and experiences in creating new adaptive 

practices that can help an organization to move forward (Nag et al., 2007). In this frame, findings 

from the two cases can be used to reinforce this connection, by providing empirical evidence on 

how organizational members have used such elements as referents for assigning new meanings to 

their organizational identities (Watkiss & Glynn, 2016).  

Yet, what was profound in the cases of Fin Bank and Deposit Bank was the fact that the processes 

entailed in identity work, were key in creating new experiences that also influenced other important 

aspects of organizational life, that linked with organizational members’ dispositions to accept or, 

on the contrary, challenge new developments. This was an important finding since in cases where 

these new experiences were enabled and supported by anticipated management action, these were 

seen to influence their inclination to actively engage in tasks and teams that aimed for the 

development and fulfilment of something new – the new strategy and essentially the new 

organization. However, in cases where these interactions created inconsistencies that reinforced 

initial disruptions, this was seen to inhibit efforts to progress as an integrated organization.  This 

development besides reinforcing the connection between organizational identity dynamics and 

various elements of materiality (Watkiss & Glynn, 2016), it also provides insights on how 

perceived contradictions between organizational identity conceptions and elements of work 

influence the progression of change initiatives, by provoking different sets of behavioural 

responses (Wenzel, Cornelissen, Koch, Hartmann, & Rauch, 2019).  For instance, the provision of 

an image, no matter how desirable or not may be, is of little meaning unless it is supported by 

corresponding management action and relayed in the actual work performed. If no such support is 

provided, as it was in the case of Deposit Bank, then this might in turn impact many different 

aspects of the new organization, including the operational efficiency of teams, the effectiveness of 
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communication tools and training methods employed, but most importantly, the willingness of 

organizational members to work as a collective.  

Of course, this does not in any case imply that engaging in identity work is considered the answer 

to all divergent and complex issues that organizations may encounter in course of their 

transformations. However, in the two cases, efforts to assign new meanings to ‘who are we are as 

an organization’ were seen to be essential in affecting other “social-symbolic aspects” (Phillips & 

Lawrence, 2012, p.223) of their context, that inevitably led to changes in organizational members’ 

emotions, behaviours and attitudes, as well as in changes towards elements linked with the very 

essence of their daily work, like the routines and practices they engaged. For instance, at the initial 

stages of the integration period, the preservation of various symbolic aspects of AC Bank, in the 

case of Fin Bank, and the introduction of a completely new branding strategy, in the case of 

Deposit Bank, two clearly identity-related decisions linked with the symbolic representation of the 

new entities that were formed, did not just influence organizational members’ understandings of 

their organizational identity. Rather, in their recalls these actions and decisions were used as 

referents that provided new signals about authority, power and control, among the different 

constituting partners, inducing changes on organizational members’ emotions and behaviours, 

which they expressed as they recalled various incidents from their daily work interactions. At the 

same time, these decisions and their implementation, being closely connected with the 

requirements set by policymakers, led organizational members in quest for new interpretations 

regarding the market position of these organizations, in face of the enormous changes that were 

implemented in their institutional context. 

Essentially, this quest for assigning new meanings to their organizational identity was seen to have 

a multilevel impact that extended to other important aspects of their organizational life, which both 

aligns and supports the complex and multidimensional nature of identity as a concept (Gioia et al., 

2013; Nag et al., 2007; Prado & Somoza, 2013; Ravasi & Schultz, 2003). Alongside, the emergence 

of identity work as a form of “remedy” transcribes the outcomes of these interpretations, noted 

through the changes that were induced in organizational members’ behaviours and attitudes; the 

most important of which were recorded during the enactment of new strategic direction. In fact, as 

organizational members deciphered the various decisions and actions linked to the implementation 

of the new strategy in the two cases, they started changing their descriptions of their organizational 
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context, for example, by accentuating the work performed in various teams and projects. Thus, 

even if differences were still noted among the various constituting partners, for instance with 

regards to their underlying cultures, the enactment of a new strategy was seen to create 

opportunities for new interactions that consequently influenced interpretations of  “where these 

organizations are heading”, “who these organizations are trying to become” but also, “who do they 

(where “they” refers to decision-makers) want these organizations to become”.  

This development brings out some additional theoretical implications in a growing stream of 

research concerned with the investigation of various concepts as forms of work, which 

organizational members are thought to engage in pursue of some change in their social context 

(Phillips & Lawrence, 2012). Specifically, the emergence of identity work as the “hub” of the 

emergent theoretical model, unravels a complex interconnection between the processes that guide 

organizational identity change and the processes involved in the definition and enactment of a new 

strategy, supporting notions that argue for a close relationship between the processes of “doing” 

and the processes of “being” (Ashforth & Mael, 1996; Sillince & Simpson, 2010; Ravasi et al., 

2017). However, in the two cases it was clear that efforts related to the redefinition of 

organizational identity in course of implementing new developments related to the new strategic 

direction of these organizations, were also part of  the strong institutional forces that acted upon 

the redefinition of the structures that guided the operations of the financial services sector. These 

forces were determinative of the nature and content of imposed decisions, while at the same time 

they set the frame of how these new organizations should operate and what practices they should 

employ to fulfil their new roles. In this sense, they set a new basis with regards to the “institutional 

logics” of the sector by providing “formal and informal rules of action and interaction , cultural 

norms and beliefs for interpretation, and implicit principles about what constitute legitimate goals 

and how they may be achieved” (Phillips et al., 2016, p.358).   

This finding raises important questions regarding the interaction and possible connections between 

different kinds of work, such as strategy work (Whittington et al., 2006), institutional work 

(Lawrence & Suddaby, 2006) and identity work (Snow & Anderson, 1987), especially in the 

context of teams and other task-oriented organizational arrangements. At the same time, it raises 

the question of whether these different forms of work hold any “weights” against each other, where 

one form of work may essentially become a subset of another form of work, while pursuing a 
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change in the organizational social context. Findings from the two cases provide indications of 

such relationships, (a) through the conceptualization of the processes entailed in identity work, (b) 

through the centrality of identity work in fulfilling the new strategy , and (c) through the 

determinative role of policymakers in shaping the social context within these organizations and in 

the sector as a whole. Essentially, these findings support current notions that argue for the 

investigation of such interconnections, as it is the case of Kreiner and Murphy (2016) who explored 

how institutional work (Lawrence & Suddaby, 2006) and boundary work (Gieryn, 1983, 1995, 

1999) could possibly inform organizational identity work. However, even though empirical 

evidence from the cases of Fin Bank and Deposit Bank can be used to inform such propositions, 

further research is required to fully understand the conditions under which such relationships might 

emerge and but also how malleable these relationships might be in light of various contingencies.  

“We are where we are going”: The interplay between Identity Work and Strategy  

The intersection between identity work and strategy work, as mentioned in the previous section, 

was one of the most important findings of the study, conveyed via the three intertwined processes 

of “sensegiving via strategy formulation”, “sensemaking via strategy implementation” and 

“authenticating”. Specifically, these processes set the basis for understanding how identity work 

evolved in the two cases, while providing insight on the close interconnection between strategy 

and identity through their connection to practices, routines and other artifacts, as well as through 

their interaction during organizational members’ engagement in knowledge -based work. Most 

importantly, the three processes provide a basis for understanding some of the inner-most 

structures that come to constitute identity work, as these were denoted in the cases of Fin Bank 

and Deposit Bank.   

The notions of sensegiving and sensemaking have both been inherently connected to the concept 

of organizational identity (Gioia & Chittipeddi, 1991; Ravasi & Schultz, 2006), despite their 

previous contradictory treatments, most of which resided in their different ontological 

assumptions. In fact, contemporary work on organizational identity during the implementation of 

strategic change initiatives (e.g. Clark et al., 2010; Nag et al., 2007; Ravasi & Schultz, 2006) has 

argued that both sensemaking and sensegiving are “complementary aspects of the same 

phenomenon” (Ravasi & Schultz, 2006, p.436) and that their mutual and reciprocal relationship 

can be used to better understand the underlying processes that guide organizational identity 
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change. In line with this view, the processes of sensegiving and sensemaking were seen to progress 

side by side in the cases of Fin Bank and Deposit Bank, each representing the efforts and actions 

of different groups to affect new identity meanings, in course of the two integration processes.  

In fact, their inseparability in the process of identity work was something denoted in their very 

definitions, as these have emerged in the two cases. Specifically, the processes of sensegiving via 

strategy formulation, refers to the implicit and explicit actions of the newly appointed executive 

teams, to link the development of a new strategic direction with the reconstruction of new identity 

conceptions, in an effort to eliminate the disorientation and fragmentation in the new entities that 

were formed after the imposition of related decisions. This conception follows prevailing notions 

in extant literature that emphasize sensegiving as a key leadership activity  (e.g. Clark et al., 2010; 

Corley & Gioia, 2004; Gioia & Chittipeddi, 1991) in which top management teams engage as a 

means of effecting change. However, most of this work has been concerned with the symbolic 

aspects of this process, with focus being on executive symbolic action, mainly through image 

management (e.g. Clark et al. 2010, Ravasi & Schultz, 2006), where the aim is to develop new 

identity interpretations, in light of ambiguous experiences and events. Yet, in the cases of Fin Bank 

and Deposit Bank, it was evident that this executive action was revolving on a much wider 

spectrum of decisions and events, linked with the development and implementation of new 

business models. This was in a sense anticipated, considering that the initial enactment of the two 

merging and restructuring processes was perceived to lack any strategic indent, as they primarily 

aimed towards the fulfilment of specific regulatory requirements. Alongside was the fact that the 

enforcement of these changes was also associated with the failure of their past business models. 

This created a situation where the definition of a new strategic direction became closely linked 

with what these organizations would essentially become, as they searched for their “katharsis”.  

These characteristics also transposed to the processes of sensemaking and more precisely to the 

processes of sensemaking via strategy implementation, which came to represent organizational 

members’ interpretations of these executive attempts, as well as organizational members’ 

interpretations of various key decisions concerned with the definition of the new working mode. 

In fact, it was obvious that the processes of sensemaking were inseparable of the sensegiving cues 

provided by the two executive teams, while much of these interpretations were seen to have a more 

substantive nature that expanded beyond interpretations of executive symbolic action (Nag et al., 
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2007; Oliver & Vough, 2019). Specifically, in both cases organizational members have used their 

interactions in various work teams and other project-related organizational arrangements, 

concerned with new developments and infrastructures, as a means of constructing new meanings 

to “who we are as an organization” and “who we are becoming”.  

In general, this connection between the processes of sensegiving and sensemaking with the 

development and enactment of a new strategic direction, can be used to provide some important 

insights that contribute to a growing stream of research that aims to investigate the interplay 

between identity and strategy. In particular, they can be used to support the reciprocal relationship 

between strategy and identity work (Ashforth & Mael, 1996; Dameron, Lê & LeBaron, 2015; 

Oliver & Roos, 2007), by providing empirical evidence on how agentic activity during strategizing 

was used to inform new identity conceptions, through the negotiation of new social structures, in 

course of implementing knowledge-based work. Essentially, decisions and actions related with the 

selection of prevailing operational systems and practices, during the transitional period and at the 

later stages, with the development of new practices, tools and services, became focal in 

understanding “who these organizations are becoming”.  

This connection has led the emergence of the third process of identity work, “authenticating” and 

its two subsidiary themes of “negotiating new social structures via knowledge transfer” and 

“enablers of social interaction”. Despite subtle references to some form of validation, mainly, as 

part of the sensemaking process, the notion of “authenticating” has received less attention in 

extant literature as a distinct process of organizational identity. For instance, Ravasi and Schultz 

(2006, p.451, emphasis added) in the study of Bang & Olufsen, have argued that cultural practices 

and artifacts served as a context for both sensegiving and sensemaking by providing “cues for 

reinterpreting and revaluating the defining attributes of the organization through a retrospective 

rationalization of the past”. As it was suggested, cultural practices and artifacts were seen to 

provide organizational members with a “reservoir of cues” that facilitated intraorganizational 

comparisons between Bang & Olufsen and other comparable organizations (Ravasi & Schultz, 

2006, p.45). This work follows Ashforth and Mael’s (1996, p.39) proposition, who suggested that 

new conceptualizations of an organization need to be “socially validated” before being internalized 

by organizational members.  
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Yet, in a recent review on identities and identity work on organizations, Brown (2015) makes an 

explicit reference to the notion of “authenticity” defined as “the loyalty of one’s self to its own 

past, heritage and ethos” (Heidegger, 1962, p.117) and the important implications of seeking 

“authentic identities”, especially, while adopting a socially malleable conception of identity. As 

he argues, the application of identity as a form of work implies in its essence tha t identities are 

“work-able, and thus always to some extent the subject of choice, fluid rather than rigidly stable, 

and not fully coherent but also to a degree fragmented” and such conception implies that identity 

“can be theorized as both more and less situationally authentic” (Brown, 2015, p.30).  

In the cases of Fin Bank and Deposit Bank, the process of “authenticating” defined as the 

processes by which organizational members tried to validate and reconcile their divergent frames 

and understandings of their organizational identities, embedded both in their past conceptions of 

‘who we were as an organization’ but also in their future expectations of ‘who this organization 

should be’, can be used to provide new insights to this work. Firstly, compared to studies, as is the 

case of Bang & Olufsen (Ravasi & Schultz, 2006), it is noted that its emergence allows for new 

associations that complement those already established in extant literature. Specifically, in most 

cases, references to some form of validation are usually made to denote social – in terms of external 

validation. Yet, in the cases of Fin Bank and Deposit Bank, the process of “authenticating” was 

primarily concerned with internal validation attempts. Specifically, in both cases organizational 

members have used cues from their work interactions in the context of various projects, as well as 

during the implementation of their daily work routines and practices as a means of defining and 

supporting their own conceptions of ‘who we are’ and ‘who we are becoming’ as an organization, 

but also as a means of validating the institutional claims and actions that followed these definitions. 

This was an on-going process that progressed along with the sensegiving and sensemaking efforts, 

as organizational members recalled the different stages of the two integration processes. For that 

reason, it has been represented as a verb rather as a noun, to denote that this was not merely a quest 

for the “authentic” (Brown, 2015), but rather it was an intermediary process through which 

organizational members reconciled and aligned their divergent identity conceptions with the 

details and purpose of their work, in an attempt to establish legitimacy in their definitions and 

interpretations of their organization.  
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In these regards, the three processes named above provide an overview of how identity work 

progressed in the two cases under investigation and while each holds its own implications, the 

emergence of all three bring out significant insights in the conceptualization of identity work. In 

fact, in extant research there have been attempts to provide what Brown (2015) referred to as 

“generic” processes of identity work, one of which was sensemaking (e.g. Gabriel, Gray, & 

Goregaokar, 2010). Although no such claim is made, it is argued that the emergence of the three 

processes above could provide support on a conception of identity work as a form interrelated 

processes that centres around organizational members need to make sense, and if necessary change 

through their actions and interactions, who their organizations are or are becoming. However, to 

be able to fully understand such connections it is also important to link the emergence of these 

processes with other forms of work, such as strategic work and institutional work, which both in 

this study and in extant research have been recognized as salient in understanding organizational 

complexity. Next, is a summary of the main issues discussed in this section (Table XVII).  

Themes Key Findings  Contributions 

Post-acquisition 

Integration 

Deal Characteristics: 

Nature and Content of 

Decisions  

 

Emergence of three 

elements: (a) source of 

decisions, (b) perceived 

sense of control and (c) the 

treatment of time as a 

constraint. 

Decision-making characteristics as possible antecedents 

for understanding organizational members responses to 

change. 

 

Implications of imposed strategy on integration 

processes: The case of Due Diligence – “lack of 

diagnosis”.  

 

Role of institutional context in shaping the 

progression of post-acquisition integration: inclusion of 

diverse groups of stakeholders in the investigation of 

M&As (i.e. role of policymakers as initiators of 

merging activity).  

 

Contextual Characteristics: 

Operational Dysfunction, 

Disordered sense of 

collectivity, Sub-cultures, 

Identity Ambiguity. 

 

Connection between nature and content of decisions 

and organizational members’ perceptions of the 

outcomes of enforced decisions.  

 

Disordered sense of collectivity – an emerging notion 

that describes organizational members’ ability and 

willingness to interact, sha re their experiences and 

knowledge and work as a collective – the outcome of 

complex interactions and interventions between internal 

and external stakeholders.  

 

Identity Ambiguity – empirical evidence extent the 

application of this notion in settings that involve both 

substantive and additive changes.  
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Themes Key Findings  Contributions 

Organizational 

Identity 

Identity work as remedy: 

Identity work as a 

representation of the 

individual and collective 

efforts to work around a 

complex set of consequences 

brought by the enforcement 

of imposed strategic change.  

 

The emergence of identity work as the “hub” of the 

emergent theoretical model -interconnection between 

the processes that guide organizational identity change 

and the processes involved in the definition and 

enactment of a new strategy.  

 

Materiality of organizational identity - empirical 

evidence on how organizational members used 

elements of their work as referents for assigning new 

meanings to their organizational identities.  

 

Supports notions that argue for the interaction and 

possible connections between different kinds of work 

(i.e. strategy work, institutional work and identity 

work), especially in the context of teams and other task-

oriented organizational arrangements. 

 

Organizational 

Identity and 

Strategy  

“We are where we are 

going” 

 

Sub-processes of: (a) 

sensegiving via strategy 

formulation, (b) 

sensemaking via strategy 

implementation and, (c) 

authenticating.  

A new conception of identity work – as a form 

interrelated processes that centers around 

organizational members need to make sense, and if 

necessary, change through their actions and 

interactions, who their organizations are or are 

becoming. 

 

Supports a reciprocal relationship between strategy 

and identity work – empirical evidence on how agentic 

activity during strategizing can be used to inform new 

identity conceptions, through the negotiation of new 

social structures, in course of implementing 

knowledge-based work.  

 

The process of “authenticating” – extents current 

notions that denote the social (i.e. external) aspects of 

validation during identity work by emphasizing internal 

validation attempts. 

Table XVII - Summary of Key Findings 
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Implications of Emergent Theoretical Model 

Following discussion, this section outlines the main findings of the study, including a synopsis of 

the most significant theoretical and practical implications of the emergent theoretical model. 

Specifically, this section summarizes the main contributions of the study and areas of future 

research, both in relation to initial research questions, as well as in relation to additional findings 

that have emerged in course of this investigation. 

The Role of Nature of Change 

The nature of change in the cases of Fin Bank and Deposit Bank, has been a major driver in the 

initiation of this investigation. The processes that guided these two change initiatives provided a 

unique opportunity for investigating “how imposed strategic change influences post-acquisition 

integration processes”, an area that has received little attention in M&As’ literature, despite the 

potential theoretical and practical implications of such application. In this sense, this study 

contributes to an understanding of M&As as emergent, externally imposed change events, guided 

by political and economic reasoning, a finding which complements extant work on M&As as 

planned processes, guided by clearly defined strategic indents, such as value acquisition (King et 

al., 2004).  

In essence, this different conceptualization of M&As has led to the emergence of three distinctive 

elements of: (a) source, (b) perceived sense of control and (c) the treatment of time as a constraint, 

which encapsulate organizational members’ perceptions of the characteristics of imposed 

decisions. These characteristics have been useful in understanding how imposed decisions have 

shaped the social context within the two organizations as well as employees’ reactions, especially 

during the pre-merger era. More importantly, their emergence provides empirical grounds on how 

decision-making processes and their induced characteristics influence the course of key integration 

processes, such as due-diligence (King et al., 2018) and lead to the dissolution of existing schemas 

and structures in involved organizations.   

Further on, accounting for the characteristics of these decisions has revealed the role of divergent 

groups of stakeholders in the progression of M&As, the first and most important being the role of 

the government and other policymakers as initiators of merging activity. This revelation has been 

critical as it allowed a more holistic appreciation of how external stakeholders might influence 

organizational course of action, as well as the progression of the integration process itself, through 
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the provision of guidelines and policies that essentially alter the ways by which organizations 

pursue their roles in the market.  

Overall, unravelling the role of the nature of decisions in this investigation has helped inform 

M&As literature in the following ways: (a) through the emergence of the three characteristics that 

guided these decisions (b) through its impact on integration processes and (c) by incorporating the 

role of institutions and institutional logics in the investigation of M&As. Practically, it provides 

insights as to the implications of such enforcements, especially in critical sectors, such as the 

financial services sector, where any imbalance can have sequential effects on the overall 

socioeconomic environment. Further on, it highlights the importance of understanding and 

accounting for the time restrictions during the implementation of various integration processes, as 

information contained through these processes might help in the development of requirements and 

other policies that could be used to minimize disturbances and improve merger potentials. Future 

research could account for differences in nature of decisions, in an effort to identify differences 

and commonalities in the emergent processes that can help in the development of theory.    

Understanding Organizational Members’ Responses to imposed strategy  

A large part of this investigation was concerned with understanding “how the imposition of 

decisions related to the merging and restructuring of these organizations has influence 

organizational members responses”. This was achieved by the adoption of a sensemaking 

perspective in the investigation of these radical-change events, that would allow for the 

transcription and interpretation of related incidents, actions and decisions through the eyes of 

organizational members. This process has led to the emergence of four themes, (1) “Operational 

Dysfunction”, (2) “Disordered sense of collectivity” (3) “Sub-cultures” and (4) “Identity 

Ambiguity”.  

Each of these themes, represents a different aspect of how these decisions have influenced the 

organizational life in Fin Bank and Deposit Bank, essentially outlining the consequences of 

imposed decisions, while proving insight on the multilevel and multidimensional impact of these 

changes on the social structures of involved organizations. In fact, their concurrent emergence can 

be used to inform a growing body of literature concerned with organizational members’ responses 

during the implementation of M&As, a lot of which concentrates on the application of a 

sociocultural perspective in their investigation (Sarala, et al., 2016). More specifically, they can 



229 

 

inform work concerned with how changes in decision-making structures and processes might 

provoke a variety of responses from organizational members, and in turn how these might be 

practically managed to minimize their influence.  

Further, despite that all four of these notions can either implicitly or explicitly be found in extant 

literature, two of them arguably draw special attention, as their emergence brings out some 

important theoretical implications. The first is the notion of “disordered sense of collectivity” 

which involves the inability of organizational members to act and interact during their work 

engagements in various work teams and other task-oriented arrangements as a collective, in pursue 

of a shared goal. What was profound in this notion, that differentiates it from other similar concepts 

in extant literature, such as the “self-centred activities” of Buono and Bowditch (1989, p.119), was 

the fact that its emergence was the outcome of a complex set of interactions that occurred between 

different stakeholder groups – both internal and external – like for instance, trade unions and trade 

union members. These interactions which involved decisions and events related with the 

progression of integration processes in the two cases, were seen to  influence organizational 

members emotions, and consequently their work attitudes and their behaviours, during their 

interactions with their co-workers. This connection became intensely apparent at incidents where 

organizational members from different constituting partners were required to work along each 

other, share their knowledge and experiences, in pursue for implementing a new task or project.  

In this sense, the emergence of the notion of “disordered sense of collectivity” has an added 

dimension than other similar notions in the field, by accounting for the influence of various 

stakeholder groups – other than the executive management of constituting entities – on 

organizational members responses. At the same time, its potential linkage to the actual work and 

practices these people performed in the context of various tasks and project teams put human 

dynamics upfront, highlighting the active role of organizational members in shaping the 

progression of integration. It is therefore argued that this notion holds promise in understanding 

and expanding the impact of radical strategic changes on organizational members responses, 

especially in the context of various task-oriented arrangements (Vaara & Sarala, 2017).  

Finally, the notion of “identity ambiguity”, despite being an already established concept in the 

literature of organizational identity, its emergence in the present study contributes to its expansion 

in diverse organizational settings, other than spin-offs (Corley & Gioia, 2004), that essentially 
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involve a sense of loss, despite being substantive or additive in nature. This brings some important 

theoretical implications in the organizational identity literature, and specifically in the divergent 

concepts that have being used to describe the triggers of organizational identity change, such as, 

identity threats, identity conflicts and identity ambiguity. In fact, it is argued that, the elucidation 

of the terminology employed, as well as the circumstances that these different terms have emerged 

remain important considerations for the clarification and expansion of organizational identity 

theory, but also strategic change in general.  

The Dynamics of Organizational Identity 

This investigation was essentially an exploration of organizational identity work in the under-

research context of imposed strategic change. As such, it has yielded some important theoretical 

and practical insights on “how organizational identity and strategy dynamics intertwine during 

post-acquisition integration, to facilitate adaptability, in course of transformative change events”. 

Specifically, the emergence of identity work as the hub of the theoretical model of the study, puts 

organizational identity right at the centre of the implementation of strategic change (Nag et al., 

2007) reinforcing its connection to critical organizational events that transform existing 

organizational structures.  

In fact, findings from this study unravel a complex interconnection between organizational identity 

and the on-going enactment of strategy, supporting notions that argue for a close relationship 

between the processes of “doing” and the processes of “being” (Ashforth & Mael, 1996; Sillince 

& Simpson, 2010; Ravasi, et al., 2017). In the model this connection is illustrated in processes of 

“sensegiving via strategy formulation”, “sensemaking via strategy implementation” and 

“authenticating”, which set the frame of how organizational actors’ interpretations of the new 

strategy informed and were being informed by interpretations of their organizational identity.  

Essentially, this non-linear, recursive relationship of these three processes, encapsulated in the 

motto “We are where we are going”, provide empirical support on the notion of identity work and 

strategy work “as on-going rhetorical processes in which the past is reformulated and the future in 

reimagined between individuals who use social interactions to enable them to perform collective 

action” (Sillince & Simpson, 2010, p.134).  

In fact, the emergence of the “We are where we are going” phrase became organizational 

members’ own declaration of how they experienced these radical changes in the essence of “who 
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they were” and “what they were doing” as organizations, after the imposition of the mergers. This 

is particularly important, as it helps us understand the relationship between organizational identity 

and strategy in a context where past strategic choices and past interpretations of organizational 

identity provide a rather questionable and for some even undesirable source for drawing new 

meanings – as both in the case of Fin Bank and Deposit Bank their histories were at many cases 

demonized, portrayed as explanations for the failures of their constituents.  

This is where the critical role of practices came in to facilitate this process. However, this role 

went beyond the symbolic sense of practices and extended into the ways these were accomplished 

during the work performed in the context of new work teams and other task-oriented arrangements, 

that required the exchange of knowledge and experiences by organizational members. On the one 

hand, this finding complements extant work in the field, where practices have been identified as a 

valuable identity referent, like for instance in the pioneering work of Nag et al. (2007), the identity-

culture work of Ravasi and Schultz (2006), and more recently in the work of Oliver and Vough 

(2019) – who investigated how practices shape founders’ organizational identity claims.  

However, in the present study the connection of practices with the emergence of “authenticating” 

as an internal, intermediary process through which organizational members reconciled and aligned 

their divergent identity conceptions with the details and purpose of their work, gives insights on 

the role of practice as an ongoing expression of strategy that organizational members engage in 

search for new meanings. On another note, the need for “authenticating” also elevates the role of 

sensegivers in providing the necessary support for decisions or actions that may act as identity 

cues. This has important theoretical and practical implications, as the processes of sensemaking 

take a more action-oriented conception that links with the ways organizational members decipher 

important parameters that influenced their daily work.  

Finally, the exploration of organizational identity dynamics in this study can be used to inform a 

growing stream of research concerned with the investigation of various concepts as forms of work 

(Phillips & Lawrence, 2012). Specifically, the interaction between organizational identity change 

processes and strategic management processes unravel a strong interlink between strategy work 

and identity work. Yet, the fact that the new strategy, in both Fin Bank and Deposit Bank were 

consequentially defined by the institutional forces that guided the imposition of related decisions 
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opens the route for the elaboration of how such presumably different forms of work interact to 

inform one another.  
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Limitations  

The present study is not immune to the limitations that characterize exploratory, case study 

research designs, particularly with regards to the generalizability and transferability of findings 

(Yin, 2014). I cannot therefore eliminate the possibility that this investigation may have resulted 

in idiosyncratic findings, difficult to transpose to other organizational settings. However,  as 

already noted in the methodology section, the purpose here was not to produce a generic outcome, 

but rather to generate understanding, through a detailed inquiry, with emphasis being on richness 

and accuracy (Eisenhardt, 1989).  

Additionally, even though the specificities of this investigation were primary in understanding and 

defining the contextual characteristics of the two cases, it is argued that the complexity and 

uncertainty caused as a result of the imposition of strategic change in the form of  M&As and the 

restructuring of the new organizations that were formed, are traits present in all third-order change 

attempts. Therefore, instead of treating this study as a reflection of the unique circumstances that 

followed the changes in Fin Bank and Deposit Bank, I prefer to see it as an opportunity for 

understanding the inherent complexity associated with the implementation of strategic change.  

Further, satisfying the criterion of dependability also presented challenges. The paralleling of 

dependability with reliability in interpretive inquiries could undermine the outcome of the study, 

as repeatability is at most times practically infeasible to achieve. Firstly, because the subject of 

inquiry in qualitative studies is naturally dynamic (Glaser & Strauss, 2008), and secondly, 

interpretivist inquiries essentially assume the mutual construction of data, through the interaction 

of the researcher and informants (Charmaz, 2014). Despite these challenges, effort has been made 

to provide explicit details regarding the research steps and decisions taken throughout the data 

collection and data analysis processes, offering a path of the development, and reporting of 

findings. In addition, throughout this investigation I tried to be reflexive of my own role and 

position in the processes of collecting, analysing and interpreting data, recognizing my own 

situatedness within the research and the effect that it could possibly have on the overall research 

process (Berger, 2015).  

Further on, the fact that this was a two-case study eliminates some of the limitations claimed to 

accompany single-case study research. This was achieved through the comparison of data across 

the two cases (Creswell, 2012; Eisenhardt, 1989; Locke, 2001) a process that is thought to 
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contribute to better theory development (Yin, 2014). At the same time, the use of extant literature 

as a point of reference, whereby emergent themes were compared and contrasted with findings 

from earlier empirical work, reinforces my assertions that emergent concepts and processes, 

presented in the theoretical model can be used to shed light on how organizational identity 

dynamics intertwine with other important processes to facilitate adaptability, during the enactment 

of transformative change events.  

Finally, time related issues became a critical consideration in this investigation as the data 

collection phase was commenced almost three years after the announcement to proceed with the 

restructuring of the sector, through the implementation of a series of mergers among financial 

institutions. In this respect, I mostly relied on retrospective data whereby informants were asked 

to recall their experiences of the merging process with emphasis being on decisions, actions and 

events that were thought to influence the progression of integration and restructuring processes. 

However, this reliance on retrospective data was somehow compensated through the collection 

and analysis of archives and other documentation used to report on these processes. Further, the 

fact that even three years after the initial announcements, both organizations were still in transition, 

trying to implement and enforce changes related to their restructuring strategies, increased the 

depth of inquiry as organizational members were able to experience the outcomes of change – 

without the influence of the upheaval that characterized the initial period after the announcement.  
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Conclusion 

Management of change has become the essence of management practice, that needs to be accepted 

and embraced as an inseparable element of modern organizational life. Understanding this 

complexity as an inherent part of the management field has led to the incorporation of new  

perspectives in organizational change research, that aim to unravel why some organizations thrive 

in change, while others fail to meet their purpose.  

This study has taken a step towards this challenge, through an empirical research that aimed to 

explore the interplay between cognition and action, in the under-research context where M&As 

occur as part of an economic adjustment program. This exploration has led to a number of 

revelations that can arguably help address change in more holistic terms, while embracing 

ambiguity and complexity as inherent parts of this process. Firstly, it has given rise to the 

determining role that the “nature of change” had on the progression of post-acquisition integration 

processes, such as the due-diligence processes, providing empirical grounds on how decision-

making and their induced characteristics can influence the evolution of integration. This was 

achieved through the investigation of M&As as emergent, externally imposed change events, 

which, in the present cases, were guided by political and economic reasoning, instead of the usual 

strategic motives identified in most extant literature. In this sense, a different conceptualization of 

M&As can be used to support their idiosyncratic nature, presented as a possible explanation for 

the contradictory outcomes of M&As research, as well as the importance of context in 

understanding the unfolding of related processes.  

At the same time, the examination of M&As as an externally imposed strategy provided insights 

on the important role of institutions in shaping organizational course of action. In the context of 

M&As, policymakers and other institutional stakeholders, such as governments and other 

supranational bodies, have rarely been recognized as initiators of merging activity. At most 

instances, they have been recognized as regulators of this activity, that aimed to maintain 

market competition through the supervision of anti-competitive conduct. However, their initiating 

role in the cases of Fin Bank and Deposit Bank gives rise to the diverse and multifaceted role of 

different stakeholder groups in understanding the initiation and progression of  merging activity. 
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Further, realizing the active role of human agents in shaping organizational life has led to the 

application of the sensemaking perspective, as the foundation for understanding cognition and 

action in circumstances characterized by complexity, uncertainty and unpredictability, as it was 

the cases of Fin Bank and Deposit Bank. In fact, one of the most critical elements of this 

investigation was centred in understanding the perspectives and experiences of organizational 

members through their stories of these change processes, incidents and events that were thought 

to determine their progression, contributing to a growing body of work concerned with 

understanding the multifaceted roles and mechanisms by which organizational members influence 

the processes of organizing.   

Finally, the exploration of the interplay between organizational identity dynamics and the 

processes that guide the formation of a new strategic direction has managed to unravel the 

important role of the work performed in various knowledge-intensive arrangements in moving 

integration forward. The emergence of the three interrelated processes of “sensegiving via strategy 

formulation”, “sensemaking via strategy implementation” and “authenticating” set a frame for 

understanding the social dimensions of both identity work and strategy work that extends from the 

formal, legitimate narratives of “who we are” and “what we do” into how these become actualized 

in the daily work tasks, practices, routines and policies of the new organization. At the same time, 

the social aspects of these processes also unravelled their ongoing nature, which was encapsulated 

in the motto “We are where we are going”. Arguably, this phrase can open new routes in 

understanding identity change processes and its connection to strategic change, as it act as a 

possible assertion to the question posed by Albert and Whetten (1985) “who are we as an 

organization” – especially in cases where existing meanings and assumptions have become 

severely challenged.  
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APPENDIX 1: INFORMANT INFORMATION – FIN BANK 

Case  
Fin Bank 

Position 
(Level of 

Hierarchy) 

Years of service Education Gender 

1 Middle Manager 20 Bachelor Male 

2 Officer 16 Bachelor Female 

3 Middle Manager 25 Bachelor Male 

4 Middle Manager 20 School Leaving Certificate Female 

5 Middle Manager 26 ACA Male 

6 Middle Manager 24 Bachelor Female 

7 Middle Manager 23 School Leaving Certificate Female 
8 Officer 16 Master Female 

9 Middle Manager 15 Master Female 

10 Officer 18 School Leaving Certificate Female 

11 Middle Manager 24 Bachelor Male 

12 Officer 17 ACCA Female 

13 Officer 8 Bachelor Female 

14 Middle Manager 21 Master Male 

15 Officer 17 School Leaving Certificate Male 
16 Middle Manager 23 Bachelor Male 

17 Officer 23 Bachelor Male 

18 Middle Manager 30 School Leaving Certificate Female 

19 Officer 24 Bachelor Female 

20 Officer 15 Bachelor Female 

21 Manager 21 School Leaving Certificate Male 

22 Manager 27 Master Male 

23 Officer 10 Master Male 
24 Manager 20 Master Female 

25 Manager 20 Master Female 

26 Manager 24 Bachelor Male 

27 Middle Manager 28 School Leaving Certificate Male 

28 Senior Manager 36 Bachelor Male 

29 Senior Manager 20 Master Male 

30 Middle Manager 24 Bachelor Male 

31 Senior Manager 30 Master Male 
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APPENDIX 2: INFORMANT INFORMATION – DEPOSIT BANK 

Case  
Deposit 

Bank 

Position 
(Level of 

Hierarchy) 

Years of service Education Gender 

1 Officer 10 Master Female 

2 Manager 5 Master Female 

3 Middle Manager 5 Master Male 

4 Middle Manager 18 Master Male 

5 Manager 37 School Leaving Certificate Male 

6 Senior Manager 22 Master Male 

7 Officer 20 School Leaving Certificate Female 
8 Officer 5 Master Female 

9 Middle Manager 14 Master Male 

10 Senior Manager 12 ACCA Male 

11 Officer 33 School Leaving Certificate Male 

12 Officer 22 School Leaving Certificate Female 

13 Middle Manager 23 School Leaving Certificate Female 

14 Middle Manager 28 School Leaving Certificate Female 

15 Middle Manager 21 ACCA Female 
16 Officer 18 School Leaving Certificate Male 

17 Senior Manager 19 Master Male 

18 Officer 6 Master Female 

19 Officer 9 Master Female 

20 Middle Manager 28 Bachelor Female 

21 Officer 30 School Leaving Certificate Female 

22 Officer 12 Master Female 

23 Middle Manager 23 Bachelor Male 
24 Middle Manager 34 Bachelor Male 

25 Middle Manager 17 Master Female 

26 Senior Manager 22 Bachelor Male 

27 Officer 4 Bachelor Male 

28 Senior Manager 32 Bachelor Male 

29 Senior Manager 22 Master Male 

30 Senior Manager 26 Master Male 
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APPENDIX 3: INTERVIEW PROTOCOL – ENGLISH VERSION 

 Background Information of Interviewee 

− What is your current formal position and title in the organization? Please specify your 

previous position (where applicable) in the organization, before the execution of the 

merger.   

− How long have you been working for this organization? In which organization were you 

working originally, before the merger? 

 

− Demographics 

▪ Educational / Professional background 

▪ Age  

Questions  

− What role have you been playing in planning and/or executing decisions related to the 

merger and restructuring processes underway?  

− Can you outline some important events / information relating to your organization’s 

history/culture? 

− How do you believe these events and decisions influenced the strategic direction of the 

organization?  

− A key decision to implement involved the execution of a merger with                      . How 

would you describe the organization before and after this event?  

− If you were to use adjectives to describe “who                 is as an organization” now, what 

words would you use?  

− In your opinion what were the key attributes of each of the merging organizations? Were 

these attributes incorporated in the functioning of the new entity? How? 

− How does                   differ for its competitors? If you were to use adjectives to describe                

in relation to other competitors, what words would use to distinguish it / to note 

similarities?   

− How did you feel about the merger and the overall change process? How did those feelings 

influence your ability to execute your daily work routines?   
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− How would you describe the situation in the organization right after the merger? How has 

this affected the functioning of departments / teams? How about your personal interactions 

with other organizational members? 

− In your view was there a need to redefine the way business was conducted (in terms of 

processes, routines, practices), in order to face the new challenges ahead? How has this 

been achieved? What processes are underway towards this goal?   

− How do you think the merger influenced the way that daily operations are been performed? 

What was the impact on existing work routines and practices?  

− What projects have been designed to date which deal with the normalization of the 

organization after the merger? How would you describe their progress? What is their status 

today?  

− How would you describe relationships between different business units involved in these 

projects? How have you been dealing with emerging issues?  

− What communication tools (i.e. face-to-face meetings, emails, teleconferences, etc) are 

usually used to inform changes associated with new practices, processes, products, etc. 

across the organization? How have these changed after the execution of the merger?  How 

have these changed your daily work interactions? 

− Can you recall specific incidents where you have interacted with other organizational 

members that required you to exchange your experiences and knowledge? Can you 

describe the setting (context, formal / informal) in which those incidents occurred? How 

did you feel about it?  

− In your view has the merger contributed to the development of new skills and capabilities 

that allowed the organization to pursue its new strategic direction? If yes, how? If no, why 

not?   

− Do you think that the knowledge base of the organization prior the merger has been utilized 

effectively during the redesigning of processes, products and work-routines?  

− Do you think that there were pieces of knowledge that got lost in the process? How was 

this issue dealt? 

− In your view what are the prerequisites for the effective interaction of people coming from 

different constituting partners? To what extent were these prerequisites satisfied?   
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− Have you been provided with any tools, mechanisms, structures that facilitated your 

capacity to undertake required tasks and newly assigned responsibilities? How have these 

influenced your ability and motivation to perform? 

− What was the role of the management in providing you with the required means for post – 

acquisition integration to be effective? 

− Has your sense of “who the organization is” been affected by the way operations and work 

practices are carried out?     

− How do you envision the future for                ? Where do you want / Where do you see this 

organization heading to? In what ways are these conceptions influenced by the way the 

organization carries on its operations?  
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APPENDIX 4: INTERVIEW PROTOCOL – GREEK VERSION 

 Background Information of Interviewee 

− Ποια είναι η θέση και o τίτλος σας στον οργανισμό; Παρακαλώ όπως αναφέρετε τη θέση 

/ τίτλο που κατείχατε πριν τη διενέργεια της συγχώνευσης. 

− Πόσα χρόνια εργάζεστε σε αυτό τον οργανισμό; Σε ποιο οργανισμό εργαζόσασταν πριν τη 

συγχώνευση;  

 

− Δημογραφικά:    

▪ Εκπαίδευση / Επαγγελματική κατάρτιση: 

▪ Ηλικία:       

Ερωτήσεις  

− Τι ρόλο έχετε διαδραματίσει στο σχεδιασμό ή / και στην εκτέλεση της συγχώνευσης;  

− Περιγράψετε μερικά σημαντικά γεγονότα / πληροφορίες που συνδέονται με την 

ιστορία/κουλτούρα του οργανισμού σας.  

− Πως αυτά τα γεγονότα και οι αποφάσεις επηρέασαν τη στρατηγική κατεύθυνση του 

οργανισμού.   

− Μια σημαντική απόφαση την οποία έπρεπε να εφαρμόσετε αφορούσε στην εκτέλεση της 

συγχώνευσης με τον / την          . Πως θα περιγράφατε τον οργανισμό πριν και μετά το 

γεγονός αυτό.  

− Τι επίθετα θα χρησιμοποιούσατε για να περιγράψετε σήμερα «ποια είναι                  »;  

− Κατά την άποψή σας ποια είναι τα κύρια χαρακτηριστικά των συγχωνευθέντων 

οργανισμών; Ποια από αυτά τα χαρακτηριστικά έχουν ενσωματωθεί στον τρόπο 

λειτουργίας της νέας οντότητας και πως; 

− Πως η «                     » διαφέρει από τους ανταγωνιστές του/της; Τι επίθετα θα 

χρησιμοποιούσατε για να περιγράψετε (διαφοροποιήσετε) τον οργανισμό σε σχέση με τους 

ανταγωνιστές του και ποια για να σημειώσετε ομοιότητες μεταξύ τους.  

− Πως αισθάνεστε για τη συγχώνευση και τις αλλαγές που ακολούθησαν; Πως αυτά τα 

αισθήματα επηρέασαν τη δυνατότητα σας να εκτελέσετε τις καθημερινές σας εργασίες / 

καθήκοντα;       
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− Πως θα περιγράφατε την κατάσταση στον εργασιακό σας χώρο μετά τη συγχώνευση; Πως 

αυτή η κατάσταση έχει επηρεάσει τη λειτουργία των τμημάτων / ομάδων εργασίας και πως 

τις προσωπικές σας σχέσεις και επαφές με άλλα μέλη του οργανισμού;    

− Κατά τη γνώμη σας, υπήρξε ανάγκη επαναπροσδιορισμού του τρόπου διεξαγωγής των 

εργασιών του οργανισμού (διαδικασίες, πρακτικές, κ.α.) ώστε να αντιμετωπιστούν ο ι νέες 

προκλήσεις; Πως επιτεύχθηκε αυτό; Τι έργα έχουν δρομολογηθεί προς επίτευξη αυτού του 

στόχου;   

− Πως η συγχώνευση επηρέασε τον τρόπο λειτουργίας του οργανισμού σε καθημερινή βάση; 

Ποιες ήταν οι επιπτώσεις στις υφιστάμενες πρακτικές και ρουτίνες εργασίας;  

− Τι έργα έχουν δρομολογηθεί μέχρι σήμερα με σκοπό την ομαλοποίηση του οργανισμού 

μετά τη συγχώνευση; Πως θα περιγράφετε την πρόοδο τους; Ποια είναι η σημερινή τους 

κατάσταση;   

− Πως θα χαρακτηρίζατε τις σχέσεις μεταξύ των διαφόρων τμημάτων που εμπλέκονται στα 

έργα που αναφέρατε πιο πάνω; Πως αντιμετωπίζονται τυχόν προβλήματα / θέματα που 

προκύπτουν;  

− Ποια μέσα επικοινωνίας χρησιμοποιούνται ώστε να ενημερώνεται το προσωπικό για  τις 

αλλαγές που γίνονται και αφορούν στην εφαρμογή νέων διαδικασιών / πρακτικών / 

προϊόντων, κλπ. στον οργανισμό; Πως έχει διαμορφωθεί / αλλάξει ο τρόπος επικοινωνίας 

μέσα στο οργανισμό μετά τη συγχώνευση και πως αυτό έχει επηρεάσει κατά την άποψή 

σας τις σχέσεις και επαφές μεταξύ των συναδέλφων;   

− Μπορείτε να περιγράψετε συγκεκριμένα περιστατικά / παραδείγματα κατά τα οποία έγινε 

ανταλλαγή εμπειρίας / γνώσης μεταξύ των μελών του οργανισμού; Πως θα χαρακτηρίζατε 

το περιβάλλον (επίσημο / ανεπίσημο) στο οποίο έγιναν τα περιστατικά αυτά; Τι αισθήματα 

σας έχουν προκαλέσει αυτές οι επαφές;   

− Κατά την άποψή σας, η συγχώνευση έχει συνεισφέρει στη δημιουργία νέων δεξιοτήτων 

και ικανοτήτων που να βοηθούν τον οργανισμό να υλοποιήσει τους στρατηγικούς του 

στόχους; Εάν ναι, με ποιον τρόπο; Εάν όχι, εξηγήστε;   

− Κατά τη γνώμη σας έχουν αξιοποιηθεί επαρκώς οι υφιστάμενες εμπειρίες και γνώσεις του 

προσωπικού κατά την αναδιαμόρφωση / αναδιοργάνωση του τρόπου λειτουργίας του 

οργανισμού (δηλ. δημιουργία νέων προϊόντων, εφαρμογή αναθεωρημένων πρακτικών και 

διαδικασιών).  
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− Πιστεύετε ότι υπήρχε γνώση και εμπειρίες που χάθηκαν στην πορεία της συγχώνευσης; 

Πως αντιμετωπίζεται το γεγονός αυτό;  

− Κατά την άποψή σας ποιες είναι οι προϋποθέσεις για την αποτελεσματική επικοινωνία / 

συνεργασία μεταξύ των συγχωνευθεισών επιχειρησιακών μονάδων του οργανισμού; Σε 

ποιο βαθμό αυτές έχουν ικανοποιηθεί;  

− Είχατε στη διάθεσή σας οποιαδήποτε εργαλεία, μηχανισμούς, δομές που υποβοήθησαν 

στην ικανότητά σας να αναλάβετε και να ανταπεξέλθετε στα νέα καθήκοντα και 

αρμοδιότητές σας; Πως αυτά επηρέασαν την παραγωγικότητα σας;  

− Τι ρόλο έχει διαδραματίσει η Διεύθυνση στο να σας παρέχει τα αναγκαία μέσα ώστε ο 

οργανισμός να είναι λειτουργικός και αποτελεσματικός μετά την συγχώνευση;   

− Η αντίληψη του «ποια είναι                            » έχει επηρεαστεί από τον τρόπο λειτουργίας 

του οργανισμού σήμερα;  

− Πως οραματίζεστε το μέλλον για την «                 »; Προς ποια κατεύθυνση επιθυμείτε / 

βλέπετε τον οργανισμό να οδεύει; Οι αντιλήψεις σας αυτές επηρεάζονται από τον τρόπο 

που λειτουργεί ο οργανισμός σήμερα; Εξηγήστε.   
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APPENDIX 5: DATA STRUCTURE 

1st order categories 2nd order themes 
Overarching 

Dimensions 

No time for diagnosis. 

Mergers – “violently imposed”.  

Radical changes – organizational transformation. 

Nature and Content of 

Decisions 

Disruptions in 

Organizational Social 

Structures 

Interruptions in existing networks as a result of HR activities and 

practices.  

Emergence of new requirements as policymakers set stricter opera ting 

guidelines.   

Fragmented knowledge and miscommunication. 

Operational Dysfunction 

Technical aspects received highest priority. A sense of neglect of 

managers for employees.    

Emergence of antagonistic behaviors and individualism. 

Profound sense of job insecurity in a strong unionized sector. 

Issues of responsibility and accountability relating to the pre-crisis era. 

Old culture as ‘scapegoat’. 

Disordered sense of 

collectivity 

 Perceived differences in culture expressed through application of 

inconsistent work routines. “We did it differently”. 

Nostalgia - attachment to old practices. 

“Us vs them” work attitudes. 

Sub-cultures 

 

“Who we were” no longer exists after the merger.  

Imposition of new structures linked with the abolishment of past 

identity. 

Lack of content to “who we are as an organization” due to 

uncertainty. 

Identity Ambiguity 

 

New strategy provides cues for identity conceptualizations.  

Efforts to promote collectiveness through the new strategy. 

Explicit attempts to direct stakeholders’ attention to the future.   

Sensegiving 

via strategy formulation 
Identity Work as 

remedy Market position as a determinant of identity. 

Practice designated the content for revised identity cognitions.  

Change in ownership and composition of new executive teams set the 

pace for new definitions of identity. 

Sensemaking  

via strategy 

implementation  

 

New image projections challenged against prevailing work routines 

and symbols.  

“Who are we trying to become amid the changes”?  

A sense that the organization was acting out of character.  

Authenticating “We are where we are 

going” 

 

 

Revised Identity 

Constructions 

& 

New Adopted Practices 

New work teams as change facilitators.  

Assimilation of changes through action (hands-on-approach). 

Sharing of experiences at informal / personal level. 

Negotiating new social 

structures 

via knowledge transfer 

Trust and perceived justice as prerequisites.  

Involvement of ‘periphery’ in decision making process. 

Creating a sense of value in current knowledge base. 

Time: forgetting as a survival mechanism.  

Enablers of Social 

Interaction 
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APPENDIX 6: EMERGENT THEORETICAL MODEL 
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